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Abstract 

Building on transformational leadership theory, 43 individuals from various new product 

development (NPD) teams were studied to understand the relationship between the project 

managers’ use of lateral influence tactics and team commitment as perceived by new product 

development team members.  An explanatory correlational study was conducted to examine 

these relationships.  Data were collected via questionnaire about each NPD team member’s view 

of the project manager’s use of lateral influence tactics and the NPD team member’s perception 

of team commitment.  Perceptions of procedural justice were also tested for mediation.  The 

study found that there is a moderate positive relationship between each independent variable and 

the dependent variable.  However, one of the hypotheses for mediation was not supported.  

Overall, the results reflect a positive association between the NPD team member’s perception of 

the project manager’s use of influence tactics and his/her psychological attachment to the new 

product development workgroup.  This study contributes to the literature by examining the 

strength of lateral influence tactics when applied to teams to gain interpersonal outcomes in new 

product development environments.  Also, this study expands the body of research because it 

measures the thoughts and attitudes of the NPD team members as a result of the project 

manager’s initiation of these influence tactics.   
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CHAPTER 1 

Introduction 

The aim of this research topic—project managers’ use of lateral influence tactics to 

achieve team commitment in new product development (NPD) environments as perceived by 

new product development team members—is to fill gaps in recent literature by examining how 

an individual who lacks formal authority uses informal bases of power as demonstrated in lateral 

influence tactics to achieve intermediate outcomes from a collective group of individuals in a 

diverse social setting.  This study also expands the body of research by quantifying this 

relationship from the lens of the NPD team member.  

This was accomplished by analyzing how the NPD team member’s thoughts about the 

project manager’s use of two constructs of lateral influence behaviors relate to her/his 

commitment to the NPD team.  The NPD team member’s perception of procedural justice was 

measured to understand how it further explains the relationships between the independent 

variables and the dependent variable.  The results demonstrate how affective outcomes like team 

commitment shape the NPD team environment based on how the NPD team member sees the 

project manager. 

Context of the Study 

Over the past 30 years, globalization has accelerated the pace of product conception, 

design, and launch in new product development (NPD) environments.  Globalization, or the 

transfer of products, goods, and services across national borders, deepens the desire to be first to 

transform ideas into end use products within a timeframe that is competitive (Anderson, 

Cavanaugh, Lee, & the Institute for Policy Studies, 2005; Capar & Kotabe, 2003).  This 



3 
 

 
 

phenomenon is reflected by a broader customer base, target markets, and multinational 

competitors. 

First, globalization enables larger target markets.  In the context of new product 

development, Ozer and Cebeci (2010) state that companies included in their study launch new 

products in multiple countries to increase sales and visibility.  This is achieved through exporting 

new products, increasing the supply chain, and engaging in foreign investment alliances 

(Anderson et al., 2005).  However, 50% of new products that are launched fail (Rogers, Ghauri, 

& Pawar, 2005).  Therefore, the ability to offset losses experienced in one market by the success 

of others is attractive to multinational corporations. 

With expanded markets, globalization also exposes companies to a wide range of 

customers.  A company that successfully introduces new products into the global market reflects 

the ability to identify the changing needs of its customers.  When those needs are translated into 

technical requirements, they become tangible solutions (Ozer & Cebeci, 2010; Wortman et al., 

2007).  Moreover, information technology enables efficient data collection, which facilitates 

knowledge creation and sharing (Rogers et al., 2005).  

While globalization has accelerated the pace of NPD by using information power to 

penetrate diverse markets, there are also pitfalls.  First, interaction with various cultures is 

instrumental in understanding customer expectations.  For example, the computer firm 

referenced in Ozer and Cebeci’s (2010) study had to consider how technical features in their 

product satisfied eastern and western ways of thinking.  Products that are designed for 

international markets are subject to multiple iterations before the final product is released.  

Translating customer wants into applicable designs are essential in launching products that are 

accepted by customers (Ozer & Cebeci, 2010). 
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Second, multinational companies that can deliver the same product faster and cheaper 

threaten the overall success of their competitors.  In Ozer and Cebeci’s (2010) study, the 

participant sample also included a manufacturing company that leveraged its supply chain 

influence as a strategy.  Other companies in the study used value stream management and job 

rotation to counter their competitors in the race to be first with their new products. 

The speed to market approach practiced by global industries has exposed the need for the 

collaborative efforts of new product development teams (Dionne, Yammarino, Atwater, & 

Spangler, 2004; Ozer & Cebeci, 2010; Rogers et al., 2005; Sarin & O’Connor, 2009).  Moreover, 

NPD teams are cross-functional and have a significant impact on successful new product 

development programs.  Lastly, Ozer and Cebeci (2010) found that the effectiveness of these 

teams impacts financial success. 

Holland, Gaston, and Gomes (2000) define cross-functional NPD teams as a group of 

individuals who possess different skills, cognition, and professional backgrounds.  This 

interdependent work group is expected to create products, goods, and services that revolutionize 

how humans live (Holland et al., 2000; Sarin & O’Connor, 2009).  This is achieved through the 

coordination of the team members’ functional roles.  Leading projects linked to this strategy is 

equally significant, and project managers contribute to this effort (Project Management Institute 

[PMI], 2008). 

Project managers accomplish organizational objectives through the effective use of 

human capital (Bushardt, Glascoff, Doty, & Fannie, 2010; Söderlund, 2004).  Similarly, Gaddis 

(1959) suggests that the critical tool for project managers is “the brainpower of men who are 

professional specialists in diverse areas” (p. 89).  Moreover, project managers who can manage 

the complexity, diversity, and differences of a project team create an environment that facilitates 
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creative thinking, open communication, and shared decision-making (Burke et al., 2006; Holland 

et al., 2000).  As a result, perceptions of procedural justice, or thoughts about the relative fairness 

of the work environment, emerge (Akgün, Keskin, & Byrne, 2010).  

Procedural justice is significant because as an individual experiences his/her differences 

being applied in the NPD process, his/her thoughts about the team changes (Kearney & Gebert, 

2009).  As s/he interacts with the NPD team, those thoughts evolve into a collective perception 

about the work environment (Cropanzano, Li, & Benson, 2011).  The project manager has an 

opportunity to shape those thoughts by initiating behaviors that impact the psychological nature 

first (Sarin & O’Connor, 2009). 

Statement of the Problem 

While the literature is clear in describing the importance of robust cross-functional NPD 

teams and project management leadership, there are some gaps.  First, the project manager often 

lacks formal authority but is ultimately responsible for the project outcome (Bushardt et al., 

2010).  Factors that contribute to this gap include NPD structures and NPD team processes. 

The NPD team may consist of individuals from research & development (R&D), 

marketing, procurement, and other functional areas (Jassawalla & Sashittal, 2000).  This matrix 

structure is expected to transform ideas into solutions.  However, the project manager’s role is 

that of a peer.  In other words, the team members report to someone other than him/her (Enns, 

Huff, & Huggins, 2003; Enns & McFarlin, 2005).  The scope of the project manager’s authority 

is limited to the successful completion of the project (Bushardt et al., 2010; Liu & Fang, 2006).  

The functional and cognitive diversity of the project team is critical to achieving success.  As a 

result, decision-making is shared (Jensen, 2007).  
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Overlapping goals, competing priorities, and divided team member loyalties can eclipse 

the egalitarian efforts of the team leader (Holland et al., 2000).  If the project leader lacks the 

knowledge, expertise, and interpersonal skills to counter behaviors that threaten the success of 

the project, s/he may resort to organizational politics to get things done (Atuahene-Gima & 

DeLuca, 2008).  Moreover, the authors suggest that project managers who lack formal authority 

tend to “engage in political lobbying for support and resources” (p. 666).  For example, in 

Atuahene-Gima and DeLuca’s (2008) study, personal stake in the project outcome contributes to 

the project leader’s use of political tactics.  

  Secondly, previous studies state that the project manager generally has limited control 

over the resources required to complete projects (Liu & Fang, 2006; Thamhain & Gemmill, 

1974; Yukl, Seifert, & Chavez, 2008).  Holland et al. (2000) suggest that each team member is 

assigned by his/her functional manager.  Rizova (2006) states that a project that doesn’t capture 

the interest of senior management is at risk for failure.  Also, Sarin and McDermott (2003) state 

that senior project leaders have a significant effect on team outcomes due to their ability to 

obtain resources from their upper management colleagues.  However, Atuahene-Gima and 

DeLuca (2008) reported that a key driver of the project leader’s campaigning for external support 

was R&D’s perceived dominance in the NPD process.  

Consequently, the project manager’s absence of formal authority can affect the team 

members’ perception of him/her (Holland et al., 2000; Thamhain & Gemmill, 1974).  Moreover, 

weak working relationships between the project leader and the team makes the implicit 

association between lack of authority and the ability to lead successful projects more saliently 

(Bushardt et al., 2010; Liu & Fang, 2006). 
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Third, NPD literature suggests that in spite of the cross-functional structure and global 

opportunities, most new product development projects fail, and poor project leadership is a 

contributing factor (Jassawalla & Sashittal, 2000; Sarin & McDermott, 2003; Sarin & O’Connor, 

2009).  Furthermore, there is a gap between the standardization of tools and techniques and the 

development of behavioral characteristics required for successful performance (Mengel & 

Thomas, 2008).  This is significant because NPD project failures result in loss of productivity, 

competitive edge, and market position (Rhaiem, 2012; Rizova, 2006; Rogers et al., 2005). 

The pervasiveness of globalization requires organizations to identify the changing needs 

of customers and design them into their products (Ozer & Cebeci, 2010).  Organizations are also 

challenged to figure out how to best position its NPD teams to accomplish this (Rizova, 2006).  

Therefore, Sarin and O’Connor (2009) suggest that appointing project managers who can 

facilitate an environment of knowledge sharing and creative problem solving is paramount.  This 

can be achieved through effective communication techniques.  

Barczak and Wilemon (1991) used the term boundary spanning, which implies that the 

project leader should process and disseminate information to the team so that ambiguity evolves 

into knowledge that emerges into a successful product.  In other words, the project leader who 

demonstrates effective communication bridges the gap between front-end project uncertainties 

and the delivery of customer expectations.  Disproportionate communication between the project 

manager and the team can contribute to poor project leadership (Barczak & Wilemon, 1991).  

For instance, a finding from Barczak and Wilemon’s (1991) study was that the least successful 

project leaders interact less with customers.  Consequently, they fail to communicate customer 

needs to the team.  This is critical because the customer is a core information source for NPD 

projects (Rhaiem, 2012).  If the product design fails to reflect customer requirements, multiple 
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iterations, re-tooling, and other delays will result (Jassawalla & Sashittal, 2000; Wortman et al., 

2007). 

Barczak and Wilemon (1991) also found that the least successful project leaders in their 

sample communicate less with the engineering function than the most successful project leaders.  

In the context of this study, success was measured by technical means such as to what extent was 

the project on schedule, within budget, yielded a profit, and was a commercial success.  

Similarly, Atuahene-Gima and De Luca (2008) reported that the perceived dominance of R&D is 

a driver of the project manager’s use of political tactics.  These communication patterns put the 

NPD project at risk (Barczak & Wilemon, 1991; Rizova, 2006). 

Ernst and Chrobot-Mason (2011) suggest that project leaders should clarify and confirm 

the team’s mission so that each individual understands her/his contribution to the project.  They 

characterize this act as buffering or boundary work that defines the scope and identity of the 

team.  When the team member understands how her/his contribution aligns with the mission, 

they should be more resistant to external forces that hinder participation.  In case of 

communicating in cross-functional NPD team environments, buffering should also affect how 

the project manager interacts with the team members assigned to carry out the project.  

Moreover, s/he should anticipate opportunities and challenges that can lead to behaviors that 

threaten the psychological safety of its members.  As a result, the project manager should 

communicate across and within the boundaries because s/he understands the interdependencies 

that drive the project’s outcomes.  

R&D contributes to the design and development of the product and has expert power (Liu 

& Fang, 2006; Thamhain & Gemmill, 1974).  Team members implicitly associate R&D’s 

specialized skills with independence and respond with low participation (Jassawalla & Sashittal, 
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2000).  Therefore, Sarin and O’Connor (2009) posit that it is critical for the project manager to 

act as the social architect by forging an attitude of interdependence and shared decision making 

among the team members. 

For example, Jassawalla and Sashittal (2000) interviewed a project leader who reflected 

about how he responded to the perceived dominance of R&D when a design engineer expressed 

that he didn’t need to review his prototype with the team because the design requirements were 

satisfied.  The team leader’s response was “Has the manufacturing guy reviewed that?  What 

does he think of it?” (p. 38). 

Finally, the desire for NPD teams to produce profitable results has outpaced the need to 

understand how they can be more effective (Kearney & Gebert, 2009).  The top three NPD 

performance metrics include on-time delivery, frequency of customer complaints, and actual 

costs versus budget (Rogers et al., 2005).  Findings from Rogers et al. (2005) state that the 

majority of the participants thought that their firms would benefit from “more performance 

measures in design and development with only 21 percent believing that all of the performance 

measures used in their company were understood” (p. 81). 

Knowing when to abandon a project is just as important as leading one to a successful 

product launch (Rhaiem, 2012).  Furthermore, a core requirement of the NPD process is to 

transform the “fuzzy front end NPD activities” (Ozer & Cebeci, 2010, p. 168) into a unique, 

tangible product on time and within budget while meeting customer requirements (PMI, 2008).  

Rhaiem’s (2012) explanatory study of manufacturing firms suggests that the probability of 

project success decreases with “the escalation of commitment” (p. 114) from the project leader.  

Escalation of commitment is a concept that describes the project leader’s relentless quest 

to pursue or continue a NPD project in spite of the high risk and low feasibility that exists 



10 
 

 
 

(Rhaiem, 2012).  Project managers who lack the ability to anticipate and adequately respond to 

NPD related risks threaten the company’s bottom line results and stifle creativity among the team 

members who are instrumental in achieving the goals. 

Findings from these studies suggest an uneven focus in the literature concerning the 

behavioral aspects of project managers and the effects of transforming unknowns into solutions 

in diverse social settings like NPD (Söderlund, 2004).  The ability to identify and select leader 

behaviors that promote knowledge sharing and creativity impacts the organization’s ability to 

maintain an innovative and competitive edge (Anderson et al., 2005; Capar & Kotabe, 2003; 

Ozer & Cebeci, 2010; Rogers et al., 2005).  Therefore, understanding how certain leader 

behaviors contribute to or hinder NPD team processes is needed.  One way to deepen 

understanding is to examine this through the effective use of lateral influence tactics. 

Lateral implies peer to peer (Enns et al., 2003; Enns & McFarlin, 2005; Falbe & Yukl, 

1992; Yukl et al., 2008).  The project decisions are shared and there is the absence of a leader-

subordinate relationship (Jensen, 2007).  Lee and Sweeney (2001) define influence as ways to 

convince the targets (the team members) to agree to suggestions, ideas, or requests.  

Charbonneau (2004) describes influence as actions taken to change the beliefs and behaviors of 

others.  

Since projects are unique, complex, and time based (PMI, 2008), the situation dictates 

which tactic is best (Falbe & Yukl, 1992; Yukl, Falbe, & Youn, 1993; Yukl et al., 2008).  Scales 

used to measure these tactics have been developed, tested, and validated over the past 40 years.  

Yukl et al. (2008) describe 11 tactics that are technical, interpersonal, and political in nature.  

For example, the ingratiation tactic is demonstrated by flattery and compliments that 

convince the target to agree to and/or carry out a request (Nguyen, Seers, & Hartman, 2008).  
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Examples of ingratiation include statements such as this task requires your years of experience 

or you can do this task with your eyes closed.  The rational persuasion tactic reflects the use of 

data to explain why a suggestion should be considered (Charbonneau, 2004; Yukl et al., 1993, 

2008).  Statistics from customer satisfaction surveys, company records, or other substantial 

information are used by agents to reflect the relevance of a request. 

A combination of rational (logic and information) and soft (interpersonal) tactics has 

been found to be most effective for getting a response and/or attitude change from the target 

(Charbonneau, 2004; Jensen, 2007; Lee & Sweeney, 2001; Yukl et al., 1993, 2008).  Although 

project management literature states that political tactics are used least by project managers, 

conflict and power struggles in cross-functional work environments do call for these tactics 

(Atuahene-Gima & De Luca, 2008; Lee & Sweeney, 2001; Sotiriou & Wittmer, 2001).  

However, the choice of tactics (soft, rational, or political) has implications for the team 

members’ perception of procedural justice.  For example, the project manager in Jassawalla and 

Sashittal’s (2000) study responded to the perceived dominance of R&D by asking whether the 

design was shared with manufacturing.  This is in contrast to using upward appeals tactics in 

Atuahene-Gima and DeLuca’s (2008) study. 

A project manager who lacks positional power but is responsible for the project’s 

outcomes also has an opportunity to initiate behaviors that have positive effects on the 

individual’s perceptions about the team.  Tactics that yield team commitment, or a psychological 

attachment to members of the unit, are critical to successful team outcomes (Bishop, Scott, 

Goldsby, & Cropanzano, 2005; Brockman, Rawlston, Jones, & Halstead, 2010; Burke et al., 

2006).  Schaubroeck, Cha, and Lam (2007) state that team potency, or an individual’s belief 

about the team’s capability, is a driver of success because it assures the team member that his/her 
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contributions are adequate to achieve team outcomes.  Akgün et al. (2010) suggest that project 

managers who influence a perception of a fair team environment have a positive effect on team 

commitment.  This can be a challenge in a cross-functional environment due to the lack of 

interpersonal relationships between departments (Kearney & Gebert, 2009).  Moreover, the 

absence of a collective identity results in behaviors such as poor decision-making, withholding 

information, and working in silos which threatens creativity, innovative ideas, and ultimately, 

project success (Holland et al., 2000; Solansky, 2011). 

There is plentiful literature about commitment, but it primarily refers to commitment to a 

task (Cropanzano et al., 2011).  Gattiker and Carter (2010) state that the target’s effort and 

persistence reflect task commitment.  Also, the Chang, Sheu, Klein, and Jiang (2010) study 

reported that the intentional efforts of the user reflect task commitment and mediate project 

success.  While task commitment impacts project success, it fails to measure the individual’s 

psychological attachment to the team. 

Problem Summary 

There are several studies that focus on NPD projects, but they fail to measure how leader 

behaviors such as lateral influence tactics impact the effectiveness of NPD teams (Capar & 

Kotabe, 2003; Ozer & Cebeci, 2010; Rogers et al., 2005).  Recent studies about project managers 

focus on their technical, planning, and action-oriented roles (Söderlund, 2004).  However, the 

relationship between project managers’ use of informal power bases (lateral influence tactics) to 

achieve intermediate outcomes (team commitment) in cross-functional NPD settings remains 

unclear.  Therefore, the aim of this study is to fill a void in recent literature by demonstrating 

how individual team members perceive project managers’ behaviors affect his/her psychological 

attachment to the team of which s/he is a part. 
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Transformational Leadership 

The societal significance of diverse NPD teams and the complexities of applying lateral 

influence tactics to achieve team commitment are magnified through transformational leadership 

theory.  This theory is ideal because it undergirds the need for project managers to effectively 

recognize differences and identify strengths while logically articulating goals.  Finally, leader 

behaviors that reflect images of empathy and consideration for the disproportionate but essential 

duties of cross-functional teams are reflected through the lens of this theory. 

  Downton is credited (as cited in Northouse, 2007) with having introduced the term 

transformational leadership, but James McGregor Burns’s 1978 book, Leadership, propelled it 

to prominence.  Transformational leadership is defined as “a process whereby a person engages 

with others and creates a connection that raises the level of motivation and morality in both the 

leader and the follower” (Northouse, 2007, p. 176).  The overall intent of this theory is to exact a 

visible change in one’s attitude, beliefs, and/or actions through the interaction of another. 

Similarly, House (as cited in Northouse, 2007) introduced the concepts of charismatic 

leadership in 1976.  This theory is characterized by the ability of the leader to accomplish 

amazing and arduous feats that ordinarily seem impossible.  According to Ciulla (2003) and 

Northouse (2007), a leader’s charisma is validated by his/her followers when their behavior 

mirrors the same approach that is promoted by the leader. 

By the mid-1980s, Bass refined the transformational leadership theory by placing more 

emphasis on the followers’ needs.  Transformational leadership manifests when the follower 

recognizes the value of the challenge, request, or task (Northouse, 2007).  Also, his/her personal 

goals are replaced with organization or team objectives (Warrick, 2011).  As a result, four 

constructs of transformational leadership emerge: (a) idealized influence or charisma, (b) 
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inspirational motivation, (c) intellectual stimulation, and (d) individualized consideration 

(Charbonneau, 2004; Dionne et al., 2004; Warrick, 2011). 

