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Abstract 
Relationship marketing (RM) capabilities have long been recognized as important differentiators of firm 
performance. Yet assessments from industry and academia indicate not all RM strategies are equivalent and 
outcomes are often inconsistent. This study aims to explore the potential impact of disciplined execution 
during the implementation of new RM service strategies at the firm level – i.e., offering new relationship 
marketing approaches for current clients in the financial services industry. Adopting a resource-based 
perspective, combined with expert interviews, the authors consider disciplined execution to be a 
complementary resource consisting of five dimensions that collectively support how well a strategy is carried 
out (engagement, adoption, responsiveness, completeness, and tenacity). The authors use Bayesian inference 
to isolate the effects of different levels of disciplined execution across firms implementing RM service 
strategies. Research hypotheses are developed and tested using a unique dataset and quasi-experimental 
approach in collaboration with two leading financial services firms. The analysis shows that implementing 
RM service strategies positively influences annual recurring revenue, a focused measure of RM performance 
in financial services, and that higher levels of disciplined execution produce substantially greater performance 
gains. 

KEYWORDS 
Relationship marketing, Marketing capabilities, Resource-based theory, Disciplined execution, Bayesian 

analysis, Quasi-experiment 
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Introduction 
Relationship marketing (RM) has become a foundational construct for understanding how value is 

derived from relational exchanges. RM is used to improve customer acquisition, loyalty, and repeat purchase 
behavior, and RM capabilities have long been recognized as an important differentiator of firm performance 
(Evans & Laskin, 1994) and a source of competitive advantage (Day, 2000). Despite these benefits, not all 
RM service strategies achieve the expected outcomes (Zhang et al., 2016). Industry and academic assessments 
indicate that many RM service strategies fall short of performance expectations, with estimates of unmet 
expectations ranging from 69% to as high as 90% (Edinger, 2018; Taber, 2017). Thus, even with a robust RM 
literature stream, there remains a need to better understand the sources of variability in RM outcomes. 

The current study addresses this need by examining the role of disciplined execution in RM service 
strategy effectiveness. Adopting a resource-based perspective and drawing on expert interviews in the 
financial services industry, we conceptualize disciplined execution as a complementary resource consisting of 
five dimensions related to strategy execution: engagement, adoption, responsiveness, completeness, and 
tenacity. This study advances prior research on competitive advantage and operating discipline by 
highlighting the mechanisms through which disciplined execution contributes to firm performance.  

These mechanisms are often social and tacit in nature and embedded in the cultural fabric of the firm 
(March & Simon, 1958; Teece et al., 1997; Weick, 1979). They also depend on networks of strong and weak 
ties within the firm that are difficult for competitors to observe or imitate (Granovetter, 1973; 1985). As such, 
disciplined execution may represent a source of sustainable competitive advantage consistent with the 
imperfect imitability (I) and organizational (O) dimensions of marketing resources in the VRIO framework 
(Kozlenkova et al., 2014). 

Using a unique dataset, we employ a two-step quasi-experimental approach in collaboration with two 
leading financial services firms. First, we compare the performance of firms that implemented new RM 
service strategies (i.e., offering new services to current clients) to firms that made no such strategic changes. 
Second, within the group of firms that implemented RM service strategies, we assess differences in 
disciplined execution. Change in annual recurring revenue (ARR) over the treatment period serves as our 
performance measure. We use a Bayesian multiple regression model to isolate the effects of disciplined 
execution across multi-disciplinary sales and service teams.  

Our findings indicate that firms implementing new RM service strategies experienced increased ARR 
relative to the control group. Moreover, higher levels of disciplined execution were associated with 
significantly greater revenue gains. These results suggest that much of the benefit realized from implementing 
new RM service strategies depends on the level of disciplined execution during implementation. By 
demonstrating firm-level variability in disciplined execution and its impact on RM performance outcomes, 
this study identifies an important source of competitive marketing dynamics within a mature industry. The 
magnitude of these effects led participating firms to revise their RM service strategies to emphasize the five 
dimensions of disciplined execution identified in this study, further reinforcing the practical relevance of our 
findings.  

The following sections develop our theoretical framework and hypotheses; describe our methodology, 
analysis, and results; and discuss the theoretical and practical implications of our study. 

Resource-Based Theory and Disciplined Execution 
The resource-based theory of the firm (RBT) has been an important foundation of marketing 

scholarship for more than 30 years (Barney, 1991; Barney et al., 2011; Slotegraaf et al., 2003; Vorhies & 
Morgan, 2005; Wernerfelt, 1984). Yet, despite the extensive use of RBT in marketing, Kozlenkova et al. 
(2014) argue that the process by which marketing resources are built, fine-tuned, and sustained over time 
remains inadequately explored. Empirical research, they contend, tends to focus primarily on the “valuable” 
(V) dimension of the four criteria for sustainable advantage, namely valuable, rare, imperfectly imitable, and 
organizationally exploitable, or VRIO. This tendency reinforces the view that RBT characterizes resources 
and capabilities as conferring advantage in a relatively fixed manner. Even so-called dynamic capabilities are 
often characterized as static in this sense (Barney & Clark, 2007). 
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Kozlenkova et al. (2014) further explore the evolution of RBT and evaluate RBT research in 
marketing using the VRIO framework as a basis for judging whether a marketing resource confers sustainable 
marketplace advantage (Barney & Hesterly, 2012). In describing gaps in RBT-based research in marketing, 
Kozlenkova et al. (2014, p.11) assert, “First, existing VRIO arguments are expressed mostly by citing past 
empirical research (Morgan et al., 2009), less frequently with the researcher’s own arguments (Evanschitzky 
et al., 2007), and almost never through an actual measurement of VRIO (Ramaswami et al., 2009). Second, 
the ‘O’ (organization) dimension of the VRIO framework is widely neglected.” 

