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D oes corporate culture
 impact  your  business
 success?  Absolutely. Long

regarded as  the  �so f t�  s ide  o f
business, corporate culture is now
emerging as a key source of competitive
advantage.

Research at LOMA has established that a
company's culture is meaningfully linked to
bottom-line measures such as turnover and fi-
nancial performance. Other research has shown
that positive employee morale is linked to high
customer satisfaction levels, and companies where
employees hold more favorable opinions about key as-
pects of their work environment tend to have higher
customer satisfaction and productivity.

To continue our study of the linkages between culture
and competitive advantage, LOMA offered companies the
opportunity to participate in the Cultures for Excellence
Consortium (CFE). LOMA just completed the first phase.
Over 3,000 employees, representing 20 companies in the
United States and Canada, participated by completing
LOMA's CFE survey. (See Exhibit 1 for a profile of CFE
companies' participants.)

The first phase of the CFE research focused on develop-
ing an employee opinion survey that measures a company's
�culture for excellence.�

The conceptual model driving the development of
the survey is shown in the graphic above. The survey
assessed three levers for competitive advantage:
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Cultures for Excellence
Key findings from the first phase of LOMA’s

Cultures for Excellence Consortium, the industry’s
benchmark of employee opinion information,

have just been released. Here, we
share some highlights.

n Quality Service,
n Employee Involvement, and

n Quality of Work Life.
Using the CFE Survey data and

additional sources of data such as turnover
and financial performance, the second

phase of this research will assess the
relationship between corporate culture and

organizational effectiveness.
The following provides a broad overview of

findings from the first phase of our CFE Consortium.
Although several of the survey topics are interrelated,

we have categorized them as falling under the general
area of Quality Service, Employee Involvement and Quality

of Work Life. After explaining topics assessed by the CFE
survey, we describe how insurance industry employees who
participated in the CFE consortium evaluated these topics. These
results are shown in Exhibits 2-4 and reflect the average
percentage of employees� across the 20 CFE companies�
who rated these topics favorably and unfavorably.

Quality Service
The delivery of high quality service is a critical business

challenge and is a means by which a company can
differentiate itself from the competition. The CFE survey
addressed several themes that experts on the topic of quality
service have identified as key.

n Top Management Commitment to Quality. Top man-
agement clearly signals that quality is a priority through
words and actions.
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n Quality Emphasis.  Quality
service and effectively serving the
customer are day-to-day priorities.

n Continuous Improvement �
The Company .  Innovation and
continuous improvement efforts
are encouraged and rewarded in
the company.

n C o n t i n u o u s
Improvement � The
Work Group. Em-
p loyees  cont inu-
ous ly  focus  on
improving how they
accomplish work and
quality objectives.

n C u s t o m e r
Feedback. Employ-
ees collect informa-
tion from customers
about their reactions
to products/services
and incorporate this
feedback into their
work plans.

n Customer Sat-
isfaction. Employees
believe that policy-
holders are satisfied
wi th  the  overa l l
se rv ice  o f  the
company.

As illustrated in
Exhibit 2, an impres-
sive majority of em-
ployees (88 percent)
believe that quality
service and meeting
the needs of customers

are daily priorities in their company.
Nearly eight in 10 also report that
their work group focuses on con-
tinuously improving how they ac-
complish their work. Although still
positive, employees are less likely to
believe that top management dem-
onstrates a commitment to quality
and that the company rewards and
encourages continuous improvement
efforts.

Three of four employees believe
that customers are satisfied with
the service they receive from their
company. Surprisingly, however,
approximately half say their work
group rarely makes an effort to seek
customer feedback or uses such
feedback to improve existing prod-
ucts and services. Moreover, these
results do not differ for employees
who have regular contact with
external customers versus those who
do not have regular contact. Given
that customer feedback can help
improve the quality of service and
customer satisfaction levels, this
represents a clear opportunity for
improvement.

Employee Involvement
Quality service objectives are one

of the core strategic imperatives for

many companies. And, to reach
these objectives, companies often
promote cultures that emphasize
employee involvement.

Creating a culture of employee
involvement means that employees
throughout  the  company  a re
involved in the business of the
organization. In a high involvement
culture, employees �receive ongoing
information about the organization,
make decisions that influence the
organization�s success and [are]
rewarded based on how effectively
the organization operates.�1 The
CFE survey assessed six themes re-
lated to employee involvement:

n Authority . Employees have
sufficient authority to make work-
related decisions and freedom over
how they accomplish their work.

n Information/Communication.
Management  keeps  employees
informed about business plans and
goals and what is going on at the
company, and there is open and
hones t  communicat ion  in  the
company.