Transformational leadership is reflected in behaviors that inspire followers to forego self- 

interests and pursue collective goals (Schaubroeck et al., 2007).  As a result, perceptions of their 

own limitations were replaced with positive thoughts about the team.  The four transformational 

leadership constructs magnify the need to explain the relationship between the project manager’s 

use of lateral influence tactics and the team’s emotional response. 

First, idealized influence reflects the leader’s ability to gain the follower’s confidence in 

the midst of uncertainty.  When leaders effectively communicate the vision, followers respond 

with trust and respect (Warrick, 2011).  The project manager lacks formal authority over the 

team.  Therefore, it is important for him/her to communicate the vision and mission in a way that 

influences the individual to enlist his/her commitment to the team before the NPD process 

begins.   

Each individual has an identity through his/her respective functional area (Solansky, 

2011).  Also, due to the NPD process, the degree of involvement from each function will vary 

(Jassawalla & Sashittal, 2000; Sarin & O’Connor, 2009).  Therefore, it is important that the 

leader sets the tone for the work environment so that the team is excited, enthusiastic, and 

engaged about working together during the life of the project. 

Individualized consideration is another transformational leadership behavior that enables 

the team leader to align his/her interaction within the context and needs of its followers.  As a 

result, the team members feel that they are learning and growing (Warrick, 2011).  For example, 

the project manager in Jassawalla and Sashittal’s (2000) case study focused on the lack of cross-

functional collaboration from the design engineer instead of his technical expertise.  By asking 
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the design engineer if he reviewed the prototype with manufacturing, the project manager is 

expressing an interest in his interpersonal development (Jassawalla & Sashittal, 2000).  This is in 

contrast to the team leader attributing the use of political tactics to R&D’s perceived department 

power (Atuahene-Gima & DeLuca, 2008).  As a result, initiating individualized consideration 

addresses an area that the design engineer needs to work on—team collaboration. 

Creativity, innovation, and diversity are inherent in cross-functional new product 

development team environments (Dionne et al., 2004; Holland et al., 2000).  Different concepts 

are formed during ideation and knowledge creation activities (Ozer & Cebeci, 2010).  

Disagreements also occur (Holland et al., 2000). 

Project managers lack positional power and may have limited knowledge of the issues 

being discussed.  Resorting to political tactics may get results, but alienate the team (Atuahene-

Gima & DeLuca, 2008).  Moreover, leaders should insert behaviors that protect the team from 

unnecessary bickering and turf wars (Jassawalla & Sashittal, 2000).  Since egalitarianism is 

pervasive in NPD environments, the project manager has to balance tactical and interpersonal 

behaviors to influence a healthy team environment. 

Intellectual stimulation is a transformational leadership behavior that aims to influence 

the team to view ideas from different perspectives and enables them to express their views 

without fear of retaliation.  This is especially critical for NPD teams.  Conflict is a necessary 

work challenge (Lee & Sweeney, 2001; Lines, 2007).  Leader behaviors that influence open 

communication so that creativity, conflict resolution, and sense making occur are needed 

(Dionne et al., 2004).  Moreover, team responses driven by intellectual stimulation counters 

divisive emotional responses such as group think, which is described by Brockman et al. (2010) 

as agreeing with group members to avoid conflict. 
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The time that is dedicated to NPD activities is usually in addition to the team’s routine 

functional roles (Holland et al., 2000).  Therefore, the team member should be able to connect 

the needs of the project to something that s/he values.  Inspirational motivation is a 

transformational leadership construct that is characterized by the leader who challenges 

followers to achieve superordinate goals by “making meaning to what needs to be done” 

(Charbonneau, 2004, p. 567) through stories, image driven slogans, and other artifacts.  

Inspirational motivation is achieved when “important purposes are expressed in simple ways” 

(Warrick, 2011, p. 12) and the team expresses motivation and enthusiasm.  

The project manager in Jassawalla and Sashittal’s (2000) study recalled that one of the 

challenges of meeting a customer’s deadline was the gap between the time information was 

available and the time it was published.  The project manager met this challenge by giving the 

team members two-way radios.  This device symbolized a bridge between the goal and “real time 

information exchange” (p. 40).  People could perform their respective roles without having to 

track down a team member if there was a problem.  Everyone was connected and thus motivated 

to meet the goal (and they did).   

Purpose Statement 

The literature is limited in explaining the relationship between the project manager’s use 

of lateral influence tactics and the individual’s psychological attachment to the team.  There is 

also a need to understand what leader behaviors are most effective in reinforcing team 

commitment among cross-functional NPD team members.  Therefore, the purpose of this 

explanatory correlational study is to explain the relationship between the NPD team member’s 

perception of the project managers’ use of lateral influence tactics and team commitment in new 
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product development environments.  Perceptions of procedural justice will also be tested for 

mediation. 

Two constructs of lateral influence tactics—inspirational appeals and rational persuasion- 

will serve as stand-alone independent variables.  Moreover, 43 individuals who are or have been 

members of NPD teams from various American industries will respond to questions regarding 

his/her perceptions of the project manager’s use of these lateral influence tactics and his/her team 

commitment (dependent variable) through an online questionnaire.  Finally, a third variable, 

perceptions of procedural justice, is tested as a mediating variable. 

The variables selected for this study connect to the problem and purpose statements 

because they demonstrate the individual team member’s perceptions of the group in which s/he 

participates as a result of the interaction of the project manager.  This interaction is demonstrated 

through the initiation of inspirational appeals and rational persuasion.  These lateral influence 

tactics should be framed with a sociological focus so that they have a positive effect in the cross-

functional NPD environment and reflect the project manager’s power (Arslan, 2001; Grant & 

Hoffman, 2011; Sarin & O’Connor, 2009). 

Hypotheses 

 The following hypotheses will be tested: 

H1:  There is a positive relationship between the NPD team member’s perception of the 

project manager’s use of inspirational appeals and team commitment. 

In other words, this hypothesis will be tested to understand to what degree the NPD team 

member relates the project manager’s use of inspirational appeals to his thoughts about the team 

with whom s/he works.  As the project manager initiates motivational speeches, team meetings, 
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and symbolic gestures, does the NPD team members’ loyalty and sense of belonging to the group 

increase as well? 

H2: There is a positive relationship between the NPD team members’ perception of the 

project manager’s use of rational persuasion and team commitment. 

This hypothesis statement was measured to understand how the project manager’s use of logic 

and data exact a change in the NPD team member’s attitude about the workgroup.  For instance, 

does an increase in shared decision making relate to the team member’s confidence in her/his 

NPD project colleagues? 

H3a:  Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of inspirational appeals and 

team commitment. 

This hypothesis measured to what extent the relationship between inspirational appeals and team 

commitment was further explained by perceptions of procedural justice.  As the project manager 

anticipates differences that exist between NPD team members, the hypothesis suggests that 

initiating inspirational appeal tactics should facilitate thoughts of uniformity among the diverse 

members of the group which in turn relates to an emotional connection to the team.  This 

counters perceptions of dominance from the group (Atuahene-Gima & DeLuca, 2008; Jassawalla 

& Sashittal, 2000).  

H3b:  Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of rational persuasion and team 

commitment. 

Using objectivity to convince individuals to agree to a suggestion yields perceptions of 

transparency, fairness, and psychological safety (Dionne et al., 2004; Sarin & O’Connor, 2009).  
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This hypothesis statement was tested to determine whether to reject the notion that NPD team 

members who perceive that the project manager fosters a work environment of information 

sharing, critical, thinking, and conflict resolution tend to feel free to express their differences and 

have confidence that team members will be held to the same expectations although their 

contributions are different. 

Positivist Worldview 

 This study takes on a positivist worldview (Denzin & Lincoln, 2011; O’Leary, 2004).  

Overall, a societal issue is thought to be solvable through empirical study using methods that 

yield verifiable and generalizable results.  In the case of this study, globalization has influenced 

the growth of new product development projects over the past three decades.  Project managers 

are deployed to lead these efforts, but over half of new products launched fail (Rogers et al., 

2005). 

 The objective of a positivist worldview is to produce knowledge independent of the 

researcher’s beliefs (O’Leary, 2004).  The purpose of this study was to understand the 

relationship between the independent variables and the dependent variable.  The issue being 

solved was also hypothesis driven.  Methodology was highly detailed and aligned with the aim of 

the study.  Positivists generally want their findings to be generalizable to a population (beyond 

the sample being tested).  Finally, findings were quantitative.  In the case of this study, tests for 

statistical significance produced the results. 

Significance of Study 

  The majority of the studies from team, innovation, and project management literature 

focus on using lateral influence tactics for goal achievement.  This study attempts to contribute to 

the literature by using an existing phenomenon—cross-functional NPD teams—to examine the 
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relationship between lateral influence tactics applied by an agent who lacks formal authority and 

the transformed thoughts of individuals from self to the collective work group.  This study also 

demonstrates how informal bases of power integrated with applicable leader behaviors such as 

lateral influence tactics achieve affective outcomes from followers. 

The study also advances the project management profession by broadening its scope to 

include considering the attitudes of team members as part of the strategy for goal achievement.  

As a result, models that show how task and person related behaviors drive team commitment can 

facilitate training and professional development efforts.  Conceptual frameworks from the team 

member’s perspective may also be generated. 

Finally, findings from this study will help maintain project management as an academic 

discipline.  There is an opportunity to translate the theoretical components of project 

management into active, tangible fields of study that reflect its global and contextual nature.  

Organizations will be influenced to apply findings through the institutionalization of practices 

that promote collective behaviors among cross-functional teams. 

Delimitations 

The proposed study has the following delimitations.  First, the population was limited to 

NPD team members, which limits the generalizability of the study.  Second, project managers 

were excluded from this study.  Third, since each person was asked to reflect on a project team 

s/he was assigned to in the past year, the responses refer to different NPD project experiences 

and different project managers/leaders.  Finally, questionnaires were administered electronically.  

Therefore, the opportunity to gain deeper meaning of the quantitative data through semi-

structured interviews is excluded from this study. 
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Definition of Terms 

 The following definitions reflect key terms that are used throughout the study: 

 Influence—authority assumed illegitimately, but is based on knowledge, expertise, 

and/or relationships (Cleland, 1967). 

 Inspirational appeals—one of 11 influence tactics that is demonstrated when the person 

initiating the influence enlists the support of another by appealing to his/her values and beliefs 

(Charbonneau, 2004; Yukl et al., 2008). 

 Lateral influence tactics—behaviors exerted by the agent in the absence of formal 

authority with the aim of convincing others to agree to ideas, suggestions, or requests 

(Charbonneau, 2004; Enns et al., 2003; Enns & McFarlin, 2005; Falbe & Yukl, 1992; Yukl et al., 

2008). 

 New Product Development (NPD) team—a work group that is comprised of individuals 

drawn from a variety of functional, knowledge based, and skill salient specialties within the 

organization and is expected to take a product from conceptualization to commercialization 

(Sarin & O’Connor, 2009). 

 Perceptions of procedural justice—thoughts about the relative fairness of the work 

environment (Akgün et al., 2010; Cropanzano et al., 2011). 

 Project—a unique endeavor undertaken with a prescribed budget for a specific timeframe 

targeting specific goals and objectives (Gaddis, 1959; PMI, 2008; Söderlund, 2004).  

 Project manager (PM)—the individual selected to lead the activities of the project from 

initial to final phase; team leader and project champion are used interchangeably with this term 

for this study (Holland et al., 2000; Lee & Sweeney, 2001; PMI, 2008). 
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 Rational persuasion—one of 11 influence tactics that is characterized by the use of logic, 

data, or information to show the relevance of an idea, suggestion, or request (Charbonneau, 

2004; Yukl et al., 2008). 

 Team Commitment—psychological attachment to the work group which supersedes self-

interests (Brockman et al., 2010; Pearce & Herbik, 2004). 

Organization of This Dissertation 

This dissertation consists of five chapters.  First, Chapter 1 established the rationale for 

the study and its significance to the body of research.  Chapter 2 contains a comprehensive 

literature review which details the patterns and gaps that exist in current studies.  It is from the 

literature review that the theoretical framework, research sub-questions, and hypotheses emerge.  

Chapter 3 describes the methodology whereby the hypotheses are tested.  Data collection 

methods, survey instruments, and research design are discussed as well.  Chapter 4 contains a 

description of the study’s results.  Finally, Chapter 5 discusses implications for policy, research, 

and practice. 
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CHAPTER 2  

Literature Review 

How does a project manager initiate influence tactics that produce affective outcomes 

among a heterogeneous work group?  The purpose of this explanatory correlational study was to 

examine the relationship between the NPD team member’s perception of the project managers’ 

use of lateral influence tactics and team commitment in new product development environments.   

The next step was to review recent literature to assess what has been reported concerning the 

project managers’ use of lateral influence tactics to achieve intermediate outcomes in new 

product development (NPD) team environments.  This was accomplished by analyzing the 

following literature strands: (a) leader behaviors, (b) lateral influence tactics, (c) NPD team 

environment, and (d) team commitment.  Patterns and gaps were noted.  Finally, the theoretical 

framework that undergirds this study was summarized. 

Leader Behaviors 

A project is a temporary, unique endeavor with specific deliverables that determine its 

success (PMI, 2008).  Project managers are expected to lead this effort from the initial phase to 

final product launch (Dionne et al., 2004).  In the NPD context, this is accomplished through 

individuals from diverse cognitive and functional specialties within the organization (Sarin & 

O’Connor, 2009). 

There is a significant difference between NPD project expectations and project results 

(Rizova, 2006; Rogers et al., 2005).  Many studies have focused on NPD project performance, 

but few explain how the project leader contributes (Dionne et al., 2004).  The project manager 

should bridge the gap between goal setting and goal achievement by initiating certain leader 

behaviors (Sarin & McDermott, 2003; Sarin & O’Connor, 2009).  The following studies suggest 
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that leader behaviors that reflect self-awareness, power, functional relationships with the team, 

and effective communication skills impact outcomes that contribute to NPD project success. 

Person and action oriented.  Burke et al. (2006) conducted a meta-analysis to determine 

the relationships that task- and person-focused leader behaviors contribute to team productivity 

and effectiveness.  Task-focused implies getting the job done through exchange tactics, task 

simplification, and negotiating resources (Burke et al., 2006).  For instance, awarding tangible 

items (promotions, commendations, etc.) in exchange for accomplishments reflects task-focused 

behaviors.  Also, getting external support to expedite results is another reflection of task-focused 

behavior. 

Person-focused behaviors include actions that generate a creative exchange of ideas, 

information, and resources, while foregoing self-interests, to achieve change.  Moreover, the 

leader creates conditions that make the work environment conducive for individual differences to 

emerge into team processes such as knowledge sharing, conflict resolution, and problem solving.  

For example, framing problems as questions is an example of person-focused behavior, as it 

facilitates team based activities such as brainstorming (Burke et al., 2006). 

The meta-analysis revealed that person-oriented leadership behaviors accounted for 13% 

of the “. . . variance in perceived team effectiveness” (p. 299) and 8% of the variance in 

productivity versus 11% and 4%, respectively, for task-focused behaviors.  High team 

interdependencies contributed as a key driver for these results.  However, the meta-analysis 

focused on behavioral based team outcomes. 

There is little research that explains why or how project leader behaviors contribute to 

inconsistent project success (Rogers et al., 2005).  Sarin and O’Connor (2009) apply path-goal 

theory to the study of cross-functional teams to explain the relationship between certain team 
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leader behaviors and NPD team behaviors.  This mixed methods study used interviews and 

surveys to measure the effects of a project leader’s egalitarian, empathic, and technical behaviors 

on certain team behaviors. 

The study reported that the leader’s participative and goal initiation behaviors have a 

positive effect on open communication and creative problem solving.  In contrast, imposing 

process structure, position power, and leader consideration has an insignificant effect on NPD 

team behaviors.  These findings align with Burke et al. (2006) because behaviors that change the 

perspectives of the team are reflected in how they exchange thoughts, ideas, and information.  

While Sarin and O’Connor (2009) describe the project manager’s role as a source of influence 

for the NPD social landscape, to what degree does team commitment activate the leader’s ability 

to orchestrate collectivist NPD team behavior? 

An earlier study by Sarin and McDermott (2003) had similar findings with one exception: 

there is a positive relationship between the team leader’s position/title and team learning, or the 

effective processing and use of information needed to achieve goals.  Moreover, the authors state 

that team leaders should be in a senior role in order to impact positive team outcomes.  This is 

attributed to established relationships with senior management counterparts.  These findings 

contradict the societal issue of organizations migrating toward the use of work groups and cross-

functional teams to keep up with the demands of globalization (Dionne et al., 2004; Grant & 

Hoffman, 2011; Rizova, 2006). 

At the core of leadership is the ability to exert influence that changes the attitudes and 

behaviors of followers so that objectives are met (Northouse, 2007).  How does the project 

manager get results if s/he lacks formal authority?  Moreover, how does the project manager 

facilitate the differences that are inherent in NPD teams?  Leaders who use communication 
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patterns to promote effective knowledge creation and knowledge sharing distinguish well-

functioning teams from dysfunctional teams (Barczak & Wilemon, 1991). 

Barczak and Wilemon (1991) explored operating and innovating NPD leaders’ 

communication patterns to understand what issues leaders communicate about and with whom 

they communicate most.  Operating NPD leaders work on routine initiatives such as product 

enhancement, improvement, or refreshing.  Innovative projects represent those initiatives that are 

new to the world, new to the market, and involve more complexity.  Another way to frame the 

two is that leaders of operating NPD projects aim to solve technical problems; innovating NPD 

project team leaders focus on creating technical solutions (Barczak & Wilemon, 1991). 

  NPD team leaders from the electronics industry were asked to reflect on their latest NPD 

project by responding to open-ended questions.  Responses were assigned a success rating and 

the respondents were categorized as either least successful or most successful leaders.  The 

results revealed that successful operating NPD leaders discuss technical issues and scheduling 

more with the team than their less successful counterparts.  The team members with whom they 

interact most are management, vendors, purchasing, and engineering.  This is significant because 

each function is able to contribute different aspects of the design (cost, materials, specifications, 

etc.) which aids in problem solving (Barczak & Wilemon, 1991).  

The most successful innovating leaders discuss customer needs primarily with the team.  

They also interact with customers most.  However, they communicate less with manufacturing.  

This finding magnifies one of the problem statements: According to Rizova (2006) and Rogers et 

al. (2005), five out of ten projects launched fail.  While the product has the customer’s 

requirements integrated in the design, it also has to be built by manufacturing.  Moreover, flaws 
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in the design are typically discovered when they get to the manufacturing process (Wortman et 

al., 2007). 

This study also reflects the need for NPD project leaders to forge an environment of 

creativity and shared decision making (Burke et al., 2006; Jassawalla & Sashittal, 2000).  

Effective communication patterns facilitate this need by aligning the goals of the project with the 

social needs of the team.  Effective communication also complements deficits leaders may have 

in formal authority and subject matter expertise (Barczak & Wilemon, 1991; Liu & Fang, 2006). 

Bases of power.  Achievement and power are necessary for leadership (Arslan, 2001).  

Using one over the other has contextual and behavioral implications.  Different bases of power 

exist, and the situation drives the leader’s selection.  Resources connected to the project respond 

to the environment and actions exerted by its leader (Liu & Fang, 2006). 

Arslan (2001) interviewed a stratified random sample of 64 Irish, 48 British, and 21 

Turkish participants to understand attitudes about power and achievement orientation and its 

ethical implications.  The results showed that Irish and Turkish managers have higher 

achievement orientation (high tolerance level, empathic, intuitive decision making) and the 

English culture exhibits more power orientation (individualistic, optimistic, change oriented).  

This is significant because it reflects that leadership is a function of the leader, followers, and the 

situation.  Furthermore, “personality and environment are embedded in leadership” (p. 340).  

This study has strong implications when the situation involves a project manager leading global 

initiatives and/or diverse teams (Kearney & Gebert, 2009).  There is an opportunity to 

understand how the values and beliefs align with the goals of the project, and to what extent 

those beliefs affect the type of power that is used to influence project success. 
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Liu and Fang (2006) constructed a behavioral based model to demonstrate the impact of 

managing the complexities among various bases of power.  The authors sent 800 questionnaires 

to construction/engineering project teams throughout China.  The findings indicate that the use of 

referent power and the deficit in expert power influences the behavior of the project manager 

through power sharing.  As a result, team members are empowered to make decisions, which 

improves performance.  Moreover, power sharing is a contextual behavior.  Therefore, the use of 

power is aligned with the situation. 