In the present study, we endeavor to address these theoretical gaps concerning marketing resources by 
using an empirical approach to formulate and test a set of hypotheses regarding the impact of disciplined 
execution on RM capabilities. In doing so, we examine how variation in disciplined execution across firms 
implementing the same RM service strategies shapes performance outcomes, thereby engaging the inimitable 
and organizational dimensions of the VRIO framework. By defining disciplined execution and evaluating its 
impact on a direct measure of RM results, we provide empirical insight into how organizational alignment 
and execution discipline contribute to sustainable advantage in marketing. 

Understanding Disciplined Execution 
We define "disciplined execution" as a strategic resource encompassing the dimensions of 

engagement, adoption, responsiveness, completeness, and tenacity. While execution and implementation are 
often used interchangeably in prior research, we distinguish them conceptually in this study. We use 
implementation to refer to the broader process of introducing and integrating new RM service strategies 
within the firm. In contrast, execution refers more specifically to the quality, consistency, and discipline with 
which those strategies are carried out behaviorally across teams and work processes. Disciplined execution 
therefore reflects how effectively firms enact RM service strategies during implementation. 

Specifically, engagement involves the degree of active participation and effort put into implementing 
strategy. High engagement is demonstrated by interest, ownership, and involvement in the process of strategy 
implementation. Adoption refers to the extent to which the firm fully integrates and embraces the 
recommended practices and work processes, ensuring these processes are consistently applied across all 
relevant aspects of the operation. High adoption is demonstrated by full integration of the recommended 
practices into daily operations, consistent use of the prescribed work processes across team members, and 
visible alignment between stated strategy and actual behavior. Responsiveness refers to a willingness to accept 
coaching and input concerning adjustments to current work processes. High responsiveness indicates the 
ability to quickly and effectively act on feedback and suggestions for adjustments, adapting work processes to 
improve performance and align with evolving strategies. Completeness refers to the implementation and 
follow-through in using prescribed new approaches. High completeness is exhibited by thorough and 
sustained application of newly prescribed approaches, ensuring that all steps are carried out with attention to 
detail, and that any obstacles to full implementation are actively addressed. Tenacity involves a long-term 
commitment to implementing strategic changes and the perseverance to continue pursuing the successful 
implementation of these changes over time. High tenacity is demonstrated by commitment to the long-term 
goals of a strategy despite challenges or setbacks.  

Based on expert interviews and our collaboration with industry partners during this study, these five 
components emerged as fundamental to successful implementation of RM service strategies and thereby form 
the underpinnings of disciplined execution. Our conceptualization of disciplined execution is consistent with 
the canon of RBT as reflected in a lengthy stream of economic, management, and marketing theory and 
research (Barney & Clark, 2007; Kozlenkova et al., 2014; March & Simon, 1958; Nelson & Winter, 1982; 
Weick, 1979; Wernerfelt, 1984). For discipline to have a sustained effect, collaborative work groups must 
have shared definitions-in-use and interpretative schemes for understanding customer input, common 
processes and technologies for accomplishing key outcomes, and established methods (Weick, 1979; Zablah 
et al., 2004).  This shared framework is developed and modified over time to deliver specific business 
outcomes and can be disrupted by environmental changes and by changes in strategy (March & Simon, 1958). 
Consequently, observing the degree to which firms apply discipline in executing new RM service strategies 
provides a useful laboratory to test its effects in a defined period.  
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Effective implementation of new RM service strategies requires the members of the firm to invest a 
high degree of engagement in helping to define new strategies; hold a strong commitment to, and adoption of, 
the new practices identified; maintain a responsiveness to coaching; have a completeness in adhering to the 
totality of new procedures and methods; and possess tenacity in maintaining new practices throughout the 
stages of implementation. Taken together, these are the five dimensions that we tested and used to measure 
disciplined execution in the implementation of new RM service strategies. Figure 1 presents the research 
models guiding this study. 

 
Figure 1. Research Models Evaluating RM Service Strategy Effectiveness and Disciplined Execution 

    

Hypotheses 

Relationship Marketing, Disciplined Execution, and Firm Performance 

Establishing initial support for our study, we first hypothesize that firms implementing new RM 
service strategies will see a positive and significant increase in ARR, regardless of the level of disciplined 
execution (H1). Next, using ARR as a performance outcome, we hypothesize that disciplined execution 
improves RM service strategy effectiveness by ensuring engagement, adoption, responsiveness to feedback, 
completeness in applying new methods, and tenacity in overcoming challenges. These dimensions 
collectively enable firms to realize the full potential of new RM service strategies, translating them into 
measurable performance gains. As such, we expect that firms with higher levels of disciplined execution will 
outperform those with lower levels.  

Our conceptualization of disciplined execution is grounded in RBT, which suggests that firms gain 
competitive advantage through valuable, rare, inimitable, and organizationally exploitable resources (VRIO 
framework). While we posit that disciplined execution plays a role in successfully implementing RM service 
strategies, the five dimensions of disciplined execution—engagement, adoption, responsiveness, 
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completeness, and tenacity—align with RBT’s focus on organizational capabilities, making them difficult for 
competitors to replicate. This supports the view that disciplined execution is not only a complementary 
resource but may also be a driver of competitive advantage, as it enhances the firm’s ability to implement and 
sustain strategic changes. 

Based on the preceding logic, we expect that firms executing with greater disciplined execution 
should experience some performance benefit from these RM service strategies in the form of higher ARR. 
Further, we expect that these benefits will be magnified by increased disciplined execution. Perhaps more 
importantly, disciplined execution creates a defensible advantage, even compared to other firms that 
implement the same RM service strategies. Taken together, we hypothesize the following: 

H1: Firms that implement new RM service strategies will produce a positive and significant 

increase in ARR compared to a control group that does not implement new RM 

service strategies in the same period. 