Exhibit 1

Quality Service Topics

Quality
Emphasis

Continuous
Improvement
Work Group

Customer
Satisfaction

Top Management
Commitment

Continuous
Improvement

Company

Customer
Feedback

88                            11

78                     19

75                   13

74                  22

71                  25

44             51
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Exhibit 2

Company
Knowledge

Authority

Individual
Knowledge

Information/
Communication

Rewards

Performance -
Rewards Link

92                         8

84                     15

76                    23

62                 34

49              47

49             43
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Exhibit 3

Profile of CFE Companies
Company ownership:
n 55% stock; 39% mutual; 6% other

Company size:
n 40% � less than 200 employees
n 25% � 200-499 employees
n 15% � 500-999 employees
n 20% � 1,000 employees or more

Profile of Employees:
n 73% � female

n 84% � Caucasian

n 39% � clerical/administrative;

n 37% � technical/professional;

n 18% � management and
first-line supervisors;

n 3% � top management

Employee Involvement Topics

1Lawler, E. E. III. (1992). The
Ultimate Advantage: Creating the
High Management Organization. San
Francisco: Jersey-Bass Publishers
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n Company Knowledge. Employ-
ees understand how their work and
various areas of the organization
contribute to the success of the
company.

n Individual Knowledge. Em-
ployees have continuous training
and development opportunities.

n Individual Rewards. Employ-
ees are appropriately recognized and
rewarded for their contributions
to the company�s success.

n Organizational Performance-
Rewards Link. Employees believe
there is a link between rewards and
organizational performance/business re-
sults.

Results  for  these  topics  are
shown in Exhibit 3. This exhibit
shows that the Company Knowledge
and Authority components of an
employee involvement organization
are  s t rong ,  but there is clear
room for improvement in the area of
Communication and Rewards.

The majority of employees (84
percent) believe they have sufficient
authority to perform their jobs
effectively. Additionally, approxi-
mately nine in 10 rate Company
Knowledge favorably, meaning they
have a clear understanding of how
their individual job, their work
group and various areas within the
organization contribute to the suc-
cess of the company. On the other
hand, employees rate the topic of
Individual Knowledge less favorably
than Company Knowledge, and
nearly one-quarter do not believe
they have sufficient training and
development opportunities.

Open communication and wide-
spread sharing of information are
central to creating an environment
where employees at all levels of the
company understand the business
and are equipped to contribute to
the company�s success. However,
near ly  one-th i rd  o f  employees
surveyed rate communication and
information sharing in their company
as poor. Employees rate communi-
cation between employees and top
management least favorably, and half
report that channels of communica-
tion between top management and
employees are not effective.

Employees across the 20 compa-
n ie s  a re  l ea s t  sa t i s f i ed  w i th
Individual Rewards. Nearly half are
not satisfied with the rewards and
recognition they receive for doing a
good job. It is important to note that

these results reflect not only dissat-
i s f ac t ion  wi th  pay  but  a l so
reflect dissatisfaction with rewards
that can come in non-monetary
forms, such as recognition and

are manageable and their work group
has enough employees to get the
work done.

n Resources.  Employees have
suf f ic ient  resources ,  computer
equipment and systems in particu-
lar, to perform their jobs effectively.

n Diver s i t y .  Employees  a re
t rea ted  fa i r l y  and  have  equa l
opportunities, regardless of race,
gender, or ethnicity.

Exhibit 4 shows how employees
rated these topics. Overall, eight in
10 employees report they have the
computer equipment and resources
needed to perform their job effec-
tively. Approximately seven in 10
believe that their company treats
employees from diverse cultural
backgrounds fairly and with respect;
assures equal opportunities for all
employees; and prevents discrimi-
nation in the work place.