The Arslan (2001) and Liu and Fang (2006) studies are significant because each frames 

how sociological structures are used to achieve technical project outcomes.  Also, the inherent 

characteristics of the project manager and the team environment drive which bases of power are 

used to get things done.  An adequate balance of self-perception (how much power do I need), 

diagnosis (how much power do I have), mobilization (how can the power deficit be narrowed/ 

maneuvered), and deployment (power sharing) is vital to achieve project success (Liu & Fang, 

2006).  These studies magnify the problem statement: Project managers who lack positional 

power use informal ways to effectively influence others’ behavior (Arslan, 2001).  

NPD literature suggests that organizations expect project leaders to be social pacesetters 

for cross-functional teams so that they deliver new products faster, better, and cheaper 

(Jassawalla & Sashittal, 2000; Rogers et al., 2005; Sarin & McDermott, 2003; Sarin & 

O’Connor, 2009).  Project success begins with the leader transforming his/her thinking prior to 

initiating behaviors.  In other words, project managers should observe the situation, anticipate 

complexity, and form a strategy prior to initiating behaviors that influences team responses (Liu 

& Fang, 2006).  Jassawalla and Sashittal’s (2000) qualitative study sought to measure the 
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effectiveness of team leaders based on how environmental factors are perceived, analyzed, and 

approached.  

Leaders were interviewed to capture how s/he conceptualized ideal leader behaviors for 

successful team outcomes.  Each person shared experiences about the various political, technical, 

and interpersonal situations s/he encountered during the NPD process.  Themes emerged which 

include (a) leveraging on relationships with upper management to achieve team commitment, (b) 

behaving as a facilitator instead of a savior, (c) unleashing information power through coaching 

techniques, and (d) integrating human interaction with the project tasks.  

This study represents the project leader’s assessment of the power bases that s/he brings 

to the situation.  Leader behaviors are conceptualized before they are executed (Jassawalla & 

Sashittal, 2000).  Similar to Liu and Fang (2006), the project manager responds to the team 

processes based on who is involved, the risks that are known, and the relationships that exist 

between the team and him/her. 

Grant and Hoffman (2011) took a societal issue—the flattening of organizations from top 

down to lateral work groups—to pose the question: How can role expansion be a proactive way 

to influence peers to commit to projects?  This article presents a descriptive and prescriptive 

analysis of agents’ attempts to persuade targets to expand their roles.  Through social exchange 

theory, this dyadic study showed that both the sender’s delivery and what is most important to 

the receiver of the influence behavior affects the decision that follows.  Moreover, it is important 

to distinguish between cognitive and rational systems and align them with intrinsic and extrinsic 

values, as they will require different tactics (Enns & McFarlin, 2005; Jassawalla & Sashittal, 

2000).  
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Therefore, Grant and Hoffman’s (2011) analysis is summed up this way: If the goal of 

influence is to alter the psychological state and behaviors of the targets, then the tactics need to 

align with the targets’ values and reflect the agent’s power (Arslan, 2001).  This is critical for 

project managers’ effective use of influential tactics because s/he lacks formal authority over the 

receiver, the request may be outside of the receiver’s routine tasks, and his/her contribution is 

critical to project success.  However, this study focused on task commitment.  

Studies aimed at adjusting leader behaviors to achieve ends reflect the plethora of 

literature that measures the effect of team outcomes from the perspective of the leader 

(Jassawalla & Sashittal, 2000).  However, many projects fail, and leader behaviors that 

contribute to it need to be identified (Rizova, 2006; Rogers et al., 2005).  Also, team members’ 

response has a significant impact before the project outcomes manifest.  Therefore, it is critical 

that the team has internalized agreement to the tasks and to each other (Holland et al., 2000).  

Because the project manager lacks positional power, informal ways to achieve results are 

needed.  Thus, lateral influence tactics are used. 

Lateral Influence Tactics  

Influence tactics are defined as “. . . expressions of a general strategy . . . by which people 

persuade others to follow their advice, accept their suggestions, or comply with their orders” 

(Lee & Sweeney, 2001, p. 17).  Lateral implies a peer-to-peer relationship between an agent and 

a target.  The agent is the one exerting influence, while the target is the person being influenced 

(Atuahene-Gima & De Luca, 2008).  Success of lateral influence tactics depends on whether the 

thoughts and actions of the target change (Charbonneau, 2004; Lines, 2007).  

In the context of NPD, the project leader lacks formal authority over the team but is 

responsible for the project outcome (Bushardt et al., 2010).  The NPD process involves cross-
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functional groups of individuals who transform ideas into products, goods, and services.  The 

NPD process consists of conception, design selection, prototype development, testing, and new 

product launch (Holland et al., 2000; Ozer & Cebeci, 2010). 

Ozer and Cebeci (2010) suggest that having a detailed NPD process is “one of the most 

critical success factors in NPD” (p. 171).  Therefore, the team leader initiates lateral influence 

tactics to inspire, empower, and motivate individuals to contribute to team tasks needed to fulfill 

the requirements of the NPD project through these processes. 

Kipnis and Schmidt (1985) consolidated influence tactics into three groups: hard, soft, 

and rational persuasion (as cited in Falbe & Yukl, 1992).  Hard (also known as political) tactics 

imply behaviors that aim to get targets to comply with requests by asserting one’s authority, title, 

or position.  Coalition and upward appeal are examples of political tactics (Atuahene-Gima & De 

Luca, 2008; Atuahene-Gima & Li, 2000). 

Soft tactics involve managing the power gap through shared decision making and forging 

relationships to get things done (Liu & Fang, 2006).  Some examples include ingratiation, 

consultation, and personal appeals tactics (Falbe & Yukl, 1992; Yukl & Falbe, 1990; Yukl et al., 

1993, 2008).  Finally, rational persuasion involves using verifiable data to convince the target to 

agree to the agent’s requests or suggestions. 

Overall, existing literature findings explain the relationships between different influence 

tactics and performance outcomes.  The findings also reflect how opportunities and limitations in 

project and team environments drive the leader’s selection of tactics (Atuahene-Gima & Li, 

2000; Charbonneau, 2004; Gattiker & Carter, 2010; Lines, 2007). 

Soft tactics and rational persuasion.  Project management literature reports that 

consultation and rational persuasion is used most often to influence peers (Charbonneau, 2004; 
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Lee & Sweeney, 2001).  Rational persuasion involves the use of logic and facts to explain why a 

request or suggestion should be considered.  Consultation involves asking for participation to 

generate ideas and solutions (Yukl & Falbe, 1990; Yukl et al., 1993, 2008).  These tactics are 

driven by perceptions of job challenge and expertise (Lines, 2007; Sotiriou & Wittmer, 2001).  

Sotiriou and Wittmer’s (2001) examination of 22 project managers and 66 support 

associates from cross-functional areas show that project managers who focus on work challenge 

and show expertise are perceived as leaders, as it was ranked the most important influential 

factor.  Moreover, self-aware project managers influence team members to believe in their 

leadership due to their management of the power gap, or the project manager’s ability to achieve 

the objectives of the project despite his/her lack of formal authority (Liu & Fang, 2006).  

However, whether any of the companies studied were from the new product development sector 

is unknown.   

Lines’s (2007) study states that expert power has a significant effect in change 

implementation projects.  Challenging goals drive team participation, which facilitates an 

environment for group decision making (Jensen, 2007).  These findings align with Sotiriou and 

Wittmer’s (2001) argument: Influence tactics can be effective in the absence of formal power.  

Also, Liu and Fang (2006) suggest that when expert power is aligned with the objectives of the 

project, it is effective even in the absence of positional power. 

These findings are significant because the project manager is perceived as an expert in 

problem solving when s/he is able to explain how to best apply the teams’ skills and ideas to 

goals.  Moreover, performance factors are the primary focus for applying these tactics (Lee & 

Sweeney, 2001; Lines, 2007; Sotiriou & Wittmer, 2001; Yukl & Michel, 2006).  Therefore, the 
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team is more likely to oblige when there is tangible information to support the request 

(Charbonneau, 2004; Holland et al., 2000; Lines, 2007). 

Nguyen et al. (2008) reported that altruism, or sacrificing one’s own motives for the 

benefit of others, is positively related to ingratiation tactics.  Ingratiation involves the use of 

flattery and admiration with the motive of getting the target to fulfill the request (Yukl & Falbe, 

1990; Yukl et al., 2008).  They also state that ingratiation tactics are more favorable than self-

promotion, and has a moderate effect on perceived feelings of liking from peers in work teams. 

While Nguyen et al. (2008) suggest that ingratiation is the most ideal influence behavior, 

four of the seven research hypotheses were unsupported and two were partially supported.  This 

aligns with Sarin and O’Connor’s (2009) report that consideration has a weak effect on team 

responses.  Organizational citizenship behavior is referenced, but a theoretical foundation is 

undeclared.  Finally, the participants are limited to students who assume the “role of a consulting 

firm” (p. 154). 

Hard (political) tactics.  Project management literature states that political tactics are 

used least (Lee & Sweeney, 2001; Sotiriou & Wittmer, 2001).  However, studies from NPD 

literature show different results.  For instance, Atuahene-Gima and De Luca (2008) suggest that 

R&D’s department power is positively related to upward appeal influence tactics.  Upward 

appeal implies attempts to persuade the peer by stating that the request was approved by upper 

management (Atuahene-Gima & De Luca, 2008).  Also, Marketing’s information power is 

positively related to coalition strategy, or getting others to help in persuading peers to comply.  

Finally, personal stake in performance outcomes is a key driver of these political tactics. 

The findings from Atuahene-Gima and De Luca (2008) are significant because the choice 

of political tactics is explained as a reflection of a team leader who is perceived as weak and 
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ineffective.  In other words, information power alone is inadequate to influence peers especially 

in a work environment where the R&D department is assumed to be the dominant subgroup 

(Jassawalla & Sashittal, 2000).  Due to the disproportionate power bases among team members, 

the NPD process breeds political behavior (Atuahene-Gima & Li, 2000). 

NPD studies report that 50% of new products released into the market fail (Rizova, 2006; 

Rogers et al., 2005).  What portion of that statistic can be explained by marketing’s role in the 

NPD cross-functional team?  Atuahene-Gima and Li (2000) sought to understand marketing’s 

use of lateral influence behavior toward its research and development peers.  On-site interviews 

were conducted with 114 Chinese firms from various industries. 

Persistent pressure is the most widely used and the most effective influence tactic.  

However, regression analysis revealed that persistent pressure has the most impact during the 

implementation stage.  Legalistic plea and request are used least and is most effective at the 

implementation stage.  In contrast, coalition and information exchange are more effective at the 

initiation stage (Atuahene-Gima & Li, 2000). 

These findings align with Enns and McFarlin’s (2005) explanation for executives’ tactics 

being driven by one’s routine tasks.  Similarly, marketing’s role is more salient at product launch 

and promotion, which is a part of the implementation phase (Atuahene-Gima & Li, 2000).  The 

study is also conducted in a high power distance, collectivist environment (Kearney & Gebert, 

2009). 

There is a difference in the choice of tactics between project management and new 

product development studies (Atuahene-Gima & De Luca, 2008; Lee & Sweeney, 2001; Sotiriou 

& Wittmer, 2001).  Innovation projects involve the uncertainty and complexity of creating 

solutions for human use (Barczak & Wilemon, 1991; Jassawalla & Sashittal, 2000; Ozer & 
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Cebeci, 2010; Rizova, 2006).  Project management literature predominantly involves routine 

projects (PMI, 2008; Söderlund, 2004). 

Lateral influence tactics and executives.  How similar are the lateral influence 

behaviors of individuals who work at the executive level of management?  Influence tactics are 

also used to convince fellow executives to agree to strategic proposals and recommendations.  

The information technology sector is specialized in that other functions may misunderstand its 

significance in an organization’s quest to compete and survive globally (Enns et al., 2003).  

Therefore, the Chief Information Officer (CIO) needs to exert influence behaviors that will win 

support and resources for information system projects from his/her peers. 

Enns et al. (2003) conducted a qualitative dominant study to understand the relationship 

between CIO influence behaviors and the following influence outcomes: (a) commitment, (b) 

compliance, and (c) resistance.  CIO-peer pairs were interviewed prior to the model being tested.  

Follow up interviews were conducted after the data were collected. 

Enns et al. (2003) found that the use of rational persuasion and personal appeal was most 

likely to result in commitment.  However, as the use of exchange behavior (promising to give 

something in return if the target agrees to the request) increased, so did resistance.  Also, the 

relationship between consultation tactics and influence outcomes was found to be insignificant.  

These findings are salient because they reinforce Gresov and Stephens’s (1993) notion 

that the choice of lateral influence tactics is context dependent (as cited in Atuahene-Gima & Li, 

2000).  Logical explanations (rational persuasion) are supported in an upper management 

environment, but seeking target participation (consultation) rarely happens.  This is in contrast to 

project management and NPD environments, where interdependency is necessary for success and 

drives participation (Holland et al., 2000).  
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Similar to NPD, executives aren’t exempt from using cross-functional teams to 

accomplish objectives (Enns et al., 2003; Enns & McFarlin, 2003, 2005).  As companies migrate 

from vertical to lateral structures, peer support is more salient for survival.  Enns and McFarlin 

(2003) sought to understand which lateral influence tactics are used most and what contextual 

factors inspired the choice of tactics.  Executives from the human resource, finance, information 

systems, marketing, and operations functions completed questionnaires during a training 

workshop. 

The results revealed that rational persuasion is the influence tactic used most often.  

Legitimating, personal appeals, and exchange tactics are used least.  Moreover, the finance 

department’s choice of tactics differs from the other departments.  For example, this functional 

group uses “teleconferences and informal small group contexts in other functional categories 

significantly less when influencing peers” (Enns & McFarlin, 2003, p. 133).  In contrast, the 

human resource subgroup uses collaborative acts such as pilots, consulting services, and role 

modeling to influence peers.  These differences are attributed to their daily roles and 

responsibilities. 

Initiating influence behaviors requires the leader to assess the situation and select the 

tactics most likely to achieve the desired results while considering the interpersonal ties s/he has 

with the targets (Liu & Fang, 2006; Jassawalla & Sashittal, 2000).  The purpose of the Enns and 

McFarlin (2005) study is to understand how executives determine which influence tactic will 

maximize the opportunity of gaining support of their ideas from peers.  Predominantly male 

executives from different areas of expertise participated in focused interviews.  The interviews 

chronicled the pattern of the conversation to understand the impact that certain influence tactics 

had on the target’s response.  Termed by the authors as influence episodes, the face-to-face 
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conversations ended with either full support of the idea or conditional support (will support if 

certain changes are made). 

Target assessment greatly affected the executive’s preparation and delivery of the 

influence episode.  For example, thoughts such as what resources can this person provide should 

s/he offer support were considered.  Conversely, if the assessment revealed that the target is in a 

position to reject the request, preparation activities were adjusted. 

In addition, perceptions of the target drove the selection of influence tactics.  If the target 

executive is likely to reject the idea, the inspirational appeals tactic (behaviors that appeal to the 

target’s values) is an ideal choice versus rational persuasion (Yukl et al., 2008).  However, there 

was no significant relationship between a person’s propensity to block an idea and the choice of 

tactics.  In other words, applying inspirational appeals won’t necessarily cause an executive who 

would otherwise reject the idea to support it. 

These studies magnify the gaps that exist in the literature regarding the role of project 

managers.  Leading cross-functional teams is a responsibility that reaches beyond managing 

schedules, resources, and budgets (PMI, 2008).  Knowing the process is different from knowing 

the team (Sarin & O’Connor, 2009).  Therefore, project managers should engage in a process of 

tuning in (understanding the perceptions of the team members toward the leader and the project), 

selection (identifying the leader behaviors that align with the perceptions), and execution of the 

applicable influence tactic (Enns & McFarlin, 2005; Jassawalla & Sashittal, 2000; Liu & Fang, 

2006).  

NPD Team Environment 

The NPD team environment consists of a cross-functional group of individuals with 

distinct functions such as marketing, R&D, engineering, and manufacturing (Jassawalla & 
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Sashittal, 2000; Ozer & Cebeci, 2010).  This degree of heterogeneity produces mutual attraction, 

interdependence, and work challenge (Dionne et al., 2004; Rogers et al., 2005; Sarin & 

O’Connor, 2009).  It also generates different ways of thinking (Holland et al., 2000).  

The gaps between goal assignment and goal attainment include the team member’s 

implicit assumptions about the work environment and divided loyalties between the team and 

his/her respective department (Holland et al., 2000; Jassawalla & Sashittal, 2000).  The findings 

from the following studies magnify the opportunities and threats that are embedded in NPD team 

perceptions of procedural justice and diversity.  Moreover, the findings frame how the project 

manager is instrumental in influencing both. 

Procedural justice.  Differences yield unequal distributions of power.  As a result, 

perceptions of procedural justice, or fairness of project-related decisions emerge (Akgün et al., 

2010).  Furthermore, these perceptions extend to the project manager, or the extent to which the 

team feels s/he will fairly facilitate NPD team activities.  

Akgün et al. (2010) connected the elements of a typical NPD team environment to the 

constructs of Leventhal’s (1980) procedural justice climate theory.  Questionnaires were given to 

83 NPD teams to explain what precedes and follows the team’s thoughts about the relative 

fairness of their work environment. 

There was a positive relationship between four of the five antecedent constructs and the 

procedural justice climate.  In addition, there was a positive relationship between the 

consequential constructs (team learning and speed to market) and procedural justice climate.  

The consequences were also drivers of the relationship between procedural justice climate and 

new product success (Akgün et al., 2010).  
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This study is significant because one of the characteristics of NPD teams is that people 

from different functional areas contribute to the process (Holland et al., 2000; Ozer & Cebeci, 

2010).  Moreover, the population in this study worked for Turkish-based firms but used Western 

management practices.  With these differences, thoughts concerning whether project decisions 

are made fairly have an effect on how the team members feel about each other.  There is also an 

opportunity for the project leader to facilitate an environment that will impact perceptions of 

procedural justice, especially in an organization that operates and competes globally (Kearney & 

Gebert, 2009). 

Vigoda and Cohen’s (2002) longitudinal study reports a positive relationship between 

influence methods used by employees and their perception of organizational politics.  Moreover, 

the degree to which employees perceive that their work environment is just and fair is driven by 

the gap between their workplace experience and their workplace expectations.  This aligns with 

Atuahene-Gima and De Luca’s (2008) study, which states that the use of political tactics is 

explained by perceptions of power. 

Cropanzano et al. (2011) introduced a teamwork process model that explained how 

individuals shape perceptions of fairness as demonstrated by his/her interaction with team 

members.  The goal of this quantitative study was to integrate collective perceptions of justice 

with the teamwork process.  All of the hypotheses were supported which showed that peer justice 

is a strong determinant of team behavior.  

The results of the Cropanzano et al. (2011) study is significant because it makes the 

ability of project managers to discern, detect, and respond to team behaviors that reflect various 

degrees of peer justice more salient (Barczak & Wilemon, 1991; Sarin & McDermott, 2003; 

Sarin & O’Connor, 2009).  For example, a team that consistently arrives at consensus when 
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decisions are made can be interpreted by the project manager as team cohesion when it is 

actually group think (Brockman et al., 2010; Holland et al., 2000).  Team cohesion is 

demonstrated by interpersonal behaviors such as information sharing and open communication 

(Dionne et al., 2004; Kearney & Gebert, 2009).  Group think, or foregoing one’s own thoughts to 

agree with team members, yields behaviors such as withholding information, ideas, and/or 

creativity (Holland et al., 2000; Solansky, 2011). 

Diversity.  Overall, the NPD environment reflects a diverse group of individuals who 

contribute to a collective effort to improve, innovate, and create products, goods, and services for 

global consumption (Ozer & Cebeci, 2010).  Kearney and Gebert (2009) conducted a 

quantitative study on 62 team leaders and 339 team members to examine the relationship 

between transformational leadership behaviors and demographic diversity.  Findings from the 27 

nationalities surveyed showed a positive relationship between transformational leadership and 

team performance with regard to nationality and education when transformational leadership is 

high.  These results were attributed to task elaboration, or the integration of ideas, knowledge, 

and insights.  

The findings also revealed that team identification is a key driver to task elaboration.    

Moreover, a positive relationship exists between high team identification and performance 

results.  Collective team identity, or emotional attachment to team membership, is strengthened 

when transformational leadership is high. 

This study exposes how leaders encourage logical and novel thinking from team 

members.  Task elaboration provides an opportunity for differences to merge.  In addition, 

leaders can use critical thinking to reframe behaviors that hinder team performance (Brockman et 

al., 2010; Holland et al., 2000).  
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As a result, individuals are psychologically connected to the team because they 

experience their differences applied collectively to solutions.  However, the leader has to see the 

positive and negative implications of diversity and initiate applicable behaviors that bring out the 

best in the team (Jassawalla & Sashittal, 2000; Liu & Fang, 2006). 

More studies are needed that examine the NPD project manager’s role in driving the 

team’s perception of the fairness of the work environment.  Heterogeneity is a central part of 

NPD team processes (Jassawalla & Sashittal, 2000).  Understanding how the leader influences 

this work environment is critical to NPD project success (Holland et al., 2000). 