H2: An increase in the disciplined execution of RM service strategies enhances the positive 

impact of RM service strategies on the firm’s ARR.  

Firm Size and Disciplined Execution 
We use change in ARR to assess performance since it is a direct measure of the success of RM 

service strategy implementation. It includes the asset-based fees from long-term client relationships and 
excludes any additional sources of revenue for the firm, like commissions or other transaction-based income. 
In addition, financial advisory firms have a variety of client types that generate revenue, from those with very 
large assets to those with relatively modest wealth. Consequently, firms function with a wide range of clients. 
In the samples for our analytical models, the number of clients served by focal firms ranges from 77 to 908. 
By fostering engagement, adoption, responsiveness, completeness, and tenacity, disciplined execution ensures 
that RM service strategies are applied uniformly across diverse client segments, from high-net-worth 
individuals to smaller account holders. This universality of disciplined execution aligns with the principle that 
firm-specific capabilities can be leveraged to optimize outcomes across varied conditions and client profiles. 
Since all clients require advice and guidance, regardless of their asset level, disciplined execution can benefit 
firms implementing small account strategies as well as those serving very large asset accounts. Therefore, we 
predict:  

H3: The positive impact of disciplined execution on the RM-to-ARR relationship remains 

robust across all client sizes.  

Finally, we anticipate that the size of the firm’s employee base will have an impact on the influence 
of disciplined execution. The rationale for this belief is grounded in the idea that larger firms may face greater 
complexity in implementing RM service strategies due to the diversity of employees, functional areas, and 
operational processes. Larger employee bases often result in more significant coordination challenges leading 
to variability in execution. As such, disciplined execution becomes increasingly valuable in ensuring that RM 
service strategies are consistently implemented across the firm. The structured approach of disciplined 
execution provides a framework for aligning diverse teams and reducing variability, which is critical in larger, 
more complex organizations. 

From an RBT perspective, the organizational dimension of the VRIO framework is particularly 
relevant for large firms. Larger firms typically have more resources, but these resources need to be mobilized 
and aligned effectively to achieve strategic objectives. Disciplined execution acts as an inimitable 
organizational capability that fosters alignment and consistency, amplifying the effectiveness of RM service 
strategies. Moreover, the scale of operations in larger firms allows them to fully capitalize on the benefits of 
RM service strategies in the presence of disciplined execution, resulting in a stronger RM-to-ARR 
relationship. In this context, disciplined execution serves as a critical lever to bridge the gap between strategic 
intent and performance outcomes, especially in firms with extensive employee bases. Therefore, we predict:  

H4: The impact of disciplined execution on the RM-to-ARR relationship increases with the 

size of the firm’s employee base. 
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Methodology 

Context of the Study 
The context for this study is the U.S. financial services industry and the unit of analysis is the 

financial advisory practice (firm-level analysis). We define a financial advisory practice as a firm operating as 
a discrete business entity in a single location that serves a common set of clients. In this context, a firm may 
contain one or several licensed advisors and a staff of varying sizes and functions to support them. The 
financial services industry offers an excellent opportunity to study the impact of disciplined execution as 
firms in this industry are rich in collaborative sales and marketing teams implementing RM service strategies. 
Financial advisory firms have substantial autonomy in developing approaches to serve their clients. 
Consequently, they represent a wide range of sales and marketing configurations and operating philosophies. 
Also, since advisors must conform to strict regulatory prescriptions about how advice is delivered and the 
suitability of products, these firms are required to align sales and marketing approaches to provide consistent 
messages and direction based on sound defensible principles. This combination of industry conditions creates 
a wide variety of approaches within different firms with an industry-wide requirement for delivering basic 
service levels. This makes the financial services industry a robust laboratory for studying the performance 
effects of disciplined execution. 

Financial advisory practices have become an increasingly recognized context for business 
scholarship. Per Law and Zuo (2021), “The U.S. Bureau of Labor Statistics (BLS) projected that the 
employment of financial advisors, which already accounted for 10% of total employment in the finance and 
insurance sector, would grow 15% from 2016 to 2026 – much faster than the average for all occupations 
(Bureau of Labor Statistics, 2018). Given the prevalence and importance of financial advisors, a growing 
literature has developed to further an understanding of their behavior (O’Hara, 2016).”  

Data Collection 
Developing our measure of disciplined execution, we first conducted directed interviews with 12 

financial advisory industry experts to understand the common characteristics of firms and their respective 
sales and marketing teams with high levels of strategy execution (see Appendix A). Interview participants 
included trainers from large proprietary distribution systems, sales and marketing executives, and senior sales 
managers, among others. Specifically, the interviews were used to map discipline in execution across sales 
and service teams within firms and inform the development of the survey instrument provided in the 
appendix. The interviews focused on creating an accurate picture of the structures, work-processes, goal 
setting, and job descriptions used in financial advisory firms. The qualitative approach adopted for the 
interviews provided detailed descriptions of how teams in a firm work together to provide service to clients.  

Qualitative data from the interviews was analyzed using NVivo 11 following an iterative process of 
categorization and comparison of the team activities, interactions, and outcomes uncovered in the interviews. 
The results were summarized and used to develop our initial measure of disciplined execution. The proposed 
measure and summaries of the interviews were then sent to and reviewed by the 12 industry experts originally 
interviewed. Their comments were incorporated in a second version of the disciplined execution measure. We 
used a 10-person subset of this expert group to pre-test the instrument. The results of the pre-test were used to 
refine our measure of disciplined execution prior to the primary survey. 