However, employees are much
less favorable about their workloads,
and approximately four in 10 report
their workload is too heavy. Inter-
estingly, although the majority re-
port  having the resources  and
computer equipment needed to do
their job, they are much less likely
to report having sufficient people
resources. Forty-five percent report
that their work group does not
have enough employees to perform
their work. These findings are not
surprising given the degree of orga-
n i za t iona l  changes ,  such  a s
downsizing and restructuring, which
often decrease people resources

Exhibit 4

Quality of Work Life Topics

Resources

Diversity

Balance

Workload

80                              18

73 18

69 28

61 37

0 20  40  60   80 100
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praise. For example, 46 percent are
not satisfied with the amount of
recognit ion they receive when
they do a good job and 43 percent do
not believe there is a strong link
between how well they perform
their job and the likelihood of re-
ceiving recognition and praise. Thus,
employees are not only dissatisfied
with pay but with rewards and
recognition in general. Employees
are almost equally unfavorable on
the issue of Performance-Rewards
link, and approximately four in 10
do not see a clear link between perfor-
mance and rewards.

Qual i ty  o f  Work
Life

The third aspect of
culture � quality of
work life � describes
a culture in which
employees are treated
fairly and policies/pro-
cedures are designed
to support both the
work-related and per-
sonal needs of employ-
ees. More specifically,
creat ing a posit ive
quality of work life for
employees means:

n Balance .  Em-
ployees are able to
e f fectively balance
their work and per-
sonal demands.

n Workload. Em-
ployees� work loads

Positive employee

morale

is linked to

high customer

satisfaction levels.
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while also increasing work de-
mands. Data collected from the com-
panies participating in the CFE
consortium show that most of these
companies have, indeed, experi-
enced a good deal of change during
the past few years. For example, dur-
ing the past three years, 30 percent
have downsized, 42 percent have
merged or acquired and 68 percent
have reorganized.

Relative to workload, employees
rate their ability to balance their
work and job demands somewhat
more favorably. Nonetheless, a siz-
able minority of employees do not
feel they are able to effectively bal-
ance their work and personal de-
mands. Most notably, 40 percent do
not believe their company helps em-
ployees balance work and family/per-
sonal responsibilities.

What Employees Say
The vast majority of surveyed em-

ployees report having sufficient
authority and resources to perform
their job and have a good understand-
ing of how their individual job and
various areas within the organization
contribute to the achievement of the
company�s goals and success. Impres-
sive numbers also report that quality
service is a clear priority in their
company. Yet, very few (less than
one-half) report soliciting or using
customer feedback,  which is  a
critical component of a quality
service environment.

Industry employees express some of
the greatest concern about their
workload. A sizable number struggle
with the amount of work they have
and the number of people available to
complete this work. Heavy workloads
appear to spill over into employees�
personal life as well. A number of
employees feel they are not effectively
balancing their work and personal de-
mands, and four in 10 report that
their company does not help em-
ployees balance work and personal
demands. At least one-third of the
employees surveyed also are dissat-
isfied with the rewards they receive
for performance, do not see a link
between performance and rewards

and report that communication and
information-sharing processes are in-
effective.

Although each company is unique
with its own set of strengths and
areas of concern, results from Phase

and competitive advantage. This line
of research will investigate whether
the topics under the categories of
Quality Service, Quality of Work
Life and Employee Involvement are
significantly related to indices of or-
ganizational effectiveness such as
employee morale, financial perfor-
mance and turnover.

A growing body of literature sug-
gests that a company�s culture and
employee attitudes are, in fact,
linked to meaningful organizational
outcomes such as customer satisfaction.
We expect that results from LOMA's
research will further establish the
employee opinion survey as a strategic
business tool that is linked to bot-
tom-line results. Results will also
help identify which aspects of cor-
porate culture are most strongly related
to organizational effectiveness.

There�s still time for your organiza-
tion to be a part of this groundbreaking
research. For more information about
the Cultures for Excellence consortium,
see page 24. ❑

1 of CFE suggest that companies can
strengthen their competitive posi-
tion by considering the following:

n Improve communication and
information sharing processes;

n Addres s  concerns  w i th
workload, and implement policies
that help employees manage their
job and personal demands;

n Reward good performance �
through monetary rewards as well as
recognition and praise;

n Use reward practices, such as
skill-based pay, variable pay and non-
monetary recognition programs, that
help establish links between rewards
and performance;

n Provide employees with cus-
tomer feedback.

Next Steps
LOMA plans to increase the num-

ber of companies in our database and
administer the CFE survey to more in-
surance industry employees during the
fall of 1997. Combined with Phase 1
results, these new results from the sec-
ond phase of the CFE consortium will be
used to update LOMA�s Employee
Opinion Survey norms.

In addition, CFE results will be
used to conduct organizational linkage
research, which examines the rela-
tionships between corporate culture

Creating a culture of employee

involvement means that

employees throughout

the company are involved

in the business

of the organization.