Influence outcomes are measured by the degree of emotional attachment and alignment 

of values.  They are also expressed in the activities associated with getting subordinates to 

perform immediate requests (Grant & Hoffman, 2011).  In addition, individuals who perceive 

that they are valued and work in an environment where their input is considered respond with 

team commitment: a psychological connection to members of the group of which they are a part 

(Akgün et al., 2010; Brockman et al., 2010; Pearce & Herbik, 2004). 

Team Commitment 

Team commitment is an internalized, emotional attitude that drives action (Chang et al., 

2010).  Dayan (2010) defines team commitment as a state of “being bound emotionally or 

intellectually to a course of action and to each other during the NPD process” (p. 97).  

Charbonneau (2004) states that when the target “internally agrees with the request and is 

enthusiastic about it, then the target is committed” (p. 566).  This study focuses on the emotional 

attachment that the NPD team member has for the workgroup.  Team literature suggests that 

team commitment is affected by leader behavior, alignment of the targets’ values with the 
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demands of the project, and perceptions of collectivism (Falbe & Yukl, 1992; Mathieu, Maynard, 

Rapp, & Gilson, 2008).  

Pearce and Herbik (2004) found that leader behavior, team commitment, and perceived 

team support has significant effects on team citizenship behavior (TCB).  Leader behaviors that 

reflect encouragement create internalized feelings of support.  When an individual feels he/she 

has support, individual discretionary behavior is expressed toward the team.  

Similarly, findings from Schaubroeck et al. (2007) found that “transformational 

leadership behaviors were associated with superior team performance in both Hong Kong and 

the United States” (p. 1027).  The key driver for this relationship is team potency, or generalized 

beliefs about the capabilities of the team.  This study is significant because it shows that 

transformational leadership behaviors have an effect on groups that are of two different cultures. 

Moreover, leader behaviors that are collectivist in nature have a moderating effect on team 

performance.  Therefore, leaders should understand, promote, and support collectivist practices 

and integrate them in team processes (Holland et al., 2000). 

Oke, Idiagbon-Oke, and Walumba (2008) sought to explain how different bases of power 

are used to strengthen ties between innovation horizontal networks.  Horizontal networks involve 

“. . . relationships among actual or potential competitors and service providers . . .” (p. 571).   

This is facilitated by a broker or project champion.  Findings suggest that perceived personal and 

position power are positively related to strength of ties.  Moreover, the brokers’ use of these 

power bases is driven by the interpersonal cohesiveness between network members.  However, 

the study focused on inter-company cohesion versus intra-company.  Also, power was exercised 

on behalf of the organization versus a peer-to-peer format.  Finally, brokers were selected by 

network members. 
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Rational persuasion, inspirational appeals, and consultation have positive effects on 

commitment in Gattiker and Carter’s (2010) study.  These findings align with other studies: The 

effective use of influence tactics can achieve the objectives of a project in the absence of position 

power.  However, commitment refers to a psychological attachment to the goals of the project in 

this study.  In addition, the scales for intra-organizational theory that were validated in the 1990s 

“do not meet most contemporary standards” (Gattiker & Carter, 2010, p. 81). 

Brockman et al. (2010) conducted an exploratory study that featured a dozen companies 

that framed interpersonal cohesion through clan (teamwork, loyalty, and tradition) and 

collectivist (group attachment) perspectives.  These findings suggest that team cohesion should 

be approached with a collectivist lens, as team harmony can also yield congruence of values and 

stifle creativity (Brockman et al., 2010; Holland et al., 2000).  

Transformational Leadership 

The relationship between the project managers’ use of lateral influence tactics and team 

commitment was explained through the transformational leadership framework.  This theory is 

characterized by leader behaviors that influence the follower to achieve superordinate goals on 

behalf of the group (Ciulla, 2003; Kearney & Gebert, 2009).  In the context of achieving 

commitment in a NPD environment, the underlying goal for project managers is to shift the 

teams’ psychological focus from individual self-interest to the well-being of the team.  Followers 

respond to transformational leadership behaviors through collective enthusiasm, confidence, and 

critical thinking (Dionne et al., 2004).  The tenets of transformational leadership are idealized 

influence, inspirational motivation, individualized consideration, and intellectual stimulation 

(Burke et al., 2006; Charbonneau, 2004; Dionne et al., 2004; Northouse, 2007). 
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Significance of the problem.  Idealized influence is a behavior that aims to appeal to the 

targets’ beliefs by communicating goals in ways that make him/her feel glad to be associated 

with the project leader.  A second transformational leadership behavior is inspirational 

motivation, or behaviors that frame the goals of the project in ways that align with the teams’ 

values that reinforce motivation and confidence (Charbonneau, 2004; Northouse, 2007).  

However, there are concerns about whether the project manager is able to integrate team member 

differences so that each feels connected to the NPD team (Jassawalla & Sashittal, 2000; Kearney 

& Gebert, 2009).  This leads to the third transformational leadership behavior, individualized 

consideration. 

Individualized consideration occurs when the leader acknowledges the individual’s 

unique skills and abilities (Charbonneau, 2004).  Communication techniques such as active 

listening, feedback sessions, and delegation of tasks are initiated by the leader for the sake of 

providing support (Northouse, 2007).  In addition, this behavior influences positive perceptions 

about whether the work environment is fair and just (Atuahene-Gima & De Luca, 2008; 

Cropanzano et al., 2011; Vigoda & Cohen, 2002).   

These three transformational leadership behaviors—idealized influence, inspirational 

motivation, and individualized consideration—align with inspirational appeals tactics, or 

behaviors that cater to the targets’ values, beliefs, and aspirations (Yukl et al., 2008).  The 

project manager’s ability to recognize functional differences reflects empathy and concern for 

the NPD team member.  Also, his/her ability to align the NPD goal with the team members’ 

values and departmental differences yields enthusiasm and a willingness to work with the team 

(Northouse, 2007).  
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Project managers that inspire team members in the midst of complexity and ambiguity 

are perceived as leaders (Lee & Sweeney, 2001; Lines, 2007; Warrick, 2011).  Also, when values 

and ideals are articulated in ways with which the team member identifies, a commonality of 

purpose is exposed.  Moreover, if the critical requirements of the project connect with the 

individuals’ abilities, confidence about the team spreads (Schaubroeck et al., 2007).  It is from 

these findings that the first hypothesis is formed.  

H1:  There is a positive relationship between the NPD team member’s perception of the 

project manager’s use of inspirational appeals and team commitment. 

A challenge for NPD team leaders is to balance creativity with sense making (Dionne et 

al., 2004).  Intellectual stimulation is a transformational leadership behavior that promotes an 

environment conducive for novel and rational thinking (Charbonneau, 2004).  As a result, 

problems can be reframed in ways that result in logical solutions or the emergence of new ideas 

(Northouse, 2007).  Also, people who hold different points of view are able to participate 

(Kearney & Gebert, 2009; Schaubroeck et al., 2007).  The project manager who can see benefits 

and risks of team diversity and initiate applicable behaviors is effective in influencing an 

environment of team commitment (Jassawalla & Sashittal, 2000).  Moreover, leaders who 

demonstrate this behavior show that individual differences can be transformed into catalysts for 

creativity (Holland et al., 2000).  

Intellectual stimulation is aligned with rational persuasion tactics, or logical arguments 

that show the feasibility and/or relevance of ideas or suggestions (Yukl et al., 2008).  A project 

manager who promotes sense making among individuals with different ways of thinking is 

perceived to have a level of expertise (Lee & Sweeney, 2001; Sotiriou & Wittmer, 2001).  In 
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addition, his/her ability to stimulate critical thinking provides an opportunity for open 

communication and healthy conflict resolution among team members (Northouse, 2007).  

When the NPD team member understands how functional differences can bring out the 

best in each person, his/her attitude towards the team changes (Kearney & Gebert, 2009; Sarin & 

O’Connor, 2009).  When the team is close knit, differences are perceived as opportunities rather 

than threats (Cropanzano et al., 2011).  Therefore, a second hypothesis is in order. 

H2:  There is a positive relationship between the NPD team member’s perception of the 

project manager’s use of rational persuasion and team commitment. 

Differences are beneficial to the success of the NPD process (Dionne et al., 2004; 

Holland et al., 2000; Jassawalla & Sashittal, 2000).  The implicit thoughts that an individual has 

about the fairness of the work environment drive affective outcomes such as team commitment 

(Akgün et al., 2010; Brockman et al., 2010; Pearce & Herbik, 2004).  Therefore, the attitude that 

individuals bring to the NPD team environment impacts the type of influence tactics that are 

initiated by the project manager (Burke et al., 2006; Sarin & McDermott, 2003; Sarin & 

O’Connor, 2009).  Therefore, the following hypotheses are posed: 

H3a:  Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of inspirational appeals and team 

commitment. 

H3b: Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of rational persuasion and team 

commitment. 

The constructs of the independent variable, lateral influence tactics, are rational 

persuasion and inspirational appeals.  A third variable, perceptions of procedural justice, was 
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tested as a mediating variable.  The purpose of this explanatory correlational study was to 

understand the relationships between the NPD team member’s perceptions of these tactics and 

the dependent variable, team commitment.  It is also necessary to understand how perceptions of 

procedural justice drive these relationships. 

Previous studies state that consultation, collaboration, rational persuasion, and 

inspirational appeals are the most widely-used tactics and have a significant impact on team 

commitment (Gattiker & Carter, 2010; Lee & Sweeney, 2001; Sotiriou & Wittmer, 2001).  

However, only two of these tactics were measured.  Consultation and collaboration are outside 

are outside of the scope of this study. 

Consultation tactics include soliciting suggestions for improvement or help in planning 

an activity (Charbonneau, 2004; Yukl & Michel, 2006; Yukl et al., 2008).  In the NPD context, 

one of the biggest challenges is harnessing ideas for concept, design, and development from a 

cross-functional group (Holland et al., 2000).  The project managers’ focus is to make sure that 

the work environment is conducive for the team to transform ideas into innovative products and 

services.  As the NPD team leader, this is one of his/her primary goals (Holland et al., 2000; 

Jassawalla & Sashittal, 2000; Sarin & O’Connor, 2009).  

Also, collaboration involves offering to assist the team in carrying out a task so that it is a 

joint effort.  This is out of context for this study because the project manager is facilitating the 

process instead of performing the tasks (Charbonneau, 2004; Jassawalla & Sashittal, 2000).  

Furthermore, he/she may lack the skill or expertise needed to initiate collaboration (Liu & Fang, 

2006). 

Finally, hard (political) tactics was omitted from the study.  While NPD literature reports 

that team leaders use organizational politics when seeking support from peers, the choice of 
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these tactics is for individualistic reasons (Atuahene-Gima & De Luca, 2008; Atuahene-Gima & 

Li, 2000).  This study seeks to understand the relationship between lateral influence tactics and 

team commitment. 

Summary of Literature Review 

In summary, the cross-functional NPD team environment consists of diverse skills, 

thought processes, and departments (Holland et al., 2000).  However, the pervasiveness of 

globalization over the past three decades has intensified the need to transform knowledge into 

innovative solutions (Dionne et al., 2004; Ozer & Cebeci, 2010).  The top down structure of 

decision making is inadequate to maintain the first to market demands (Grant & Hoffman, 2011).  

Therefore, project managers who lack formal authority are leading these projects (Bushardt et al., 

2010).  

Informal power bases are used to influence the team to achieve the goals.  Moreover, 

project management literature is clear regarding which tactics are used most to influence the 

team to meet the goals of the project (Charbonneau, 2004; Lee & Sweeney, 2001; Sotiriou & 

Wittmer, 2001).  However, in the NPD context, there is an uneven focus as to how the 

individual’s emotional attachment to the team contributes to the end results.  In addition, the 

disproportionate focus on marketing and engineering functions frames political battles between 

project leaders and the team (Atuahene-Gima & De Luca, 2008; Atuahene-Gima & Li, 2000).  

Moreover, the effectiveness of the tactics is largely based on data taken from the team leader’s 

point of view (Barczak & Wilemon, 1991; Jassawalla & Sashittal, 2000).  Finally, task 

commitment has been studied significantly more than team commitment (Chang et al., 2010; 

Cropanzano et al., 2011; Gattiker & Carter, 2010). 
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Therefore, the purpose of this explanatory correlational study was to examine the 

relationship between the leader’s initiation of two lateral influence tactics (inspirational appeals 

and rational persuasion) and team commitment as perceived by the NPD team member.  This 

study addresses the gaps in the literature by measuring the team member’s perception of the 

project leader and her/his emotional attachment to the interests of the team that precedes the 

tangible results.  Also, procedural justice is tested to understand to what extent an individual’s 

perception about the fairness of the work environment drives these relationships. 
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CHAPTER 3 

Methodology 

The purpose of this explanatory correlational study was to understand the relationship 

between two independent variables—rational persuasion and inspirational appeals—and the 

dependent variable, team commitment, as perceived by the NPD team member.  An additional 

variable, perceptions of procedural justice was tested to determine if it mediates the relationship 

between the independent variables and the dependent variable.  Using transformational 

leadership theory, the following hypotheses were tested: 

H1:  There is a positive relationship between the NPD team member’s perception of the 

project manager’s use of inspirational appeals and team commitment. 

H2:  There is a positive relationship between the NPD team member’s perception of the 

project manager’s use of rational persuasion and team commitment. 

H3a:  Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of inspirational appeals and 

team commitment. 

H3b:  Perceptions of procedural justice mediate the relationship between the NPD team 

member’s perception of the project managers’ use of rational persuasion and team 

commitment. 

 Since the objective of the study was to examine relationships among the variables, an 

explanatory correlational design was undertaken.  Creswell (2008) states that this design implies 

finding out to what extent a change in one variable results in a change in another (co-variation).  
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Correlational Design 

A correlation is “a statistical test to determine the consistency or pattern for two (or 

more) variables or two sets of data to vary consistently” (Creswell, 2008, p. 356).  Moreover, 

applying this design addressed the hypotheses by showing which variables show a significant 

amount of variance on the dependent variable, team commitment.  SPSS® software was used to 

perform these tests. 

How was each of the variables measured to address the hypotheses?  H1 states that there 

is a positive relationship between the NPD team member’s perception of the project managers’ 

use of inspirational appeals and team commitment.  H2 states that there is a positive relationship 

between the NPD team member’s perception of the project managers’ use of rational persuasion 

and team commitment.  The statistical test used to quantify these relationships was the 

correlation coefficient. 

Clark-Carter (2010) and Creswell (2008) state that the correlation coefficient is expressed 

as the covariance between two variables divided by the product of the standard deviations of the 

two variables.  In the context of this study, the correlation coefficient was calculated for the 

relationship between (a) inspirational appeals and team commitment, and (b) rational persuasion 

and team commitment.  

The correlation coefficient is noted by the symbol r.  It is also known as Pearson’s 

product moment correlation coefficient (Creswell, 2008).  The formula was introduced by Karl 

Pearson in 1895.  In 1897, his student “developed solutions for correlating two, three, and four 

variables” (Creswell, 2008, p. 357).  Finally, in 1907, Spearman developed a formula that 

allowed correlations to be calculated using data that lacked normality.  This statistic is used 

today and has increased its utility with the advancement of technology (Clark-Carter, 2010).  
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The null hypothesis is that there is no relationship between the variables based on the 

value of the sample correlation coefficient r.  The alternative hypothesis tested in this study was 

whether a relationship exists between the independent variable(s) and the dependent variable. 

H3a states that perceptions of procedural justice mediate the relationship between the 

NPD team member’s perception of the project managers’ use of inspirational appeals and team 

commitment.  H3b states that perceptions of procedural justice mediate the relationship between 

the NPD team member’s perception of the project managers’ use of rational persuasion and team 

commitment.  In other words, another variable, perceptions of procedural justice, is hypothesized 

to drive the relationships between the independent variables and the dependent variable (Clark-

Carter, 2010).  Thus, testing for mediation implies determining whether the relationship between 

two variables can be explained “via their relationship with a third variable” (Clarke-Carter, 2010, 

p. 333).  

Baron and Kenny’s (1986) method for mediation testing incorporated the Pearson 

correlation coefficient and multiple regression analysis.  The analysis was broken down into two 

phases.  Phase one involved significance testing of each individual relationship.  Basically, each 

must correlate significantly at the 95% confidence level.  Pearson’s correlation coefficient was 

used. 

In the case of Hypothesis 3a, there should be a significant relationship between 

inspirational appeals and perceptions of procedural justice (X1Z1), and a significant 

relationship between perceptions of procedural justice and team commitment (Z1Y1).  Lastly, 

there should be a significant relationship between inspirational appeals and team commitment 

(X1Y1). 
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Similarly for Hypothesis 3b, there should be a significant relationship between rational 

persuasion and perceptions of procedural justice (X2Z1), and a significant relationship 

between perceptions of procedural justice and team commitment (Z1Y1).  Lastly, there should 

be a significant relationship between rational persuasion and team commitment (X2Y1).  

If that criterion is satisfied, a multiple regression (phase two) will be conducted.  Multiple 

regression analysis is applied when there is one dependent variable and multiple independent 

variables (Clark-Carter, 2010; Wortman et al., 2007).  Baron and Kenny (1986) suggest that 

phase two requires showing that when the dependent variable (Y1) is regressed on the 

hypothesized mediating variable (Z1) and the independent variable simultaneously, the relationship 

between the independent and dependent variable is considerably reduced to the point of non-

significance.   

Thus, for Hypothesis 3a, inspirational appeals and perceptions of procedural justice were 

simultaneously used to predict the dependent variable, team commitment.  As a result, a larger 

amount of the variation in team commitment should be explained.  In order for Hypothesis 3a to 

be supported, the relationship between inspirational appeals and team commitment should be 

greatly reduced and non-significant when perceptions of procedural justice are added (Bennett, 

2000; Clark-Carter, 2010). 

The same applies for Hypothesis H3b: Rational persuasion and perceptions of procedural 

justice were simultaneously used to predict the dependent variable, team commitment.  As a 

result, a larger amount of the variation in team commitment should be explained.  In order for 

Hypothesis H3b to be supported, the relationship between inspirational appeals and team 

commitment should be greatly reduced and non-significant when perceptions of procedural 

justice are added (Bennett, 2000; Clark-Carter, 2010). 
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A summary of the tests for mediation is located in Table 1.  A model of the hypotheses is 

shown in Figure 1. 

Table 1 

Summary of Tests for Mediation for Hypothesis Test H3a and H3b 

Measure Statistical Test Hypothesis  
supported if: 

Phase One 

H3a:   

Relationship between X1 & Y1 Pearson’s correlation 
coefficient (r) p < .05 

Relationship between X1 & Z1 Pearson’s correlation 
coefficient (r) p < .05 

Relationship between Z1 & Y1 Pearson’s correlation 
coefficient (r) p < .05 

H3b:   

Relationship between X2 & Y1 Pearson’s correlation 
coefficient (r) p < .05 

Relationship between X2 & Z1 Pearson’s correlation 
coefficient (r) p < .05 

Relationship between Z1 & Y1 Pearson’s correlation 
coefficient (r) p < .05 

Phase Two 

H3a:   

Use X1 to predict Y1 Linear Regression p < .05 (X1Y1) 

Use X1 and Z1 simultaneously to predict Y1 Multiple Regression p ≥ .05 (X1 Y1) 

H3b:   

Use X2 to predict Y1 Linear Regression p < .05 (X2Y1) 

Use X2 and Z1 simultaneously to predict Y1 Multiple Regression p ≥ .05 (X2 Y1) 
Note. X1 = inspirational appeals; X2 = rational persuasion; Z1 = perceptions of procedural justice; Y1 = team 
commitment; SD = standard deviation; p < .05 indicates statistical significance at the 95% confidence level; p ≥ .05 
indicates statistical non-significance at the 95% confidence level. 
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Figure 1. Cook’s model of hypotheses. This figure provides a static view of the hypothesis 

statements that were tested. 

Study Methodology 

The study was carried out this way: (a) participant selection, (b) sampling, (c) variables 

measured, (d) instruments for data collection, and (e) data collection.  Finally, data analysis 

instrumental in the Results and Discussions chapters was summarized.  Validity risks and 

strategies to counter them were integrated into the methodology (Creswell, 2009; O’Leary, 

2004). 

Participant selection.  The unit of analysis for this study was individuals who are or 

have been NPD core team members in the past year.  This is the primary criteria for 

participation.  Core team member implies participation in all phases of the NPD project 

processes (Holland et al., 2000).  Since the NPD team was made up of a cross-functional group 

of individuals, characteristics about the population are a critical part of the selection process.  