Next, we used data collected from 30 financial advisory firms during the implementation of new RM 
service strategies over an eight-year period. The RM service strategies were developed and provided to the 
firms in our study by a large U.S. asset management firm that distributes individual investment products (e.g., 
mutual funds, managed accounts, and model portfolios) exclusively through licensed financial advisors. 
Supporting implementation of the new RM service strategies, the asset management firm provides specific 
direction and coaching to firms selling their financial products and services. Specific to the RM service 
strategies in our study, the coaching curriculum guides firms through the implementation of two new RM 
service strategies – one for managing small accounts more efficiently (referred to as small account servicing) 
and one for providing a higher level of value to larger clients with complex needs (referred to as key client 
management). Thirty financial advisory firms participated in the coaching curriculum supporting 
implementation of the new RM service strategies. Third-party assessments of disciplined execution were 
solicited from field consultants supporting the participating firms. We received 19 usable responses, which 
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were used in the development and validation of the disciplined execution scale (see Table 1) and in the 
disciplined execution regression analysis (Model 2). In addition, these same 19 firms were compared against a 
control group of 23 firms that did not participate in the coaching curriculum to evaluate the broader impact of 
implementing RM service strategies (Model 1). 

We use ARR as a performance measure. The firms in our study consistently report ARR in their 
accounting records so this data is both readily available and accurate. ARR is also commonly used as a metric 
of RM service strategy effectiveness in financial advisory firms. Note that revenue captured in ARR only 
includes regular fee income from long-term client relationships and thereby excludes transaction-based 
revenue, such as sales commissions or other one-time payments to the firm. These characteristics make ARR 
an ideal performance measure for our study. 

The measure of change in ARR is an average for the years each firm was involved in implementing 
the new RM service strategies. The independent assessments of disciplined execution were provided by the 
asset management firm that supported the financial advisors responsible for implementing the new RM 
service strategies in the advisory firm. These ratings were solicited from the appropriate account service 
executives (i.e., coaches) after the focal financial advisors completed the coaching curriculum supporting RM 
service strategy implementation. As noted, 19 usable third-party execution-discipline ratings were obtained 
and used in the disciplined execution analysis (Model 2). 

In order to compare firms that implemented new RM service strategies to a control group, we used a 
dataset with the financial results from 23 comparable financial advisory firms that did not implement new RM 
service strategies. The subset of 19 treatment firms with usable disciplined execution assessment data and 
complete analytical data was compared against 23 control firms that did not implement the RM service 
strategies, resulting in a total sample of 42 firms for the treatment-versus-control analysis (Model 1). The 
dataset for control firms was provided by a large broker/dealer organization that participated in the research 
process. 

Structure of the Models 
Two related analytical models were estimated in this study. Model 1 evaluated the overall impact of 

implementing RM service strategies by comparing the subset of treatment firms with complete analytical data 
(N = 19) against a control group of firms that did not implement the strategies (N = 23), resulting in a total 
sample of 42 firms. Model 2 evaluated the influence of differing levels of disciplined execution among the 
treatment firms with complete analytical data (N = 19). Third-party disciplined execution ratings used in scale 
development were obtained from 19 participating treatment firms (see Table 1), and the regression analyses 
relied on this same analytical sample. 

In our model comparing firms that implement new RM service strategies to a control group (Model 
1), we use a Bayesian approach to estimate parameters in a multiple regression that includes the number of 
full-time equivalent employees (FTE) and number of client households (HH) as covariates and a dummy 
variable for treatment to predict the change in ARR. In our model to evaluate the impact of disciplined 
execution (Model 2), we use a five-item, seven-point scale to solicit a third-party assessment of the [1] 
engagement level, [2] adoption level, [3] responsiveness to coaching and input, [4] completeness of 
implementation, and [5] tenacity of financial advisory teams that participated in the coaching curriculum (see 
Appendix A). We then use multiple regression to model the impact of different levels of disciplined execution 
on growth in ARR of the firms. Estimation is again carried out from a Bayesian perspective. Since ARR is 
generated by long-term, fee-based client relationships, it serves as an accurate measure of the effectiveness of 
RM service strategy implementation. The overall average rating of disciplined execution was 4.1 on the 
seven-point scale, with observed scores ranging from 2 to 6. The Cronbach’s Alpha for the five-item measure 
of disciplined execution is 0.975, the component loadings for all items are between 0.946 and 0.968, and the 
construct accounts for 91% of the variation in the data (Cohen et al., 1983). Table 1 presents the correlation 
matrix for the disciplined execution scale items and demonstrates strong positive relationships across the five 
dimensions of the construct. 
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Table 1. Correlation Matrix for Disciplined Execution Scale Development Using Third-Party Ratings 

 Engage Adoption Responsiveness Completeness Tenacity 

Engage Pearson Correlation 1 .890** .913** .874** .878** 

Sig. (2-tailed) .000 .000 .000 .000 

N 19 19 19 19 19 

Adoption Pearson Correlation .890** 1 .920** .862** .842** 

Sig. (2-tailed) .000 .000 .000 .000 

N 19 19 19 19 19 

Responsiveness Pearson Correlation .913** .920** 1 .900** .884** 

Sig. (2-tailed) .000 .000 .000 .000 

N 19 19 19 19 19 

Completeness Pearson Correlation .874** .862** .900** 1 .912** 

Sig. (2-tailed) .000 .000 .000 .000 

N 19 19 19 19 19 

Tenacity Pearson Correlation .878** .842** .884** .912** 1 

Sig. (2-tailed) .000 .000 .000 .000 

N 19 19 19 19 19 

**Correlation is significant at the 0.01 level (2-tailed). 

Across the two models, we employed full-time equivalent employees (FTE), number of client 
households served (HH), and the time period of coaching (YR) as controls and covariates where appropriate. 
We used a dummy variable to control for the timing of the coaching and operating results in relationship to 
two years of high volatility in the capital markets. Our quasi-experimental framework provides an excellent 
opportunity to leverage the introduction and coaching in support of implementing new RM service strategies 
in advisory firms. The account service executive delivering the coaching then has the ability to monitor and 
gauge the level of adoption in each firm.   