Therefore, the participants also represented various departments and functions such as 

marketing, engineering, procurement, design, and development (Jassawalla & Sashittal, 2000).  
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Moreover, the NPD process in which they were engaged consisted of predetermined phases in 

which the diverse group participated (Wortman et al., 2007).  Therefore, the inherent NPD team 

structure threatens the study’s internal validity (Creswell, 2009). 

Threats to internal validity result from attempts to make correct “inferences from the data 

about the population in an experiment” (Creswell, 2009, p. 162).  Due to the structured nature of 

NPD, participants may be predisposed to certain perceptions and/or behaviors, which can affect 

the credibility of the results.  In addition, team members may also be or have been project 

managers.  This puts the study at risk for unwitting bias, or selecting participants who are 

perceived to provide information that is being sought in the study (O’Leary, 2004).  

To address these risks, the participants were selected from multiple industries.  Past 

studies reflect participants who were primarily from technological genres (Ozer & Cebeci, 2010; 

Rhaiem, 2012; Sarin & McDermott, 2003; Sarin & O’Connor, 2009).  Therefore, individuals 

from private and/or publicly held corporations in the United States were solicited.  Industry 

categories included automotive, manufacturing, healthcare, and information technology. 

Other sectors may also be included.  Finally, another requirement for participation was that the 

project on which the team member is reflecting is one where s/he is/was a team member only. 

Sampling strategy.  The sampling strategy was that of a convenience sample (Clark-

Carter, 2010).  Convenience sampling includes “selecting a sample in a manner that is 

convenient for the researcher” (O’Leary, 2004, p. 111).  The researcher used online search 

engines such as Google® to identify companies in the U.S. who have R&D, design, and other 

NPD related departments.  Keywords such as innovation, design, development, and new product 

development were used.  I also attended conferences and other public gatherings and met 
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potential participants since the term “implies this involves sampling those people one happens to 

meet” (Clark-Carter, 2010, p. 156). 

Sample size.  Since the hypotheses are directional, one-tailed probabilities for r was 

compared to the calculated r to test for significance.  Typically hypotheses are tested at a 95% 

confidence level.  Clark-Carter (2010) recommends a sample size of 70 participants when 

analyzing the data using the correlation coefficient.  This estimate is also based on a power of .8 

(chance of avoiding Type II error), and a medium effect size, or “amount of variance in one 

variable that can be explained by the variance in another” (p. 293).  Due to risks associated with 

a convenience sample, a target sample size of 100 participants was attempted.  

Risks to the study’s credibility occurred with this type of sampling (O’Leary, 2004).  

Specifically non-response bias, or refusal to participate, had a significant effect.  From October 

2013 to August 2014, the researcher contacted 252 individuals from organizations via email, on-

line contact forms, and/or telephone.  Approximately 52% resulted in non-response. 

Attempts were made to address the non-response.  First, individuals were contacted along 

with follow up.  Individuals who agreed to participate filled out the survey within an average of 

two weeks.  Those who failed to respond 30 days after initial contact were sent a reminder email 

or call.  This process was repeated after 60 and 90 days.  One individual called the researcher 

back and advised her to stop leaving messages.  Others eventually returned the researcher’s calls 

or emails and formally refused participation.  Once 90 days had elapsed, the researcher 

documented the failed to response(s) on a spreadsheet.  This information was instrumental for 

describing limitations in Chapter 5.  See Table 2 for more detail. 

Second, I changed my focus from large corporations to small and medium enterprises 

(SMEs).  I reached out to this group because I perceived that companies in this category were 
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more likely to be privately held entities and thus had less stringent policies regarding 

participation in studies such as this.   

Table 2 

Frequency of Responses to Requests for Participation and Reasons for Refusal to Participate 

Response n % 

Response to Request for Participation 

Non-response 131 52 

No 63 25 

Yes 58 23 

Total 252 100 

Reasons for Non-participation 

No reason 32 51 

Against policy 9 14 

Don’t meet criteria 6 10 

Need a name 4 6 

Must mail survey 4 6 

Conflict of interest 3 5 

Don’t have NPD 1 2 

Other 4 6 

Total 63 100 
Note. N = 252 individuals contacted; 58 individuals agreed to participate; 63 individuals refused participation 
 

Third, after attending a product development workshop, I discovered that individuals 

from the software development industry fit my unit of analysis.  Many were privately held start 

up enterprises that developed software for larger corporations and were located in the western 

United States, which gave me more flexibility in contacting them.  Angelist.com™ was an on-

line search engine that helped me locate potential participants from the software development 

industry.  
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Clark-Carter (2010) states that non-response bias also threatens representativeness due to 

a reduced sample size.  Individuals from 18 companies participated in my study.  The sample 

size was 58 (43 valid responses for each variable tested).  According to Creswell (2008), 43 valid 

responses are adequate for an explanatory correlational design.  However, there are risks. 

First, Schonbrodt and Perugini (2013) state that a small sample size increases the risk for 

Type II error, or stating that there is no significant correlation between two variables when there 

actually is.  This aligns with the central limit theorem that states that the sample average tends to 

approach a normal distribution as the sample size (n) increases (Israel, 1992; Wortman et al., 

2007).  

Second, the margin of error is narrower as a result of the sample size.  This increases the 

risk of Type I error, or stating there is a significant correlation between two variables when there 

is not (Bisbe, Coenders, Saris, & Batista-Foguet, 2006).  Bartlett, Kotrlik, and Higgins (2001) 

suggest that the acceptable margin of error or the amount of risk deemed acceptable for scale 

data is ±3%.  This translates into the confidence interval or the range that the true mean derived 

from the Likert scale scores should fall.  For this study, the margin of error was computed to be 

3% times five (the number of possible Likert scale ratings), or ±.15.  Based on the sample size 

calculation for continuous data (Israel, 1992; Wortman et al., 2007), the margin of error for a 

valid sample size of 43 was ±.075.  Consequently, the results of this study reflect a 95% 

confidence interval, .63 power, and a medium effect size (Clark-Carter, 2010; Morgan, Leech, 

Gloeckner, & Barrett, 2013). 

Variables to measure.  Creswell (2009) emphasizes the importance of establishing 

validity so that one can make sense of the data.  It is imperative to make sound statements about 

the results generated from instruments and “convince readers of the findings” (p. 235).  In 
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particular, threats to construct validity generally occur as a result of using “inadequate definitions 

and measures of variables” (p. 164).  These risks were taken into consideration as the variables 

were defined. 

There are two independent variables that are hypothesized to “cause influence or affect” 

(Creswell, 2009, p. 50), the dependent variable.  The first independent variable, inspirational 

appeals, is defined by Yukl et al. (2008) as appealing to the target’s values and beliefs in order to 

gain commitment.  This is significant because influence tactics that connect to what is important 

to an individual set the tone for a cohesive work environment (Barczak & Wilemon, 1991; Sarin 

& McDermott, 2003; Sarin & O’Connor, 2009).  This is even more salient when ambiguity and 

complexity exist (Lee & Sweeney, 2001; Lines, 2007; Warrick, 2011). 

The second independent variable, rational persuasion, is the application of logic, sense 

making, and opportunities for problem solving to achieve agreement to a request (Yukl et al., 

2008).  This variable is significant for NPD teams due to its cross-functional nature and diverse 

skills, backgrounds, and ways of thinking (Holland et al., 2000).  Moreover, effective use of this 

tactic influences the team to see the feasibility of the request and how it contributes to team 

processes. 

When influence tactics are adequately applied to the differences that accompany NPD 

initiatives, affective team outcomes emerge (Chang et al., 2010; Charbonneau, 2004; Dayan, 

2010).  The single dependent variable in this study is team commitment, which is the 

psychological attachment to the work group (Brockman et al., 2010; Pearce & Herbik, 2004).  

The dependent variable is described by Creswell (2009) as “the outcome or results of the 

influence of the independent variables” (p. 50). 
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The cross-functional nature of NPD and the disproportionate skill sets that exist make 

one’s perceptions of fairness of the work environment more apparent (Atuahene-Gima & De 

Luca, 2008; Cropanzano et al., 2011; Vigoda & Cohen, 2002).  Therefore, the variable that is 

inferred to mediate the relationship between the independent variables and the dependent 

variable is perceptions of procedural justice.  Vigoda and Cohen (2002) frame procedural justice 

as the difference between one’s perception of work group fairness and his/her actual work group 

experience.  Mediation implies that a third variable intervenes between the independent and 

dependent variable.  The overarching goal is to explain the psychological implications of the 

response variable (Baron & Kenny, 1986, Bennett, 2000).  

Instruments for data collection.  In order to understand the relationship between the 

independent variables (inspirational appeals and rational persuasion) and team commitment and 

how perceptions of procedural justice mediate these relationships, each team member was asked 

to recall the most recent NPD project in which they participated.  To test the hypotheses, multi-

item scales were used to measure the constructs.  Their respective reliability and validity scores 

were also summarized. 

First, the Influence Behavior Questionnaire (IBQ) was used to measure the independent 

variables of inspirational appeals and rational persuasion (Yukl et al., 2008).  This instrument 

was “developed for the target” (p. 610), or the person being influenced.  S/he rates how often the 

agent (the person exerting influence) uses different behaviors that reflect influence tactics.  Yukl 

developed the IBQ, which began with six tactics and was revised to include five more.  The 

items in the IBQ are randomly ordered and evenly distributed. 

Two scales (four items each) captured the team member’s reflection of the project 

manager’s use of these tactics.  Statements such as talks about ideals and values when proposing 
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a new activity or change and uses facts and logic to make a persuasive case for a request or 

proposal are included.  The responses were measured on a 5-point Likert scale ranging from 1 (I 

can’t remember him/her ever using this tactic with me) to 5 (s/he uses this tactic very often with 

me). 

Studies conducted by Yukl et al. (2008) show a scale reliability of .84 for rational 

persuasion and .88 for inspirational appeals.  Therefore, the scales are adequate for use in this 

study.  The internal consistency, or the degree of inter-correlation among the items in the scale, 

exceeds the .70 benchmark (.80).  This scale is located in Appendix B. 

The Organizational Commitment Questionnaire (OCQ) was used to measure team 

commitment.  This instrument was developed by Porter and others in 1974 (as cited in Bozeman 

& Perrewe, 2001).  This self-report scale measured the individual’s psychological “identification 

with and involvement in a particular organization” (Lam, 1998, p. 787) or team.  The first eight 

items of the OCQ were used as they reflect psychological attachment to the team (Bishop, Scott, 

& Burroughs, 2000).  

The OCQ scale was modified to refer to the team instead of the organization (Bishop et 

al., 2000; Bozeman & Perrewe, 2001).  Past studies have shown that this instrument is robust 

enough to measure commitment from entities other than organizations (Bishop et al., 2005; 

Pearce & Herbik, 2004).  Moreover, findings have shown that organizational and team 

commitment can be distinguished from each other.  The Cronbach’s alpha value (.89) is 

acceptable. 

Responses were collected using a 5-point Likert scale ranging from 1 (strongly disagree) 

to 5 (strongly agree).  Examples of statements that appeared on the questionnaire include: I find 
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that my values and the team’s values are very similar and I am proud to tell others that I am part 

of this team.  Items three and seven are reverse coded.  The OCQ is located in Appendix C. 

Third, the Procedural Justice Climate Scale “modified from Baker, Hunt, and Andrews” 

(Akgün et al., 2010, p. 1110) measured the team member’s perception of fairness in the work 

environment.  The questions were designed for the participant to reflect on the behaviors of the 

project manager/leader and how they affect his/her feelings toward the fairness of the work 

environment.  The data collected from this scale provided information needed to quantify the 

mediating effects of perceptions of procedural justice.  

The composite reliability of the scale (.89) is acceptable.  Reliability implies that the 

scale used to measure perceptions of procedural justice will “generate consistent findings” 

(O’Leary, 2004, p. 60).  Finally, inter-rater agreement, or (rwg), is .90.  This exceeds the .60 

benchmark.  

Six items were used to measure each individual’s perception.  Responses were collected 

using a 5-point Likert scale from 1 (strongly disagree) to 5 (strongly agree).  Examples of 

statements that appeared on the questionnaire include: To make project-related decisions, our 

manager collects accurate and complete information or team members are allowed to challenge 

or appeal project-related decisions made by our managers.  These items are located in Appendix 

D. 

Permission to use the Influence Behavior Questionnaire (IBQ) has been secured from Dr. 

Gary Yukl.  The Organizational Commitment Questionnaire (OCQ) is public domain (R. 

Mowday, personal communication, November 1, 2012).  Lastly, permission to use the 

Procedural Justice Climate Scale has been granted.  Documentation can be found in Appendices 

E–G. 
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Data collection process.  Data collection involves activities that are conducted to 

preserve and protect the integrity of the research and the participants.  The process steps are as 

follows: (a) IRB approval, (b) obtain permission and consent, (c) pilot, and (d) data collection. 

As a prerequisite for conducting research, approval was secured from the Institutional 

Review Board (IRB) of North Carolina A&T State University.  Human contact is prohibited until 

documented approval is granted (C. Collins, personal communication, November 1, 2012).  

Approval was granted on October 3, 2013. 

Participation was solicited by contacting the company’s Human resource representative 

via phone or email.  If no Human Resources contact was available, the appropriate authority was 

contacted and/or the email was forwarded to the appropriate authority (i.e., legal, business 

partner, CIO, etc.). 

There were instances when the participants had questions about the expectations.  

Communication occurred via email and/or phone.  I also sent participants an electronic stamped 

copy of the survey questions for their review.  Others requested a copy of the link so that they 

could have the questionnaire reviewed by their legal team or department head.  A consent 

information form was sent to the potential participants electronically or they were informed that 

the consent form was the first page in the electronic survey.  Lastly, some of the companies 

requested a summary of the study upon successful completion.  A copy of the consent form is 

located in Appendix H and the script for email and person to person correspondence is located in 

Appendix I. 

Prior to data collection, it is important to make sure that the forms and processes for data 

collection are adequate.  However, since the Instruments used in the study were already 

established and had been tested multiple times for validity, a pilot run was omitted.  However, 
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when I obtained 32 responses, I examined the data for its usefulness.  Since there were 26 valid 

responses, only descriptive and frequency statistics could be performed.  While there are recent 

studies that had a sample size this small (Bisbe et al., 2006; Larson, 2004), an increased sample 

size was needed to increase credibility and representativeness.  

Finally, data were obtained from respondents by means of structured questionnaires.  The 

questionnaire contained 22 items.  Each of the items was Likert based with a 5-point scale.  

Additional questions regarding demographic information such as age, race, gender, education, 

job function, and number of team members were collected.  The unit of analysis generalized in 

this study was individuals who are or have been NPD team members in the past year.  The 

demographic survey is located in Appendix J. 

The purpose of this study was to understand the relationships between the variables at 

one point in time.  Therefore, questionnaires were administered in one sitting.  Questionnaires 

were distributed and collected online via Survey Monkey®.  Collecting data electronically was 

the most economical and least labor intensive method.  The data were downloaded to SPSS® 

software.  A soft copy of the data was saved on a flash drive.  

Data Analysis 

Data were downloaded into SPSS® software.  The scale items were renamed to 

distinguish between the research instrument and item.  The variables being tested were assigned 

by computing the average of the total scale item responses.  Responses to items from the three 

survey instruments were measured on a 5-point Likert scale ranging from 1 to 5.  Therefore, they 

were assigned as scale data (Morgan et al., 2013). 
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I also checked the measures (ordinal, nominal, or scale) for accuracy.  Only valid studies 

were used to analyze the results.  Valid responses imply that all of the items in the survey were 

filled out by the participant (Morgan et al., 2013). 

All demographic measurements were labeled nominal.  Order doesn’t matter with 

nominal data (Morgan et al., 2013).  For example, new product development or engineering is 

not a higher job function category than manufacturing.  

Descriptive statistics were summarized about each variable tested.  Morgan et al. (2013) 

suggest that the data should be analyzed to understand the average, variation, and overall 

distribution.  Frequency statistics about the sample were also reported.  Specifically, the response 

rate and reasons for refusal to participate were reported.  See Table 2.  

Frequencies analysis was also run to make sure items were coded properly.  For example, 

the researcher reviewed the Organizational Commitment Questionnaire (OCQ) scale items from 

Mowday, Steers, and Porter (as cited in Bozeman & Perrewe, 2001) and discovered that items 

three and seven were reverse-scored.  In other words, the Likert scale for these two items ranged 

from {1 = strongly agree . . . 5 = strongly disagree}.  As a result, these two items were recoded. 

Next, reliability was determined prior to testing the hypotheses.  Reliability refers to 

internal consistency of measurement as demonstrated in a composite or average of the scale data 

(Morgan et al., 2013).  Cronbach’s alpha was used to report internal consistency reliability.  The 

rule of thumb is that the Cronbach’s Alpha should be .70 or greater. 

 Finally, the hypothesis statements were tested.  Since the purpose of the study was to 

understand the relationships between the independent variables and the dependent variable using 

a correlational design, Pearson’s correlation coefficient was used (Morgan et al., 2013).  In the 

context of this study, the correlation coefficient was calculated for the relationships between 
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inspirational appeals (X1) and team commitment (Y1), and rational persuasion (X2) and team 

commitment (Y1).  The alternative hypothesis is that there is a positive correlation between the 

variables.  Since the hypotheses are directional, one-tailed probabilities for r were compared to 

the calculated r to test for significance at a 95% confidence level.  A correlation matrix displayed 

the correlation coefficient values. 

Baron and Kenny’s (1986) method for mediation testing incorporates the Pearson 

correlation coefficient and multiple regression analysis to test Hypotheses 3A and 3B (Bennett, 

2000).  Tests for mediation seek to determine if the predominant relationship between the 

independent variable and the dependent variable can be explained by a third variable.  

Hypothesis 3a included three relationship paths: X1  Y1, X1Z1, and Z1Y1.  Hypothesis 

3b also included three relationship paths: X2  Y1, X2Z1, and Z1Y1.  

The first step of mediation was to demonstrate that each of the paths is statistically 

significant at the 95% confidence level.  This was determined by calculating the Pearson 

correlation coefficient between each variable (Baron & Kenny, 1986).  The second step for 

mediation involved regression analysis where the independent variable was used to predict the 

dependent variable, followed by the independent variable and the mediating variable used at the 

same time to predict the dependent variable (Y1).  This was conducted for both hypotheses. 

Summary 

In summary, the purpose of this explanatory correlational study was to understand the 

relationships between two constructs of lateral influence tactics (inspirational appeals and 

rational persuasion) and team commitment as perceived by NPD team members.  A third 

variable, perceptions of procedural justice, was also tested as a mediator of these relationships.  

A valid sample of 43 individual responses was collected through an online survey using 
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approved, reliable instruments.  The expected margin of error and statistical risks associated with 

the small sample size was also taken into account.  Next, the results from the data analysis will 

be reported. 
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CHAPTER 4 

Results 

This chapter reports the results of this explanatory correlational study.  The results will 

reveal the relationship between inspirational appeals and team commitment, the relationship 

between rational persuasion and team commitment, and whether perceptions of procedural 

justice mediate these relationships. 

Therefore, the data analysis is divided into the following sections.  First, descriptive 

statistics about the variables is reported.  Next, the sample from which the results were derived is 

summarized.  The reliability of the scale items is verified.  Lastly, the hypothesis test results and 

their meaning are reported. 

Descriptive Statistics 

Descriptive statistics were summarized about each variable being tested.  The average of 

the first independent variable, inspirational appeals (X1), revealed that the NPD team member 

perceived that the project manager seldom/occasionally used behaviors that appealed to what 

was important to him/her (M = 2.65, SD = .914).  In other words, the NPD team member 

perceived that the project manager rarely connected the project tasks to something that s/he 

valued.  

The second independent variable, rational persuasion (X2), showed that the NPD team 

member thought that the project manager occasionally/moderately often used explanatory means 

to convince the NPD team member to agree to a suggestion (M = 3.74, SD = .774).  In other 

words, the individual perceived that sometimes the project manager provided substantial reasons 

why s/he should agree to an idea or request (Charbonneau, 2004).  
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The results from the dependent variable, team commitment (Y1), revealed that 

respondents agreed that they felt pride, enthusiasm, and loyalty toward the team of which they 

were a part (M = 3.74, SD = .595).  Lastly, responses to the hypothesized mediating variable, 

perceptions of procedural justice (Z1), showed that NPD team members agreed that the NPD 

environment made them feel included in the work environment and that they could participate 

and interact in the activities related to the project (M = 3.80, SD = .661).  See Table 3.   

Table 3 

Descriptive Statistics of Variables Measured 

Variable M SD 

Independent   

X1: Inspirational Appeals 2.65 .914 

X2: Rational Persuasion 3.74 .774 

Dependent   

Y1: Team Commitment 3.74 .595 

Mediating   

Z1: Perceptions of Procedural Justice 3.80 .661 
Notes. Valid N (listwise) = 43 
Coding for X2 Rational Persuasion {1 = I can't remember him/her ever using this tactic with me . . . 5 = He/she uses 
this tactic very often with me} 
Coding for X1, Y1, and Z1 {1 = Strongly disagree . . . 5 = Strongly agree} 
Meaning for variables: 
X1: Inspirational Appeals = One of the constructs of influence tactics that is demonstrated when the person initiating  
influence gets the support of another by appealing to his/her values and beliefs  
X2: Rational Persuasion = One of the constructs of influence tactics influence tactics that is described by the use of 
logic, data, or information to show the relevance of an idea, suggestion, or request  
Z1: Perceptions of Procedural Justice = Thoughts about the relative fairness of the work environment  
Y1: Team Commitment = Psychological attachment to the work group which supersedes self-interests 

 
Frequency Statistics 

Consequently, the descriptive statistics for the Inspirational Appeals, Rational Persuasion, 

Team Commitment, and Perceptions of Procedural Justice variable scores were derived from the 

individual participant responses.  Frequency of participant responses about each variable came 
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from multiple items from the following Instruments: Influence Behavior Questionnaire, 

Organizational Commitment Questionnaire, and Procedural Justice Climate Scale.  See 

Appendix L. 

Participants represented five different industries that have new product development 

teams of which each has participated as a team member.  Most of the participants indicated that 

they worked in the manufacturing (42%) sectors.  The majority of the respondents were 

Caucasian (72%) males (53%).  See Table 4. 

Table 4 

Frequency of Demographic Information 

Response N % 

Gender (Valid n = 47) 

Female 22 46.8 

Male 25 53.2 

Total 47 100.0 

Race (Valid n = 47) 

Asian/Pacific Islander 4 8.5 

Black or African American 7 14.9 

Hispanic American 2 4.3 

White/Caucasian 34 72.3 

Total 47 100.0 

Industry (Valid n = 36) 

Manufacturing 15 41.7 

Medical 10 27.8 

Information Tech 8 22.2 
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Table 4 

(Cont.) 

Response N % 

Industry (Valid n = 36) 

Financial 2 5.6 

Apparel 1 2.8 

Total 36 100.0 

 
Sample 

Of the 252 individuals contacted, 58 participated in the study for a response rate of 23%.  

As a result of the small sample size, risks of Type II error (β = .37) increased.  Also, the margin 

of error is smaller (±.075 versus ±.15). 

Scale Reliability 

Reliability was analyzed prior to hypothesis tests to provide “evidence of reliability” 

(Morgan et al., 2013, p. 111).  The Cronbach’s alpha values from the Influence Behavior 

Questionnaire (IBQ) and Procedural Justice Climate scale (PJC) scale items were above .70.  In 

other words, scale items used to measure inspirational appeals, rational persuasion (.813), and 

perceptions of procedural justice (.858) appeared to measure what it was intended to measure.  

However, the eight items from the instrument that measured team commitment was .601.  

Morgan et al. (2013) suggest that when these anomalies occur, to do the following: (a) 

ensure that the data aligns with the level of measurement selected, and (b) ensure that the data 

are coded correctly to ensure reliable results.  Finally, check the SPSS analysis to determine 

whether deleting a scale item would increase the Cronbach’s alpha value. 
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Items three and seven were reverse coded, but the recodes were reflected in the reliability 

analysis.  Deleting scale item three would change the Cronbach’s alpha score to .684.  Removing 

scale item seven further increased Cronbach’s alpha to .756.  Therefore, scale items three and 

seven were omitted from the statistical analysis.  See Table 5. 

Table 5 

Scale Reliability Results 

Instrument/Scale Scale Item# Cronbach’s alpha 

IBQ 1 – 8 .826 

PJC 1-6 .856 

OCQ 1, 2, 4–6, 8 .756 
Notes. Valid n = 43 
Coding for Instrument/Scale: IBQ = Influence Behavior Questionnaire; PJC = Procedural justice climate scale; OCQ 
= Organization Commitment Questionnaire 
Scale items three and seven were omitted from the reliability analysis  
Item three states “I feel very little loyalty to this team.” 
Item seven states “I could just as well be working for a different team as long as the type of work was similar.” 
 
Hypothesis Tests 

H1 was tested to determine if there was a relationship between the NPD team member’s 

perception of the project managers’ use of inspirational appeals (X1) and team commitment 

(Y1).  The results showed a significant, moderate positive association between inspirational 

appeals and team commitment (r (44) = .42, p = .002).  This indicates that as the NPD team 

member’s perception of the project manager’s use of inspirational appeals increase, s/he also 

tends to demonstrate an increase in team commitment (Morgan et al., 2013).  Therefore, H1 was 

supported.  See Table 6. 

H2 also revealed a significant, moderate positive association between the NPD team 

member’s perception of the project managers’ use of rational persuasion and team commitment 

(r (44) = .40, p = .004).  An increase in the NPD team member’s thoughts about the project 
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manager using rational persuasion tends to result in an increase in team commitment.  H2 was 

supported. 

Table 6 

Correlation Matrix of Independent Variables with Dependent Variable 

Independent Variable Y1 Team Commitment 

X1 Inspirational Appeals .419** 

X2 Rational Persuasion .398** 

Z1  Perceptions of Procedural Justice .425** 
Notes. 
*Correlation is significant at the 0.05 level (1-tailed). 
**Correlation is significant at the 0.01 level (1-tailed). 
Valid n (listwise) = 44 
Coding for Variables: 
X1: Inspirational Appeals = One of the constructs of influence tactics that is demonstrated when the person initiating  
influence gets the support of another by appealing to his/her values and beliefs  
X2: Rational Persuasion = One of the constructs of influence tactics influence tactics that is described by the use of 
logic, data, or information to show the relevance of an idea, suggestion, or request 
Perceptions of Procedural Justice = Thoughts about the relative fairness of the work environment  
Team Commitment = Psychological attachment to the work group which supersedes self-interests 
 

H3a and H3b were tested as well.  Tests for mediation were summarized in two phases.  

The inter-correlation matrix revealed that the association between inspirational appeals (X1) and 

perceptions of procedural justice (Z1) was non-significant at the 95% confidence level (r (44) = 

.14, p = .190).  In contrast, there was a statistically significant association between X1 and Y1 (r 

(44) = .42, p = .002).  Since the relationship between X1 and Z1 was non-significant, phase two 

testing was not completed for Hypothesis 3a (Baron & Kenny, 1986). 

As for Hypothesis 3b, phase one test for mediation was satisfied, as it revealed that 

rational persuasion (X2) and perceptions of procedural justice (Z1) were correlated at the 95% 

level of significance (r (44) = .34, p = .013).  Similarly, X2 and Y1 were significantly correlated 

at the 99% confidence level (r (44) = .40, p = .004).  There also was a significant association 
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between perceptions of procedural justice and team commitment at the 99% confidence level (r 

(44) = .43, p = .002).  See Table 7. 

Table 7 

Test for Mediation Phase One: Inter-correlation Matrix 

 X1 X2 Z1 Y1 

X1 Inspirational Appeals  .582** .136 .419** 

X2 Rational Persuasion   .335* .398** 

Z1 Perceptions of Procedural Justice    .425** 

Y1 Team Commitment     
Notes. 
*Correlation is significant at the 0.05 level (1-tailed). 
**Correlation is significant at the 0.01 level (1-tailed). 
Valid N (listwise) = 44 

 
Phase two of the mediation test was also satisfied.  Phase two involved a regression 

analysis which resulted in two models.  Model one showed that 14% of the variance in the 

variable of team commitment was attributed to rational persuasion.  A combination of rational 

persuasion and perceptions of procedural justice contributed to 22% of the variance in team 

commitment.  Both variables combined significantly predicted the model (F (2, 42) = 7.073, p = 

002).  See Table 8. 

Consequently, regression model two revealed that a unit increase in rational persuasion 

was associated with a .282 increase in team commitment, controlling for all other variables in the 

model.  Finally, a unit increase in perceptions of procedural justice was associated with a .331 

increase in team commitment, controlling for all other variables in the model.  To satisfy the 

condition for mediation, the regression analysis revealed that the relationship between rational 

persuasion and team commitment, displayed as significant in the first model, became non-
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significant when perceptions of procedural justice was added to the model (t (42) = 1.99, p = 

.053).  

Table 8 

Test for Mediation Phase Two: Multiple Regression Analysis for Hypothesis H3b 

Model Variable B SEB β t p 

1 X2 .291 .104 .393 2.802 .008 
 Constant 2.634 .397  6.642 <.001 

2 X2 .208 .105 .282 1.990 .053 
 Z1 .289 .124 .331 2.340 .024 
 Constant 1.840 .508  3.623 <.001 

Notes. Valid n = 44 
Model 1: R = .393; Adj R2 = .135; F (1, 43) = 7.854, p = .008 
Model 2: R = .502; Adj R2 = .216; F (2, 42) = 7.073, p = .002 
 

In other words, increased thoughts about the project manager’s use of rational persuasion 

tactics tend to lead to more thoughts about procedural justice, which tends to further translate to 

increased team commitment (Baron & Kenney, 1986; Bennett, 2000).  This is expressed in 

thoughts of team potency, confidence, and motivation (Dayan, 2010; Schaubroeck et al., 2007).   

Since one of the conditions of mediation was not was not satisfied (X1Z1), Hypothesis 

3a was not supported.  However, both conditions of Hypothesis 3b were satisfied.  Therefore, 

Hypothesis 3b was supported. 

Summary 

The results of the model of the hypotheses indicate that H1 and H2 were supported.  An 

increase in the NPD team member’s perception that the project manager uses inspirational 

appeals (X1) and rational persuasion (X2) tends to be associated with an increase in team 

commitment (Y1).  However, perceptions of procedural justice didn’t mediate the relationship 
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between inspirational appeals and team commitment.  In contrast, perceptions of procedural 

justice did mediate the relationship between rational persuasion and team commitment.  

Chapter 5 discusses the theoretical significance of the overall study.  Limitations will be 

discussed.  Finally, implications for future practice, research, and policy will be summarized.  
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CHAPTER 5 

Discussion and Future Research 

The aim of this study was to understand the relationship between two variables as 

perceived by individuals from new product development (NPD) teams.  Forty-three individuals 

reflected on her/his perception of the project manager’s use of inspirational appeals, rational 

persuasion, and procedural justice and how it made her/him feel about the team in which s/he 

participated. 

Moreover, the findings showed that NPD team members who perceived that the project 

manager used inspirational appeals and rational persuasion tend to show an increase in team 

commitment.  Perceptions of procedural justice further explained the correlation between rational 

persuasion and team commitment.  These findings are salient for future research because the two 

constructs of influence tactics were embedded in transformational leadership behaviors 

(Charbonneau, 2004; Northouse, 2007). 

This discussion will be structured in five segments: First, the hypothesis statements and 

findings will be reviewed.  Next, the findings will be compared to recent studies.  Third, 

implications for future research, practice, and policy will be discussed.  Strengths and limitations 

will be covered.  Finally, closing comments will be given. 

Discussion of Results 

Hypothesis H1.  There is a positive relationship between the NPD team member’s 

perception of the project manager’s use of inspirational appeals and team commitment, so H1 

was supported.  The result is interpreted this way: When the NPD team member understands that 

the project manager aligns recommendations with something in which s/he believes, s/he tends to 

respond with team commitment as demonstrated in her/his emotions and/or attitudes toward the 



79 
 

 
 

team with whom s/he works (Charbonneau, 2004, Northouse, 2007).  The findings from this 

hypothesis may also suggest that project managers who lack formal authority make the use of 

social structures such as inspirational appeals tactics in cross-functional NPD team environments 

more salient.  

For example, many studies focus on the technical contributions of project managers.  Few 

examine how their interactions with team members contribute (Kearney & Gebert, 2009; Sarin & 

O’Connor, 2009).  In addition, the cross-functional NPD team consists of individuals from 

different departments who are assigned to work on this effort for a definite time period.  They 

may or may not have a working relationship outside of the NPD project.  In addition, the project 

manager may lack technical knowledge of the subject matter involved and barely knows the team 

that s/he will be leading.  

The results from this hypothesis magnify the interpersonal aspects of the inspirational 

appeals tactic.  In particular, it can be assumed that the use of inspirational appeals helps project 

managers address barriers such as these and shape how NPD team members feel about each 

other.  This may be accomplished through (a) declaring who the NPD team member is in this 

NPD project, (b) setting the tone for extracting contributions from her/him, and (c) 

demonstrating how each team member is uniquely fitted to the idea, suggestion, and/or request 

(Ernst & Chrobot-Mason, 2011; Jassawalla & Sashittal, 2000; Sarin & O’Connor, 2009).  

First, one of the tenets of boundary spanning leadership (Barczak & Wilemon, 1991; 

Ernst & Chrobot-Mason, 2011) is to communicate in such a way that team members understand 

what their roles and responsibilities are.  This applies to the NPD environment since the project 

is temporary, unique, and results-oriented.  Communication deficits between the project manager 

and the team can lead to feelings of disconnect from the individual team member (Atuahene-
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Gima & DeLuca, 2008; Holland et al., 2000).  The positive relationship between the project 

managers’ perceived use of inspirational appeals tactics and the NPD team member’s 

commitment suggests that the project manager who maintains an environment where clarity and 

direction exist in the midst of uncertainty also understands what is required of the team.  As a 

result, the team member feels that s/he has emotional support and is excited to be a part of the 

team as a result of the project manager’s use of this tactic. 

 For example, posting/displaying a responsibility matrix (RACI) in the NPD team meeting 

room symbolizes acknowledgement of the project tasks and the team members’ roles in 

accomplishing them (Wortman et al., 2007).  This action also magnifies the purpose of 

inspirational appeals tactics—to target one’s values when soliciting a request.  As the NPD team 

member understands who s/he is in the context of the request, s/he is more likely to oblige 

because s/he understands where s/he fits in the team. 

As a result, team members feel consistency in purpose, scope, and direction (Northouse, 

2007; Warrick, 2011).  This counters thoughts of perceived dominance from certain functional 

groups, lack of communication, and thinking in silos (Atuahene-Gima & DeLuca, 2008).  

Second, team members need a reason to work together (Wortman et al., 2007).  The 

steady growth of NPD across the globe has increased the visibility of cross-functional teams 

(Ozer & Cebeci, 2010).  Global market competition and the changing needs of customers require 

more cross-functional engagement among NPD team members.  Meanwhile, many project 

managers who lead these teams have a peer-to-peer relationship with them.  

Deficits in interpersonal relationships between the project manager and the team member 

can hinder NPD processes especially if there are functions within the group who traditionally 

have a strong influence on the NPD team (Atuahene-Gima & Li, 2000; Atuahene-Gima & 
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DeLuca, 2008; Jassawalla & Sashittal, 2000).  Therefore, initiating artifacts, processes, and 

symbols can create space for NPD team members to identify with the group.  For example, 

requesting a design review prior to prototype release demonstrates that each function associated 

with the prototype has a degree of ownership and can experience how interdependencies of 

her/his respective role affect NPD project outcomes. 

Lastly, political tactics are often used to protect one’s personal stake in the project 

(Atuahene-Gima & DeLuca, 2008).  The project manager lacks formal authority, but 

inspirational appeals tactics can be used to provide feedback to the individual who may impose 

behaviors that can alienate team members.  Therefore, the results from H1 show that connecting 

a request to the NPD member’s ideals and values motivates her/him to perform beyond self-

interests.  

As the individual understands the level of risk involved if fellow team members are 

excluded, the desire to do what is necessary on behalf of the team increases.  Finally, as the team 

member perceives that the project manager understands how s/he uniquely contributes to the 

NPD project, team citizenship behavior replaces negative attitudes (Atuahene-Gima & DeLuca, 

2008; Jassawalla & Sashittal, 2000; Pearce & Herbik, 2004).  

Hypothesis H2.  There is a positive relationship between the NPD team member’s 

perception of the project manager’s use of rational persuasion and team commitment.  H2 was 

supported as well.  The NPD team member who thinks that the project manager is using reliable 

data to support a suggestion tends to demonstrate positive attitudes about the team’s ability to 

participate (Northouse, 2007; Schaubroeck et al., 2007).   

The team member also feels connected to the team despite her/his functional role.  

Consequently, s/he expresses a willingness to do what is necessary on behalf of the team.  This is 
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significant because the results suggest that structural elements embedded in rational persuasion 

tactics can bridge the gap between the perceived power deficit of the project manager and the 

cognitive and functional differences among NPD team members.   

Therefore, one might think that the project manager’s use of rational persuasion shifts the 

NPD team member’s focus away from formal titles and differences.  Instead, the team member 

focuses on applying differences to the NPD process as a result of the project manager’s 

perceived use of rational persuasion tactics.  Therefore, thoughts about the team are more 

egalitarian and collectivist in nature as a result of the project manager’s perceived use of this 

tactic. 

For example, one might argue that if the project manager recommends that the team 

delay prototype testing, her/his ability to articulate reasons and show verifiable data reflects the 

project manager’s leadership ability (Charbonneau, 2004; Holland et al., 2000; Lines, 2007).  

The positive relationship between rational persuasion and team commitment reflects that the 

more NPD team members believe that the project manager’s reasons/requests can be 

substantiated, the more they tend to support them.  In other words, the team member’s thoughts 

are less about which team member benefits most from the recommendation and more about how 

the team can find ways to shorten the delay or work around it. 

Shared decision making is pervasive in situations where lateral influence tactics are used 

to get things done (Jensen, 2007).  Project managers who use objectivity and fact finding to 

undergird the decision making process are perceived to be experienced and knowledgeable.  

Moreover, work challenge drives the NPD team to participate (Lee & Sweeney, 2001; Lines, 

2007). 
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For example, if the team reaches an impasse about which design option to select, the 

project manager who uses decision making tools to select the ideal option ignites feelings of 

connection (from the individual) to the team.  The results reflect that when the project manager 

includes team members in a situation such as this, they tend to respond with a willingness to 

address the disagreements.  Also, the results of this study show that rational persuasion tactics 

executed in a way that makes the team member feel that s/he can support, challenge, and/or 

contribute to ideas tend to increase team commitment (Lee & Sweeney, 2001; Lines, 2007).  

Moreover, when the project manager applies scoring and voting techniques that result in a 

decision, confidence in the team’s ability is strengthened.  

Rational persuasion is the most widely-used tactic because it normalizes decision making 

when the information is clear, relevant to the situation, and involves the team members (Enns et 

al., 2003; Jensen, 2007; Lines, 2007; Sotiriou & Wittmer, 2001).  Since the participants in this 

study hail from different functional areas, one may assume that they experience diversity in 

thoughts, skillsets, and values. 

For example, idea generation involves contributions from different functions such as 

marketing and engineering.  Innovation literature suggests that differences that are seen as threats 

tend to result in political tactics that can hinder team commitment (Atuahene-Gima & DeLuca, 

2008; Schaubroeck et al., 2007).  However, the results from this hypothesis reveal that the 

project manager who facilitates opportunities for the team to forge their differences into tangible 

products, goods, and services tend to make NPD team member’s perceptions of department 

power less salient (Jassawalla & Sashittal, 2000).  Therefore, the more the NPD team member 

experiences the project manager’s egalitarian efforts through rational persuasion tactics, the more 

s/he tends to respond with positive thoughts about the team of which s/he is a part. 
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Hypothesis H3a.  First, Hypothesis H3a states that perceptions of procedural justice 

mediate the relationship between the NPD team member’s perception of the project managers’ 

use of inspirational appeals and team commitment.  This hypothesis was not supported.  

The first condition requires that each individual correlation be statistically significant.  

There was a significant, moderate positive association between the NPD team member’s 

perception of the project manager’s use of inspirational appeals and team commitment.  This 

aligns with Charbonneau’s (2004) study which reveals a strong relationship between 

inspirational appeals and two transformational leadership behaviors—idealized influence 

(charisma) and inspirational motivation.  Idealized influence reflects feelings of excitement and 

belonging in the midst of uncertainty.  Also, team members feel enthusiasm because the tactic 

being initiated is linked to something in which they believe. 

For instance, if one considers the possibility of a collective of individuals who may work 

for the same organization but know little about each other, it may be assumed that the team 

member sees the project manager as the one who sets the tone for why this group is tasked to 

work on this NPD project.  Therefore, when the project manager shares how each team member 

is connected to the project’s vision, s/he feels linked to the team even if they didn’t know each 

other prior to the initiation of the project. 

However, the relationship between the NPD team member’s perception of the project 

manager’s use of inspirational appeals and perceptions of procedural justice was non-significant.  