Bayesian methods provide an alternative to frequentist-based null-hypothesis testing that allows 
researchers to generate distributions for parameters and evaluate the sensitivity of analyses across varying 
levels of parameters (König & van der Schoot, 2018). The Bayesian paradigm also permits updates of 
parameter values and their associated distributions as new data become available (Gelman & Shalizi, 2013). 
When faced with relatively small datasets, like those used in this study, this feature of Bayesian methods is 
particularly useful. Even though we collected data over a period of eight years, we were able to update the 
analysis and provide insight and guidance to our business partners early and improve as more data became 
available. This addressed one important perennial disconnection in collaborations between academics and 
practitioners by providing value early in the process. We use vague priors for the model parameters in the 
initial models since there was no existing census-based evidence available on which to base informative priors 
(Albert, 2009). We follow a hypothetical-deductive approach to Bayesian inference, employing uninformative 
priors in our modeling that emphasize the data collected and the model’s ability to test specific hypotheses 
outlined in the preceding section (Gelman & Shalizi, 2013). 

We employed the Markov Chain Monte Carlo (MCMC) method to approximate the posterior 
distributions of all parameters by drawing very large representative random samples of the parameter values 
of interest in the two models. Using the very large sample of representative parameter draws, we computed 
the credible sets for parameter distributions and described their posterior distributions, including shapes. This 
in turn permits comparing values of different parameters in the two models (Kruschke et al., 2012). We use R 
statistical software and the JAGS (Just Another Gibbs Sampler) package to carry out all calculations related to 
the two Bayesian multiple linear regression models defined as follows: Model 1 assesses the treatment effect 
by regressing the change in ARR on FTE, HH, and a treatment dummy variable. Model 2 evaluates the 



Lemken, Chullen, Rowe, Kros.  JLM 12(2) Pg 1 - 19 

Journal of Leadership and Management, Volume 12, Issue 2 Page 9 

impact of disciplined execution by regressing the change in ARR on the disciplined execution (DE) score, 
controlling for FTE, HH, the interaction between DE and FTE (DEFTE), and the coaching time period (YR). 

For the control group comparison model (Model 1): 

p(yi|x1i, x2i, x3i, 0, 1, 2, 3,) = N(b0+b1x1i+b2x2i+b3x3i,), where yi is the change in ARR for the 
year, x1i is the number of full-time equivalent employees (FTE), x2i is the number of client households served 
(HH), x3i is the dummy variable indicating the treatment and control groups, and b1, b2, and b3 are their 
respective coefficients. Table 2 reports the posterior correlation matrix for the control group model used in the 
Bayesian analysis. 

For the disciplined execution model (Model 2): 

p(yi|x1i, x2i, x3i, x4i, x5i,  0, 1, 2, 3, 4, 5,) = N(b0+b1x1i+b2x2i+b3x3i+b4x4i+b5x5i,), where yi is the 
change in ARR for the coaching curriculum period, x1i is the number of full-time equivalent employees 
(FTE), x2i is the number of client households served (HH), x3i is the measure of disciplined execution, x4i is 
the interaction of FTE and disciplined execution (DEFTE), x5i is a dummy variable representing the time 
period during which the firm received RM related coaching (YR), and b1, b2, b3, b4, and b5 are their respective 
coefficients. Tables 3a and 3b report the posterior correlation matrices for the disciplined execution model 
used in the Bayesian analysis. 

We used vague priors for the parameters associated with disciplined execution and DEFTE in the 
initial disciplined execution model to limit the influence of the choice of prior distributions on the posterior 
used for sampling. We used transformation to standardize the data prior to analysis, and so used normal 
priors. For the residual parameter of the model, we used a uniform prior with range of zero to 10, which is 
also very low in influence. In order to interpret the model, we retransformed the model parameters back to 
their original scale after modeling was complete. For each model, we initialized three chains at the mean 
values of the parameters and used 1,000 steps for tuning and 1,000 steps for burn-in and ran the full modeling 
process from beginning to end four different times and compared parameter values, plots, and diagnostics 
from each run. All four runs were essentially consistent with very small differences. 

 

Table 2. Correlation Matrix of Posterior Values for the Control Group Model (Gibbs Sampler with 250,000 Steps) 

 zsigma zb0 zFTE zHH zTreat sigma b0 FTE HH Treat 

zsigma 1.000          

zb0 0.005 1.000         

zFTE -0.004 0.002 1.000        

zHH 0.002 -0.004 -0.607 1.000       

zTreat -0.001 0.001 -0.011 -0.271 1.000      

sigma 1.000 0.005 -0.004 0.002 -0.001 1.000     

b0 0.005 0.476 -0.422 -0.253 -0.175 0.005 1.000    

FTE -0.004 0.002 1.000 -0.607 -0.011 -0.004 -0.422 1.000   

HH 0.002 -0.004 -0.607 1.000 -0.271 0.002 -0.253 -0.607 1.000  

Treat -0.001 0.001 -0.011 -0.271 1.000 -0.001 -0.175 -0.011 -0.271 1.000 

Rsq -0.004 0.000 0.736 0.022 -0.004 -0.004 -0.831 0.736 0.022 0.093 
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Table 3a. Correlation Matrix of Posterior Values for Disciplined Execution Model (Gibbs Sampler with 250,000 Steps) 

 zsigma zb0 zFTE zHH zDE zDEFTE zYR 

zsigma 1.000       

zb0 0.003 1.000      

zFTE 0.007 0.003 1.000     

zHH -0.003 -0.004 -0.160 1.000    

zDE 0.003 0.004 0.653 0.165 1.000   

zDEFTE -0.006 -0.002 -0.934 -0.124 -0.765 1.000  

zYR 0.006 0.003 0.369 -0.230 0.138 -0.220 1.000 

sigma 1.000 0.003 0.007 -0.003 0.003 -0.006 0.006 

b0 -0.003 0.180 -0.695 -0.400 -0.872 0.794 -0.318 

FTE 0.007 0.003 1.000 -0.160 0.653 -0.934 0.369 

HH -0.003 -0.004 -0.160 1.000 0.165 -0.124 -0.230 

DE 0.003 0.004 0.653 0.165 1.000 -0.765 0.138 

DEFTE -0.006 -0.002 -0.934 -0.124 -0.765 1.000 -0.220 

YR 0.006 0.003 0.369 -0.230 0.138 -0.220 1.000 

Rsq -0.004 0.001 -0.108 -0.075 -0.127 0.320 0.090 

 