This finding is salient because it demonstrates that initiating inspirational appeals may shape 

one’s thoughts about the team members, but the thoughts about the way things are done (i.e., 

decision making, conflict resolution, evaluating design options, etc.) remain unchanged. 
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Projects, including NPD, go through different phases—from initiating to launch 

(Wortman et al., 2007).  What is interesting about this finding is that the participants may have 

different thoughts about the work environment at the initial moment when inspirational appeals 

tactics are initiated or when the tactic is used at different times in the project. 

For example, at the beginning of a NPD project, uncertainty is high (Ozer & Cebeci, 

2010).  The project manager attempts to bring calm and order to the situation by making 

meaning of the big picture.  As the project progresses, perhaps the pep talks given at the genesis 

of the project fail to materialize or are inadequate at points in the project where more clarity, 

information, and data are needed. 

For instance, when the team is planning the prototype design, an increase in the use of 

inspirational appeals may be associated with a significant increase in perceptions of procedural 

justice.  On the other hand, if the project manager applies the same tactic to request that the 

design be changed, more concrete information, such as a change request document, to get 

her/him to agree to the delay request may be expected (PMI, 2008). 

In the context of this study, the project manager is perceived to shape the fairness of the 

work environment through her/his use of inspirational appeals tactics.  Yet, s/he lacks formal 

authority.  However, project managers who can maneuver the power gap tend to anticipate issues 

that affect thoughts about the workplace (Barczak & Wilemon, 1991; Liu & Fang, 2006; Sarin & 

McDermott, 2003; Sarin & O’Connor, 2009). 

Studies suggest that the NPD team member’s perceptions of procedural justice are 

measured by the difference between team members’ expectations and what they actually 

encounter (Vigoda & Cohen, 2002).  That is to say, the relationship between the NPD team 

member’s perception of the project manager’s use of inspirational appeals and procedural justice 
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may involve both factors—what they expect and what they actually get.  Therefore, one may 

suggest that the participants in this study could have referred to two different incidents that 

occurred in the same project on which s/he reflected. 

For example, the project manager declares that all team members will be informed about 

key milestones, and documents them on the project timeline.  This may result in a significant 

positive relationship between what the individual perceives is important (being informed) and 

thoughts about the fairness of the NPD team workgroup.  However, s/he also recalls an 

emergency meeting where the project manager informed the team that the design review 

occurred early and had been approved.  Only the design engineer was privy to information and 

the timeline wasn’t updated. 

In summary, although the project manager may initiate a behavior that connects with 

something important to the team member, the increased thoughts about the relative fairness of 

the work environment, according to the results, appear to be due to chance.  For example, the 

project manager can facilitate meetings where each team member has a chance to contribute 

ideas and concerns.  However, if those ideas are rarely considered or excluded, the team member 

may feel that the workgroup practices are unfair or no different. 

Hypothesis H3b.  The hypothesis—perceptions of procedural justice mediate the 

relationship between the NPD team member’s perception of the project managers’ use of rational 

persuasion and team commitment—was supported.  Let’s examine each condition for mediation. 

Step one of the test for mediation was satisfied because the inter-correlation coefficients 

were statistically significant.  The results from step one revealed that when the NPD team 

member feels that the project manager provides clear reasons for suggestions, s/he tends to 

respond with positive thoughts about the team (Northouse, 2007; Schaubroeck et al., 2007).  The 



87 
 

 
 

association between rational persuasion and perceptions of procedural justice were also 

statistically significant.  When the project manager integrates ideation, creative thinking, and 

problem solving into the requests, the team member perceives that his/her differences are 

recognized and that information shared will be considered (Sarin & O’Connor, 2009; Vigoda & 

Cohen, 2002).  

There was also a significant positive correlation between perceptions of procedural 

justice and team commitment.  As positive thoughts about the work environment increase, so do 

the individual’s thoughts of loyalty and concern about the team of which s/he is a part 

(Cropanzano et al., 2011; Kearney & Gebert, 2009). 

One may expect the results from the first condition of the mediation test to be met 

because the project manager’s use of information to get the team to agree to her/his requests can 

also be used as a means for participating in processes such as decision making.  For example, if 

the project manager requests a design change, a detailed reason for the request helps the team 

member decide whether to agree to or challenge the request.  Also, other functions can ask 

specific questions about how her/his functional area is impacted by the request. 

Similarly, step two of the test for mediation was satisfied.  When perceptions of 

procedural justice are added to the model, the relationship between rational persuasion and team 

commitment is decreased and is non-significant.  That is to say, perceptions of procedural justice 

play a salient role in the relationship between the project manager’s use of rational persuasion 

tactics and the team member’s psychological attachment to the team (Baron & Kenny, 1986; 

Bennett, 2000). 

For example, if the project manager requests that the prototype release date be delayed 

because raw material lead times threaten on-time delivery, the R&D department team member 



88 
 

 
 

who perceives that the project manager is fair in his decision making will likely listen to her/his 

reasons for the request.  Moreover, if the reasons are justified, s/he may agree to the request.  In 

addition, the procurement team member feels that the team is considering his functional area in 

the grand scheme of the NPD project.  Consequently, one would suggest that both team members 

perceive that the project manager’s suggestions and requests are initiated fairly.  These 

perceptions are reinforced when data and logic undergird the requests. 

 The example in the previous paragraph suggests that diligence was done in requesting 

that the prototype release date be pushed back.  On the other hand, the marketing team member 

may disagree, despite the information that was shared.  S/he may recommend other ways to 

address the lead-time issue.  For instance, expedited shipping and/or deploying more resources 

may eliminate the lead-time constraint.  In addition, the finance team member may remind the 

team that expediting product or adding people to the effort will increase costs.  As a result of this 

dialogue, the project manager’s use of rational persuasion in a fair work environment can 

facilitate an opportunity for the team to weigh the benefits and risks of the options.  The team 

member feels happy to be associated with the team because s/he can express her/his views 

without fear of being perceived as dominant, inexperienced, or insignificant.  

Therefore, the results from H3b could also imply that when team members have a chance 

to voice their concern or support prior to a decision, thoughts about the fairness of the work 

environment increase.  Adding objective, data-driven processes to facilitate decision making 

fosters an egalitarian work environment.  As a result of the project manager’s use of rational 

persuasion in a fair work setting, individuals feel that their intellectual and cognitive 

contributions can be applied to the team’s overall success.  



89 
 

 
 

Lastly, the results from H3b suggest that not all suggestions made by the project manager 

are agreed upon.  However, if the team member feels that the project manager initiates tactics 

that allow her/him to vet out concerns, s/he is more likely to believe that the work group has an 

equal chance of having ideas, opinions, and suggestions considered.  

Theoretical significance.  The results reported undergird the rationale for the study in 

the following ways.  First, project managers are deployed to lead NPD projects as globalization 

continues to flourish.  While many share a peer relationship with the NPD team, influence can 

exist in the absence of formal authority (Liu & Fang, 2006). 

Secondly, perceptions about the project manager’s use of lateral influence tactics to 

connect with the ideological, intellectual, and unique needs of a cross functional team are salient 

in NPD environments (Schaubroeck et al., 2007).  Therefore, a heightened understanding of the 

project manager’s use of inspirational appeals and rational persuasion tends to produce thoughts 

of concern for the well-being of the NPD team (Charbonneau, 2004; Northouse, 2007).  

However, NPD team members are diverse in ways of thinking, skill sets, and functional 

roles.  The environment has to be conducive for these tactics to further expand the thoughts and 

attitudes that the individual has about the NPD team (Akgün et al., 2010).  

Relationship of the Findings to Prior Research 

 Results from this research parallel previous studies regarding the use of inspirational 

appeals, rational persuasion, perceptions of procedural justice, and team commitment.  There 

were also some differences. 

Similar to my research, the rationale for Gattiker and Carter’s (2010) study was to 

address the problem that individuals responsible for leading initiatives often lack the formal 

authority to obtain team member commitment.  Industries and functional areas in which the 
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participants worked were diverse as well.  The data were collected via Survey Monkey®.  The 

response rate was similar (21%).  Lastly, the results showed that rational persuasion and 

inspirational appeals were positively associated with commitment.  However, there were some 

contrasts to this study.  

First, constructs of influence tactics in addition to inspirational appeals and rational 

persuasion were tested (coalition, consultation, and ingratiation).  The dependent variable was 

the target’s commitment to the project versus commitment to the team.  Hierarchical regression 

was used to analyze Gattiker and Carter’s (2010) data versus the Pearson correlation coefficient 

(r).  Hierarchical regression enabled the authors to explain how much the control variables 

contributed to the variation in commitment in addition to the independent variables.   

The valid sample size for Gattiker and Carter’s study was 241.  The target population for 

the study is the agent (the person initiating the influence) only.  In contrast, the unit of analysis 

for this current study is the NPD team member, or the person being influenced.  Of the 252 

people solicited, 58 completed the questionnaire. 

Overall, Gattiker and Carter’s (2010) study magnifies the need to explain how the use of 

influence tactics produces tangible outcomes.  My research topic aims to understand the team 

member’s psychological attachment to the group (team commitment) as a result of influence 

tactics initiated by a project manager who has a peer relationship with the team (Northouse, 

2007).  Understanding how thoughts and attitudes about the team precede tangible outcomes is 

scant in recent literature.  The intent of this study was to fill that gap. 

Similarly, Enns et al.’s (2003) reported a positive relationship between rational 

persuasion and peer commitment.  These results show that influencing peers is salient at all 

levels.  The differences between Enn et al.’s study and this current study were that the 
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researchers used a mixed methods design, and chief information officers were the unit of 

analysis.  Other constructs of influence were measured as independent variables and additional 

dependent variables were measured (peer compliance and peer resistance).  

Charbonneau’s (2004) study examined influence constructs that were suggested to 

generating target commitment—rational persuasion and inspirational appeals along with two 

other tactics.  Regression analysis found that rational persuasion significantly predicted all four 

constructs of transformational leadership.  Inspirational appeals contributed to the variation in 

individualized consideration and inspirational motivation.  

This is similar to my study in that the parallels between constructs of lateral influence and 

transformational leadership led to Hypothesis statements H1 and H2.  Also, the Influence 

Behavior Questionnaire (IBQ) was used to measure how the peers perceived the unit of analysis 

in the study.  However, the dependent variable in my study was team commitment. 

Implications for Future Practice, Research and Policy 

 The results of this study revealed that influence tactics initiated by the project manager 

are associated with the interpersonal outcomes that are reflected in team commitment as 

perceived by new product development team members.  What can be done through practice, 

research, and policy to positively impact the new product development sector?     

Implications for practice.  NPD literature suggests that over 50% of projects launched 

fail (Rogers et al., 2005).  Project leadership is a contributing factor to NPD success (Sarin & 

O’Connor, 2009).  However, when expert power is aligned with the needs of the project, it is 

effective even in the absence of formal authority (Gattiker & Carter, 2010; Liu & Fang, 2006; 

Soitirou & Wittmer, 2001). 
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This study found that the association between the NPD team member’s perception of the 

project manager’s use of inspirational appeals and procedural justice was non-significant.  

However, only 43 valid responses were analyzed.  Moreover, a project is temporary which 

implies that team members may not always work in the same environment or with the same 

people (PMI, 2008). 

The study also found that the association between NPD team member’s perception of the 

project manager’s use of inspirational appeals and team commitment was statistically significant.  

This is salient because project managers who lack position power initially are perceived by team 

members weak (Atuahene-Gima & DeLuca).  However, when socially relevant ways are used to 

align differences with the challenges of NPD projects, the team members feel glad to be 

associated with the team.  Also the focus shifts away from perceived power gaps to the best 

interests of the team. 

Lastly, there was a statistically significant association between the NPD team member’s 

perception of rational persuasion and team commitment.  The NPD environment is cross-

functional and its team members think differently, and may not know each other prior to the 

project.  Initial thoughts about the team may linger at the onset of the NPD project.  The project 

manager’s use of rational persuasion tends to increase confidence that the team member has 

about her/his NPD project colleagues because s/he understands why a decision was made as a 

result of the project manager’s initiation of this tactic. 

These findings carry the following implications.  First, interpersonal training that focuses 

on coaching team members and project managers can facilitate the choice of tactics used by the 

project manager and the perceptions team members have about the work environment and each 

other.  While skillsets and functional responsibilities are defined, they are used 
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disproportionately in the NPD process (Holland et al., 2000).  This drives thoughts of dominance 

and unfairness from team members.  In addition, project managers may resort to political tactics 

to address the issue (Atuahene-Gima & DeLuca, 2008).  Understanding how the team member’s 

functional roles are perceived will further drive understanding how s/he perceives the team 

member with whom s/he will be working. 

Second, project managers should be challenged to work on projects of various 

complexities so that the technical aspects of project management are integrated with working 

through the sociological challenges often experienced with cross-functional NPD teams.  Poor 

project leadership contributes to NPD project failures (Sarin & O’Connor, 2009).  The project 

manager who can use inspirational appeals and rational persuasion effectively exacts feelings of 

support, direction, and identity from NPD team members.  Work challenges can also be 

leveraged to promote alignment between the needs of the project and the emotional attachment 

shared among team members through the interaction of the project manager.    

Finally, tools and techniques that are instrumental in the effective use of rational 

influence tactics are important.  Tools such as brainstorming should be selected and initiated 

based on the situation, expected result, and impact it has on the team member’s ability to relate 

the request to the interdependencies that exist among those that work with her/him. Moreover, 

these tools can be used in other environments (academia, non-profit, etc.) in addition to NPD and 

be just as effective. 

 Implications for research.  There is a plethora of research that examines lateral 

influence tactics for tangible outcomes.  There is also a need to understand how socially induced 

tactics invoke attitudinal changes among the diverse team members.  For example, participants in 
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this study thought that the project manager seldom/occasionally used inspirational appeals 

tactics. 

Most project management studies portray project managers as a technical resource—

facilitate the achievement of project goals within scope, on time, and within a budget while 

managing risks.  NPD literature, on the other hand, suggests that due to perceptions of weak 

position power, project managers resort to political tactics (Atuahene-Gima & DeLuca, 2008).  

Lastly, research that demonstrates how project managers’ use of inspirational appeals tactics to 

achieve team commitment is limited. 

A dyadic mixed methods study could shed more light about when, why, and how 

inspirational appeals has an impact on how NPD team members feel about the group.  If the 

researcher has an understanding of the context that drives the use of these tactics, more 

explanations for the results can be given.  Research questions that could inspire a study with 

team-project manager pairs include: “How does the use of inspirational appeals drive thoughts 

about the fairness of the work environment?”; “Does the project manager use a disproportionate 

amount of inspirational appeals tactics with one function versus another?” and “When in the 

NPD process are inspirational appeals tactics more effective and why?”  Future research that 

focuses on project manager-team pairs will help the researcher understand key drivers for the 

project managers’ selection of certain influence tactics. 

Also, several studies report that rational persuasion tactics are used most, regardless of 

the unit of analysis (peer to peer, manager to subordinate, etc.).  However, in the NPD context, 

most projects fail (Rogers et al., 2005).  In addition, the regression analysis in this study revealed 

that 22% of the variation in team commitment was explained by rational persuasion and 
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perceptions of procedural justice.  However, the sample size was less than desired (Clark-Carter, 

2010; Larson, 2004). 

Third, team commitment is attitudinal and precedes action, so it represents a portion of a 

larger focus in NPD environments (Chang et al., 2010). That is to suggest that NPD projects fail 

because more emphasis is placed on the task-focused behaviors of project managers versus 

person – focused ones (Sarin & O’Connor, 2009). Moreover, NPD team members have a 

disproportionate, but vital role in the NPD process, which is largely measured by task-based 

objectives such as profit, on time delivery, and customer satisfaction (Barczak & Wilemon, 

1991; Kearney & Gebert, 2009; Ozer & Cebeci, 2010). Few studies measure how team 

members’ interpersonal responses such as team commitment contribute to NPD outcomes.  

More studies need to be conducted in the NPD context to understand what the major 

contributors to team commitment are.  This study should be replicated at a sample size that 

represents a 95% confidence level, power of .8, and medium effect size.  In addition, studies that 

explore when (in the NPD process) certain tactics are more effective than others would be 

beneficial to this body research.  

Implications for policy.  The study revealed that perceptions of procedural justice failed 

to mediate the relationship between inspirational appeals and team commitment.  Project 

management traditionally focuses on a technically driven approach to get things done through 

people.  Recent NPD studies expressed that perceptions of position power from the research and 

development function drives the use of political tactics from the project manager (Atuahene-

Gima & DeLuca, 2008).  

On the other hand, perceptions of procedural justice mediated the relationship between 

rational persuasion and team commitment.  Substantial data, information, and logic initiated in a 
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work group perceived as fair and just reinforced the team member’s sense of belonging and 

willingness to work on behalf of the team. 

More project managers are leading NPD projects as a part of a larger strategy for 

organizations to compete and thrive globally.  Many project managers have a peer relationship 

with the members of the team.  The NPD environment is comprised of individuals with different 

functional and cognitive skills who are instrumental in transforming ideas into winning products.  

The project manager who is able to gain support for ideas through the initiation of lateral 

influence tactics can also bridge the gap between team member perceptions about each other and 

the work area. 

Therefore, project managers should use these tactics with the intent of promoting 

thoughts of team identity, collectivism, and enthusiasm among the cross-functional NPD team.  

This is in addition to the performance measures that are described in the literature.  For instance, 

performance appraisals should include indicators that reflect the extent to which a project 

manager’s use of lateral influence tactics results in attributes that reflect team commitment from 

the project team members at certain points in the NPD project. 

Also, assessments can be administered in parallel with stage gate reviews.  The team 

members can express their thoughts about her/his emotional attachment to the team as a result of 

the project manager’s use of lateral influence tactics.  Thoughts about the work environment can 

be collected as well.  

Organizations should consider the project manager’s technical and interpersonal 

proficiencies when assigning her/him to NPD projects.  This requires inter and intra- 

departmental interactions or other efforts that facilitate identifying project manager strengths and 

deficits that can contribute to how s/he is perceived by the NPD team.  These opportunities 
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should be integrated in the organization’s professional development plan for the project manager.  

Lastly, more emphasis on teamwork and team building should be incorporated in daily functions 

so that individuals are better equipped to engage in inter-dependent work environments such as 

new product development. 

Strengths and Limitations of the Study 

This study possessed some strengths that add to research, practice, and policy.  First, the 

participants were from diverse functions and industries.  Many recent studies regarding new 

product development focus primarily on research and development (R&D) and marketing 

functions (Atuahene-Gima & De Luca, 2008; Atuahene-Gima & Li, 2000).  Individuals from 

other areas such as human resources, manufacturing, and statistics participated in the study.  The 

gender gap was also narrow (53% male).  Lastly, to my knowledge, studies that measure the 

relationship between constructs of lateral influence tactics and team commitment are limited. 

However, globalization has driven organizations to commission project managers who 

lack formal authority to lead their peers in these NPD projects.  Moreover, most new projects 

that are launched fail (Rizova, 2006; Rogers et al., 2005).  While technical data is available to 

measure the NPD project, little is known about how the initiation of influence tactics from the 

project manager affects the team member’s commitment to work group.  This study quantified 

this relationship. 

While the findings from the study offer opportunities for research, business, and 

academia, there were limitations.  First, the valid sample size was small (n = 43) versus the target 

(n = 100).  This reduced the acceptable margin of error from +/-.15 to +/-.075.  In addition, the 

chances for Type I and II error were increased.  This limits the credibility and representativeness 

of the study (O’Leary, 2004). 
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That is to say that although the findings suggest that Hypothesis H1, H2 and H3b were 

supported, the chance for Type I error—stating a significant difference exists when it doesn’t—is 

greater.  In contrast, H3a was not supported.  The low sample size increases our risk for Type II 

error, or stating that the conditions for mediation were not satisfied, when in fact, they were.  

The small sample size also affected other aspects of the study.  For instance, the small 

sample size limited what could be reported.  For this reason, demographic information collected 

was nominal (dichotomous and/or categorical).  Statistical analysis about demographic 

information requires a relatively large sample size (Larson, 2004).  Therefore, hierarchical 

regression analysis was omitted from this study. 

A second limitation involves the choice of an explanatory correlational study.  Data 

reporting was reduced to the results and its statistical and theoretical interpretations.  

Investigating the reasons for the results was restricted.  For example, the overall average 

response to the inspirational appeals variable indicated that the team member perceived that the 

project manager seldom/occasionally used inspirational appeals compared to the other variables.  

However, the instrument advises the respondent to mark 1 if the item doesn’t apply to them.  

Since the study is quantitative only, it was impossible to follow up with some of the participants 

and explore why the results for this variable were this way. 

Finally, tests for moderation were excluded from the research design and methodology.  

The moderator indicates “when the relationship occurs between the independent and outcome 

variables” (Bennett, 2000, p. 417).  Leaving the moderation test out of the research design limits 

the amount of information gained about the third variable (perceptions of procedural justice). 
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Conclusion 

This explanatory correlational study found that there was a moderate, positive association 

between inspirational appeals and team commitment.  Perceptions of procedural justice failed to 

mediate this relationship.  There was also a moderate, positive association between rational 

persuasion and team commitment.  However, perceptions of procedural justice further mediated 

this relationship.  Previous studies show that rational persuasion and inspirational appeals is 

positively associated with transformational leadership constructs (Charbonneau, 2004).  

However, half of new products launched fail (Rizova, 2006; Rogers et al., 2005).  There is an 

opportunity to address how other influence tactics relate to team commitment and how they 

further predict the variation in team commitment. 

NPD team members perceived that the project manager rarely/occasionally used 

inspirational appeals.  Also, perceptions of procedural justice didn’t mediate the relationship.  

The study didn’t indicate why the participants responded as they did.  As globalization continues 

to affect how organizations compete, the ability of team members to harness their differences to 

deliver winning products, goods, and services is more salient.  Studies that focus on the 

precursors and consequences of initiating influence tactics at certain points in the NPD process 

and under certain contexts can offer more information about why team members feel the way 

they do about each other as a result of the project manager’s use of these tactics.  

The purpose of this study was to understand the relationship between inspirational 

appeals and team commitment, rational persuasion and team commitment, and whether 

perceptions of procedural justice further understand these relationships.  The majority of studies 

from team, innovation, and project management literatures focus on using lateral influence 

tactics for goal achievement.  This study reinforces the need to understand how influence tactics 
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change attitudes and perceptions of the team members.  Therefore, this study expands the body 

of research by examining the team member’s thoughts about the project manager’s use of lateral 

influence tactics and the emotional attachment s/he has for the NPD group. 
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Appendix A 

Project Managers’ Use of Lateral Influence Tactics to Achieve Team Commitment in New 
Product Development Environments as Perceived by NPD Team Members Questionnaire 

 

Project managers who lead new product development teams but lack formal authority over them use 

leader behaviors that affect the team’s commitment to each other. It is important to understand the 

relationship between that behavior and the team members’ response.   

 

The purpose of this survey is to understand the relationship between the project managers’ use of lateral 

influence tactics and team commitment as perceived by NPD team members. 

 

In other words, this study seeks to find out to what extent that you, the NPD team member, understands 

how the project manager's use of the following lateral influence tactics (inspirational appeals and rational 

persuasion) results in a change in your thoughts about the team of which you are a part (team 

commitment). 

  

An additional variable, perceptions of procedural justice, is tested to determine whether the relationship 

between each of the lateral influence tactics and team commitment can be explained through their 

relationship with perceptions of procedural justice (thoughts about the fairness of the work environment). 

 

Your input is needed because of your participation in New Product Development team environments in 

the past year.  This questionnaire contains three instruments: (1) The Influence Behavior Questionnaire, 

(2) Organizational Commitment Questionnaire and Turnover Cognition Items, and (3) Procedural Justice 

Climate. Finally, you will be asked to provide some demographic information. 
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Your answers to all questions are important.  Be assured that your answers were kept confidential and 

anonymous.  Only your industry and functional role was used in the analysis and results reporting.  Please 

mark one answer for each question unless stated otherwise.  

Follow this link to the Survey:  
www.imaginarylink.org 
 

Or copy and paste the URL below into your internet browser: 
http://www.surveymonkey.com/rcsurveyEditorFull.aspx?sm=22hyZpChVawvzShc7OtyhwY74fuoq9ovh
HiEhfW8epk%3d 
 

Thank You for your Participation 

 

 

http://www.imaginarylink.org/
http://www.surveymonkey.com/rcsurveyEditorFull.aspx?sm=22hyZpChVawvzShc7OtyhwY74fuoq9ovhHiEhfW8epk%3d
http://www.surveymonkey.com/rcsurveyEditorFull.aspx?sm=22hyZpChVawvzShc7OtyhwY74fuoq9ovhHiEhfW8epk%3d
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Appendix B 

Influence Behavior Questionnaire (IBQ) 

(Yukl, Seifert, & Chavez, 2008)  

 
Target IBQ-G 

 

Person to be described: Project Manager 

 

 Instructions: The purpose of this questionnaire is to learn more about the different ways 

people try to influence each other in work organizations. Please describe how much the person 

indicated above uses each type of behavior in an effort to influence you. For each behavior item, 

select one of the following response choices, and write the number for your choice on the line 

provided. 

 

1 I can’t remember him/her ever using this tactic with me 

2 He/she very seldom uses this tactic with me 

3 He/she occasionally uses this tactic with me 

4 He/she uses this tactic moderately often with me 

5 He/she uses this tactic very often with me 

 

If an item does not apply to your situation, then use the #1 response. Please try to avoid letting 

general impressions of the person bias your answers. Before you begin it is helpful to look over 

the 11 different types of influence tactics so that you do not get them confused with each other. 
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This person... 

 

Rational persuasion 

 

_ 1. Uses facts and logic to make a persuasive case for a request or proposal. 

_ 2. Explains clearly why a request or proposed change is necessary to attain a task objective. 

_ 3. Explains why a proposed project or change would be practical and cost effective. 

_ 4. Provides information or evidence to show that a proposed activity or change is likely to be 

successful. 

 

Inspirational appeal 

 

_ 9. Says a proposed activity or change is an opportunity to do something really exciting and 

worthwhile. 

_ 10. Describes a clear, inspiring vision of what a proposed project or change could accomplish. 

_11. Talks about ideals and values when proposing a new activity or change. 

_12. Makes an inspiring speech or presentation to arouse enthusiasm for a proposed activity or 

change. 
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Appendix C 

Organizational Commitment Questionnaire (OCQ) and Turnover Cognition Items 

(as cited in Bozeman & Perrewe, 2001) 

 
Instructions: Think about a new product development project that you have completed within 

the last year. Read each question and indicate your agreement with each item on a 5-point scale 

ranging from 1 (strongly disagree) to 5 (strongly agree) 

              

1. I am willing to put in a great deal of effort beyond that normally expected in order to help this 

team be successful. 

 

2. I talk up this team to my friends as a great team to work for 

 

3. I feel very little loyalty to this team. 

 

4. I would accept almost any type of job assignment in order to keep working for this team. 

 

5. I find that my values and the team’s values are similar. 

 

6. I am proud to tell others that I am part of this team. 

 

7. I could just as well be working for a different team as long as the type of work was similar. 

8. This team really inspires the very best in me in the way of job performance. 
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Appendix D 

Procedural Justice Climate (Modified from Baker, Hunt, and Andrews, 2006) 

 
Instructions: Think about a new product development project that you have completed within 

the last year. Read each question and indicate your agreement with each item on a 5-point scale 

ranging from 1 (strongly disagree) to 5 (strongly agree) 

-------------------------------------------------------------------------------------------------------------------- 

1.  Project-related decisions are made by our project management in an unbiased manner  

 

2. Our project manager makes sure that all team members’ concerns are heard before project-

related decisions are made  

 

3. To make project-related decisions, our manager collects accurate and complete information  

 

4. Our manager clarifies decisions and provides additional information when requested by team 

members  

 

5. All project-related decisions are applied consistently across all affected team members  

 

6. Team members are allowed to challenge or appeal project-related decisions made by our 

managers. 
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Appendix E 

Permission to Use OCQ Instrument 
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Appendix F 

Permission to Use Procedural Justice Climate Scale 
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Appendix G 

Permission to Use IBQ 
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Appendix H 

Informed Consent 

 
NORTH CAROLINA AGRICULTURAL AND TECHNICAL STATE UNIVERSITY 

INFORMED CONSENT TO PARTICIPATE 

 IN A RESEARCH STUDY 

 

Study Title: Project Managers’ Use of Lateral Influence Tactics to Achieve Team Commitment in 

New Product Development Environments as Perceived by New Product Development Team 

Members 

 

Principal Investigator: Rochelle E. Cook 

 

Purpose of the Study  

You have been asked to participate as a subject in a research study about new product 

development (NPD) team members’ reflections of lateral influence tactics used by project 

managers.  By lateral influence, we mean behaviors used by the project manager to convince 

you, the team member, to agree to ideas, suggestions, or requests. 

 

The purpose of this research is to explain the relationship between new product development 

(NPD) team member perceptions of the project managers’ use of lateral influence tactics and 

team commitment (your thoughts about the team of which you are a part).  You have been asked 

because you have been identified as having been a member of a NPD team in your organization.  
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Procedures 

If you choose to participate in this project, you will be asked to complete a 22 – item 

questionnaire. 

The questionnaire was distributed electronically, and should take between 15–30 minutes to 

complete. 

 

Risks and Discomforts 

The Institutional Review Board at North Carolina A&T State University has determined that 

participation in this study poses minimal risk to participants.  This means the risk of harm or 

discomfort that may happen as a result of taking part in this research study is not expected to be 

more than in daily life or from routine physical or psychological examinations or tests.  

 

Benefits 

There are no direct benefits associated with participating in this study.  There are also no 

monetary benefits that were incurred to the researcher as a result of your participation.  However, 

your participation may result in data that can help others. 

 

Confidentiality 

All information collected in this study was kept confidential to the extent permitted by law.  

Your answers to all questions are important. Be assured that your answers were kept 

confidential.  Only your industry, gender, and functional role will be used in the analysis and 

results reporting.  Data were saved on a password-protected computer. 
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If the data are not de-identified: Information that identifies you personally will not be released 

without your written permission, and if the results of this research are published or discussed in 

conferences, no information will be included that would reveal your identity.  Data will be kept 

for at least three years from publication.  Data will be disposed of by means of deletion of files 

from computer and/or shredding of paper documents. 

Since information will be collected via the Internet through Survey Monkey®, please note that 

absolute confidentiality cannot be guaranteed due to the limited protections of Internet access.  

Your participation in this online survey involves risks similar to a person’s everyday use of the 

Internet.  

 

Questions about the Study 

If you have any questions about your involvement in this project, you may contact me at 336-545-

4167 or by email at recook@aggies.ncat.edu.  If you have any study-related concerns or any 

questions about your rights as a research study participant, you may contact the Office of 

Research Compliance and Ethics at North Carolina A&T State University at 336-334-7995.  Dr. 

Daniel Miller, the study advisor, can also be reached at dmiller@ncat.edu. 

 

Voluntary Participation/Withdrawal 

Your participation is voluntary, and you may end your participation at any time.  Refusing to 

participate or leaving the study at a later time will not result in any penalty.  

 

 

 

mailto:dmiller@ncat.edu
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Statement of Consent 

I have read the above information and have received answers to any questions I had.  I am at least 

18 years of age or older and voluntarily consent to take part in this research study.  Clicking the “I 

agree” button acknowledges my consent. 

 

     

Using language that is understandable and appropriate, I have discussed this project and the items 

above with the subject and/or authorized representatives. 

 

    
Signature of Principal Investigator Date 

I AGREE
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Appendix I 

Script Used to Solicit Participation in Research Study 

 
Greetings (to whom it may concern): 

I am a Doctoral degree candidate in Leadership Studies at North Carolina A&T State University. My 

dissertation topic is: Project Managers’ Use of Lateral Influence Tactics to Achieve Team Commitment in 

New Product Development Environments as Perceived by New Product Development Team Members.  

This study contributes to the body of research by explaining the relationship between leader behaviors 

(lateral influence tactics) and the NPD team’s response (team commitment) as perceived by the team 

member. 

I need your employees’ participation as a subject in this research study if: 

(1) S/he has been (or is currently) a core team member of a NPD team in the past twelve months 
(2) The project manager or the person leading the project was not her/his functional manager or 

superior 
(3) S/he was only a team member—didn’t serve as the project manager on the project of which s/he 

is reflecting 
 

There is no limit in the number of participants as long as they meet the criteria described above.  If you 

agree to allow your employees to participate, simply reply to this email along with the email addresses of 

the individuals.  I will send them a consent form and link to the survey. 

Regards, 

Ms. Rochelle Cook 

Doctoral Degree Candidate 

Leadership Studies 

North Carolina A&T State University 

recook@aggies.ncat.edu 

(336) 545-4167 

mailto:recook@aggies.ncat.edu
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Appendix J 

Demographic Survey 
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Appendix K 

Script Used to Remind Volunteers to Participate in the Study 

 
Greetings (to whom it may concern): 

 

I am Ms. Rochelle Cook, a Doctoral degree candidate in Leadership Studies at North Carolina 

A&T State University.  

I recently sent you a consent form and link to participate in a survey for my dissertation topic, 

which is: Project Managers’ Use of Lateral Influence Tactics to Achieve Team Commitment in 

New Product Development Environments as Perceived by New Product Development Team 

Members.  

If you haven’t done so, please review the consent form (attached), and if you agree to its terms, 

proceed to fill out the survey. 

If you have any questions regarding this request, please contact me. 

Regards, 

Ms. Rochelle Cook 

Doctoral Degree Candidate 

Leadership Studies 

North Carolina A&T State University 

recook@aggies.ncat.edu 

(336) 545-4167 

  

mailto:recook@aggies.ncat.edu
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Appendix L 

Frequencies and Percentages of Item Scores from Testing Instruments 

 
Table L-1 

Frequency of Item Responses for Inspirational Appeals (Influence Behavior Questionnaire) 

Item IBQ5 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 8 13.8 17.0 17.0 

 2 He/she very seldom uses this tactic with me 13 22.4 27.7 44.7 

 3 He/she occasionally uses this tactic with me 15 25.9 31.9 76.6 

 4 He/she uses this tactic moderately often with me 6 10.3 12.8 89.4 

 5 He/she uses this tactic very often with me 5 8.6 10.6 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   

 
Item IBQ6 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 1 1.7 2.1 2.1 

 2 He/she very seldom uses this tactic with me 14 24.1 29.2 31.3 

 3 He/she occasionally uses this tactic with me 15 25.9 31.3 62.5 

 4 He/she uses this tactic moderately often with me 11 19.0 22.9 85.4 

 5 He/she uses this tactic very often with me 7 12.1 14.6 100.0 

 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0   
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Item IBQ7 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 7 12.1 14.6 14.6 

 2 He/she very seldom uses this tactic with me 17 29.3 35.4 50.0 

 3 He/she occasionally uses this tactic with me 12 20.7 25.0 75.0 

 4 He/she uses this tactic moderately often with me 4 6.9 8.3 83.3 

 5 He/she uses this tactic very often with me 8 13.8 16.7 100.0 

 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0   

 
Item IBQ8 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 17 29.3 35.4 35.4 

 2 He/she very seldom uses this tactic with me 21 36.2 43.8 79.2 

 3 He/she occasionally uses this tactic with me 3 5.2 6.3 85.4 

 4 He/she uses this tactic moderately often with me 4 6.9 8.3 93.8 

 5 He/she uses this tactic very often with me 3 5.2 6.3 100.0 

 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0   
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Table L-2 

Frequency of Item Responses for Rational Persuasion (Influence Behavior Questionnaire) 

Item IBQ1 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 3 5.2 6.3 6.3 

 2 He/she very seldom uses this tactic with me 1 1.7 2.1 8.3 

 3 He/she occasionally uses this tactic with me 12 20.7 25.0 33.3 

 4 He/she uses this tactic moderately often with me 17 29.3 35.4 68.8 

 5 He/she uses this tactic very often with me 15 25.9 31.3 100.0 

 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0   

 
Item IBQ2 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid 2 He/she very seldom uses this tactic with me 4 6.9 8.3 8.3 
 3 He/she occasionally uses this tactic with me 10 17.2 20.8 29.2 
 4 He/she uses this tactic moderately often with me 18 31.0 37.5 66.7 
 5 He/she uses this tactic very often with me 16 27.6 33.3 100.0 
 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0 100.0  
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Item IBQ3 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 1 1.7 2.1 2.1 

 2 He/she very seldom uses this tactic with me 5 8.6 10.6 12.8 

 3 He/she occasionally uses this tactic with me 11 19.0 23.4 36.2 

 4 He/she uses this tactic moderately often with me 17 29.3 36.2 72.3 

 5 He/she uses this tactic very often with me 13 22.4 27.7 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   

 
Item IBQ4 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1 I can’t remember him/her ever using this tactic with me 1 1.7 2.1 2.1 

 2 He/she very seldom uses this tactic with me 7 12.1 14.6 16.7 

 3 He/she occasionally uses this tactic with me 20 34.5 41.7 58.3 

 4 He/she uses this tactic moderately often with me 12 20.7 25.0 83.3 

 5 He/she uses this tactic very often with me 8 13.8 16.7 100.0 

 Total 48 82.8 100.0  

Missing System 10 17.2   

Total 58 100.0 100.0  
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Table L-3 

Frequency of Item Responses for Team Commitment (Organizational Commitment 

Questionnaire) 

Item OCQ1 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Disagree 1 1.7 2.1 2.1 

 Neither agree nor disagree 1 1.7 2.1 4.3 

 Agree 23 39.7 48.9 53.2 

 Strongly agree 22 37.9 46.8 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item OCQ2 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 1 1.7 2.1 2.1 

 Disagree 4 6.9 8.5 10.6 

 Neither agree nor disagree 12 20.7 25.5 36.2 

 Agree 19 32.8 40.4 76.6 

 Strongly agree 11 19.0 23.4 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
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Item OCQ3r1 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1.00 4 6.9 8.5 8.5 

 2.00 5 8.6 10.6 19.1 

 3.00 6 10.3 12.8 31.9 

 4.00 15 25.9 31.9 63.8 

 5.00 17 29.3 36.2 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item OCQ4 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 7 12.1 14.9 14.9 

 Disagree 13 22.4 27.7 42.6 

 Neither agree nor disagree 15 25.9 31.9 74.5 

 Agree 10 17.2 21.3 95.7 

 Strongly agree 2 3.4 4.3 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
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Item OCQ5 
 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Disagree 3 5.2 6.4 6.4 

 Neither agree nor disagree 6 10.3 12.8 19.1 

 Agree 28 48.3 59.6 78.7 

 Strongly agree 10 17.2 21.3 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item OCQ6 
 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Disagree 1 1.7 2.1 2.1 

 Neither agree nor disagree 6 10.3 12.8 14.9 

 Agree 26 44.8 55.3 70.2 

 Strongly agree 14 24.1 29.8 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
  



134 
 

 
 

Item OCQ7r1 
 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  1.00 2 3.4 4.3 4.3 

 2.00 17 29.3 37.0 41.3 

 3.00 16 27.6 34.8 76.1 

 4.00 11 19.0 23.9 100.0 

 Total 46 79.3 100.0  

Missing System 12 20.7   

Total 58 100.0   
 
Item OCQ8 
 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 1 1.7 2.1 2.1 

 Disagree 6 10.3 12.8 14.9 

 Neither agree nor disagree 17 29.3 36.2 51.1 

 Agree 15 25.9 31.9 83.0 

 Strongly agree 8 13.8 17.0 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
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Table L-4 
 
Frequency of Item Responses for Perceptions of Procedural Justice (Procedural Justice Climate 
Scale) 
 
Item PJC1 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 1 1.7 2.1 2.1 

 Disagree 7 12.1 14.9 17.0 

 Neither agree nor disagree 11 19.0 23.4 40.4 

 Agree 20 34.5 42.6 83.0 

 Strongly agree 8 13.8 17.0 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item PJC2 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 2 3.4 4.3 4.3 

 Disagree 2 3.4 4.3 8.5 

 Neither agree nor disagree 8 13.8 17.0 25.5 

 Agree 28 48.3 59.6 85.1 

 Strongly agree 7 12.1 14.9 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
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Item PJC3 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 1 1.7 2.1 2.1 

 Disagree 2 3.4 4.3 6.4 

 Neither agree nor disagree 4 6.9 8.5 14.9 

 Agree 33 56.9 70.2 85.1 

 Strongly agree 7 12.1 14.9 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item PJC4 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid Disagree 3 5.2 6.4 6.4 

 Neither agree nor disagree 1 1.7 2.1 8.5 

 Agree 29 50.0 61.7 70.2 

 Strongly agree 14 24.1 29.8 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
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Item PJC5 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid Disagree 3 5.2 6.4 6.4 

 Neither agree nor disagree 12 20.7 25.5 31.9 

 Agree 27 46.6 57.4 89.4 

 Strongly agree 5 8.6 10.6 100.0 

 Total 47 81.0 100.0  

Missing System 11 19.0   

Total 58 100.0   
 
Item PJC6 

  
Frequency 

 
Percent 

Valid 
Percent 

Cumulative 
Percent 

Valid  Strongly disagree 1 1.7 2.2 2.2 

 Disagree 6 10.3 13.0 15.2 

 Neither agree nor disagree 3 5.2 6.5 21.7 

 Agree 28 48.3 60.9 82.6 

 Strongly agree 8 13.8 17.4 100.0 

 Total 46 79.3 100.0  

Missing System 12 20.7   

Total 58 100.0   
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