Table 3b. Correlation Matrix of Posterior Values for Disciplined Execution Model (Gibbs Sampler with 250,000 Steps) continued 

 sigma b0 FTE HH DE DEFTE YR 

zsigma        

zb0        

zFTE        

zHH        

zDE        

zDEFTE        

zYR        

sigma 1.000       

b0 -0.003 1.000      

FTE 0.007 -0.695 1.000     

HH -0.003 -0.400 -0.160 1.000    

DE 0.003 -0.872 0.653 0.165 1.000   

DEFTE -0.006 0.794 -0.934 -0.124 -0.765 1.000  

YR 0.006 -0.318 0.369 -0.230 0.138 -0.220 1.000 

Rsq -0.004 -0.030 -0.108 -0.075 -0.127 0.320 0.090 

We completed a series of diagnostic steps, including inspection of correlation matrices and 
scatterplots of posterior values, which produced no major causes for concern about autocorrelation, 
collinearity of variables or non-normal residual structures in the results of the models. We used the final 
iterations of each model for the purpose of reporting results and retained all the steps in the sampling process 
which totaled 250,000.      

Since the disciplined execution data is provided by a third-party with active knowledge of the firms, 
the analysis and resulting models do not rely on self-reporting to assess disciplined execution. We consider 
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this empirically grounded approach to measuring the impact of disciplined execution unbiased with regard to 
self-reporting and common method variance – two recurring concerns about behavioral methods used in 
RBT-based studies in marketing. 

Results 
The results of the analysis provide strong empirical evidence of the positive effects of disciplined 

execution above and beyond electing to implement a new RM service strategy. By modeling and quantifying 
the difference in improvements to change in ARR among financial advisory firms with varying levels of 
disciplined execution, we provide a measure of direct impact on RM effectiveness. Figure 2 displays the 
results of the MCMC modeling using posterior distributions created by combining the non-influential prior 
distributions and the evidence from the sample data in the two models. The mean R2 for Model 1, comparing 
treatment and control firms, is 0.89, while the R2 for Model 2, evaluating disciplined execution within 
treatment firms, is 0.90.   

Figure 2. Posterior Distributions for Model 1 (Control) and Model 2 (Disciplined Execution) 

Model 1 – b1 = FTE | b2 = HH | b3 = Treatment 

 

 

Model 2 – b1 = FTE | b2 = HH | b3 = DE | b4 = DEFTE | b5 = Time period 
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Tables 4 and 5 report the results of the control group and disciplined execution models used in the 
Bayesian analysis. 

The analysis based on Model 1 to determine the effect of coaching compared to a control group 
shows that the average increase in ARR across the treatment-control comparison sample is $160,620. The 
treatment firms included in the analysis that received coaching have an increase in ARR of $190,877 
compared to an increase of $131,177 for the control group, a difference of $59,700 or 46% attributable to the 
coaching. Model 2, measuring the effect of differing levels of disciplined execution among the 19 treatment 
firms with usable disciplined execution assessments and complete analytical data, had similar results. The 
average change in ARR among the 19 treatment firms included in the disciplined execution analysis is 
$191,340. The model shows that the average size firm with a mean rating for disciplined execution of 4.1 (on 
a scale of 7) has a change in ARR of $189,921. The same size firm with a disciplined execution score of 6 is 
modeled to have an increase in ARR of $267,173, a difference of $77,252 or 41%. Consequently, both H1 
and H2 are supported.  

Across the two analytical models, a firm of average size would create a benefit of $59,700 in change 
in ARR, on average, by adopting the RM service strategies taught in the coaching curriculum, according to 
Model 1. This alone was a very valuable proof point for the coaching team of the asset management firm. The 
same size firm that also increases its level of disciplined execution from average (4.1) to high (6) would 
produce an additional $77,252 in change in ARR, according to Model 2. Consequently, the results of the two 
models show that more than half (56.5%) of the overall gain available to an average-size financial advisory 
firm for the sample by both adopting new RM service strategies and increasing its ARR (from $131,177 to 
$267,173) is attributable to disciplined execution. 

 

Table 4. Results of Control Group Model – Using Mean and 95% Credible Set 

 DEPENDENT VARIABLE  
(CHANGE IN ANNUAL RECURRING REVENUE) 

 Control  

group 

Treatment 

group 

Difference w/ 

treatment 

Percent  

difference 

Upper bound of 95% credible 
set in posterior distributions 

$475,406 $650,406 $175,000 37% 

Mean values in posterior 

distributions 
$131,177 $190,877 $59,700 46% 

Lower bound of 95% credible 
set in posterior distributions 

$-207,936 $-260,836 $-52,900 -25% 

Table 5. Results of Disciplined Execution Model – Using Mean and 95% Credible Set 

 DEPENDENT VARIABLE  
(CHANGE IN ANNUAL RECURRING REVENUE) 

 Base case  

(average firm) 

+2 DE in  

base case 

Gain (loss) 

w/+2 DE 

Percent gain 

(loss) 

Upper bound of 95% credible set 
values in posterior distributions 

$1,445,007 $1,691,376 $246,369 17% 

Mean values in posterior 

distributions 
$189,921 $267,173 $77,252 41% 

Lower bound of 95% credible 
set values in posterior 
distributions 

$-1,057,471 $-1,147,534 $-90,063 -9% 
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The analysis demonstrates that increasing disciplined execution has a profound and positive influence 
on firm performance (ARR). Since firms rarely need to make capital investments to increase disciplined 
execution, these gains represent substantial increases in performance based on changes in behavior of the 
firm’s advisory teams. This is particularly important for practitioners who struggle to explain and address the 
cause of weaker than expected results from RM service strategies. By offering a behavioral definition and 
measure of disciplined execution of RM service strategy implementation, we offer needed guidance for 
improving the success of all collaborative firm-level sales and marketing strategies. 

We assessed multiple versions of both models using interaction terms between the independent 
variables and covariates to gauge their relationship and influence. We find that the distribution of parameters 
for client households (HH) and for the interaction of disciplined execution and households (DEHH) show 
they are likely to be near zero. For HH, the range of values for the parameter is 73.2% < 0 < 26.8% and for 
DEHH, the range is 48.2% < 0 < 51.8% in the model with all variables and interactions. Consequently, we 
find strong support for H3 that the number of client households is not a strong determinant of the effects of 
disciplined execution. The interaction term for the number of full-time equivalent employees (DEFTE) and 
disciplined execution is positive and significant in all versions of the model tested. In the final model for 
disciplined execution, the parameter for DEFTE has a mean value of 13,800, with a 95% credible set of 7,810 
– 19,900, with a full distribution of 0% < 0 < 100%. Therefore, we also find strong support for H4 since the 
effect of disciplined execution increases with FTEs. 

Discussion 
This study is the result of a collaborative effort between the authors and two large financial services 

firms searching for answers to an expensive and persistent problem in practice, the failure of relationship 
marketing strategies to achieve desired results. The direct experiences of the firms involved in this research, 
industry studies, and scholarly research concerning relationship marketing (RM) all agree that the 
implementation of new RM service strategies often falls significantly short of expectations. In our study, we 
propose and show that the ability to produce results through implementation of RM service strategies is tied 
closely to the level of discipline applied to the execution of new RM service strategies. We adopt a resource-
based view of marketing capability development to define disciplined execution and provide a framework for 
measuring and applying disciplined execution to the implementation of RM service strategies. 

Expert interviews conducted prior to experimentation helped to identify five dimensions of 
disciplined execution. The interviews also showed that firms with greater discipline were more flexible and 
able to adapt to difficult market conditions – a characteristic that should be considered in future studies of 
disciplined execution. Interview participants reasoned that disciplined firms have a reduced cognitive load 
due to having a more repeatable approach and benefit from a more stable baseline of firms to which they can 
make better comparisons when improvement opportunities are considered. And finally, they observed that 
firms with greater discipline are more successful at integrating new financial advisors into the firm as a 
growth strategy. These observations help to provide explanations of the mechanics at work that lead to 
performance gains in firms and therefore provide insight for practitioners.  

As a result of this research, the two corporate partners working with the authors on this study altered 
their firm’s coaching curricula to reflect the importance of team dynamics in implementing new RM service 
strategies. For example, one firm created a new practice management module concerning how to standardize 
certain workflows across advisory teams to increase consistency and efficiency. The other added multiple 
exercises for team building to enhance cohesion across the firm’s sales and service teams. Both firms also 
indicated they have since changed their perspective on how to allocate resources within their own RM service 
strategy implementation efforts based on the importance of disciplined execution. 
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Figure 3. Changes in Recurring Revenue by Firm Size and DE Level 

Our analysis provides strong empirical evidence that increasing discipline in execution has a 
significant and positive influence on firm performance. For a firm with average dimensions in the sample, 
increasing disciplined execution from average to high, as assessed by our measure, is worth $77,252 in 
additional ARR. This effect is robust across different sizes of client groups and is enhanced as the size of the 
employee base of the firm grows. Figure 3 illustrates the change in ARR across firm-size and discipline levels 
and highlights the effects of execution on performance.  

Where high disciplined execution levels show gains across firm size, low levels have significantly 
negative impacts on both large and small firms. The two models used in our study provide support for all four 
research hypotheses concerning the influence of disciplined execution on the performance of RM service 
strategies. The models provide evidence that even firms receiving the exact same coaching in implementing 
RM service strategies can have divergent results based on their level of disciplined execution. Furthermore, 
the advantage attributable to disciplined execution should prove sustainable since it is based on inimitability 
and organizational factors related to the cognitive and behavioral dimensions of sales teams across the firm. 
These findings make an important and unique contribution to theory by showing a new path through which 
firms build sustainable competitive advantage by providing evidence of how inimitability and organizational 
factors influence the sustainability of relationship marketing resources. 

Theoretical Implications 

We contribute to scholarship in three ways. First, we define disciplined execution and develop a 
measure to assess the disciplined execution of RM service strategy implementation by identifying the 
behavioral foundations of multi-disciplinary sales and marketing execution. By specifying engagement, 
adoption, responsiveness, completeness, and tenacity as observable dimensions, we treat disciplined 
execution as a measurable organizational capability rather than an abstract managerial aspiration. Second, we 
use a unique dataset and quasi-experimental design to model the impact of disciplined execution on a direct 
measure of RM success, annual recurring revenue. By separating disciplined execution from the mere 
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decision to implement RM service strategies, we distinguish between strategic intent and strategic realization. 
Our results show that performance differences often reflect variation in how consistently firms execute 
identical strategies. Execution is therefore not a secondary implementation issue, but a central driver of 
marketing performance. Third, we extend resource-based theory by examining the organizational dimension 
of the VRIO framework empirically. While prior research emphasizes valuable and rare resources, the 
organizational dimension has received far less direct attention. By operationalizing disciplined execution, we 
demonstrate that the “O” in VRIO can be understood as embedded behavioral routines and shared norms that 
govern how strategy is enacted across the firm. Organizational support is not simply structural alignment; it is 
disciplined, collective action sustained over time. 

More broadly, our findings suggest that disciplined execution functions as a behavioral mechanism 
through which marketing capabilities translate into performance. Firms exposed to the same strategic 
prescriptions and coaching interventions produce different results depending on how systematically they 
execute. In mature industries where strategic options are widely known, disciplined execution may be a more 
important source of sustainable differentiation than strategy selection alone. Our results also inform work on 
dynamic capabilities. Discipline is often viewed as constraining, yet our findings indicate that consistent 
execution may enhance adaptability. By stabilizing routines and reducing unnecessary variability, disciplined 
firms free attention and coordination capacity for strategic adjustment. In this sense, discipline enables 
flexibility rather than restricting it. 

Finally, we contribute methodologically by combining independent third-party behavioral 
assessments with Bayesian quasi-experimental modeling. This design addresses concerns about common 
method bias and strengthens empirical claims about organizational capabilities. By quantifying the magnitude 
of execution effects and demonstrating their interaction with firm size, we clarify how disciplined execution 
amplifies the returns to strategic investment. Taken together, these contributions move disciplined execution 
from managerial rhetoric to a clearly defined, empirically supported organizational capability that explains 
why identical marketing strategies yield different performance outcomes. 

Managerial Implications 

Our research contributes to practice in several important ways. First, we identify the specific 
behaviors that underlie disciplined execution by examining multi-disciplinary sales and marketing teams 
operating across the firm. The five dimensions identified in this study, engagement, adoption, responsiveness, 
completeness, and tenacity, provide managers with a practical framework for evaluating the quality of 
strategy implementation. Rather than relying on general impressions of commitment or effort, managers can 
assess these dimensions directly and use them to diagnose where execution is breaking down. 

Second, our findings suggest that managers often overemphasize selecting new relationship 
marketing strategies while underinvesting in the behavioral conditions required to execute them well. The 
magnitude of the effects observed in this study indicates that disciplined execution accounts for a substantial 
portion of the gains associated with RM service strategy adoption. For the average firm in our sample, more 
than half of the increase in annual recurring revenue associated with implementing new RM service strategies 
was attributable to differences in execution discipline. Firms that neglect execution discipline may therefore 
leave meaningful revenue unrealized. 

Third, the results show that improving disciplined execution does not require major capital 
investment. Unlike new technology systems or structural reorganizations, disciplined execution is rooted in 
collective behavior, coordination, and follow-through. Underperformance in RM service strategy 
implementation efforts may stem less from technical limitations and more from inconsistent accountability, 
uneven adherence to processes, and weak reinforcement of standards. Managers seeking stronger returns 
should focus on reinforcing consistent routines, clarifying expectations across sales and service teams, and 
establishing mechanisms that promote responsiveness and sustained commitment. 

Fourth, disciplined execution becomes more valuable as organizational complexity increases. Larger 
firms face greater coordination demands and more variability in implementation. In these environments, 
disciplined execution serves as a stabilizing force that reduces inconsistency and aligns teams around shared 
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standards. Growth without disciplined execution may amplify variability and erode the intended benefits of 
new RM service strategies. 

Finally, because disciplined execution reflects embedded routines and shared norms, leadership 
practices related to hiring, onboarding, and team integration matter. Firms expanding through growth or 
acquisition should consider whether new personnel align with established execution standards and whether 
integration processes reinforce disciplined behaviors. Communication alone is not enough. Disciplined 
execution requires visible reinforcement of expectations, structured feedback, and sustained attention to 
follow-through. 

As a result of this research, the five dimensions of disciplined execution have been incorporated into 
the coaching curricula of the participating firms. Both corporate partners indicated that future RM service 
strategy implementation efforts will allocate greater time and attention to strengthening execution discipline 
within multi-disciplinary teams. By framing execution as a measurable and financially consequential 
organizational capability, this study provides managers with clear direction for improving the success of 
collaborative sales and marketing strategies.  

Limitations and Directions for Future Research 
This research benefits from a deep and well-validated investigation of the mechanisms of a single 

type of sales organization. While this provides valuable detail about the capabilities that drive 
competitiveness, it limits generalizability. The Bayesian multiple regression used in our study relies on 
performance data and independent assessments of routine discipline to evaluate the effects of disciplined 
execution, with the analytical model based on observations from 19 firms. As such, future studies would 
benefit from a larger sample and additional quantitative analysis exploring additional factors that may have an 
impact on disciplined execution, like technological intensity and product lifecycle. While ARR provides a 
focused and widely used measure of RM performance in financial advisory firms, it does not directly capture 
profitability. Firms implementing RM service strategies may incur costs associated with coaching, employee 
time commitments, and implementation efforts that are not reflected in ARR alone. Consequently, future 
research may benefit from examining the relationship between disciplined execution, revenue growth, and 
profitability outcomes simultaneously.  

As a guideline for scholars, generalizability of our findings can be tested by studying the use of 
adaptive and operational routines in other technically skilled sales and service contexts. For instance, a study 
of sales organizations in value-added reselling, common in the computer software and hardware industries, 
could provide a view of our hypotheses in a business-to-business context with greater technological 
dependence and shorter product lifecycles. In addition, future studies of disciplined execution in RM service 
strategies may choose to focus on the causes of friction in multi-disciplinary teams that can lead to a 
breakdown of discipline. Such research could also identify the antecedents of greater cohesion and 
effectiveness in sales and marketing teams. Understanding these cognitive and behavioral dimensions will 
help explain why certain teams are more engaged, committed, responsive, thorough, and resilient in executing 
RM service strategies. 



Lemken, Chullen, Rowe, Kros.  JLM 12(2) Pg 1 - 19 

Journal of Leadership and Management, Volume 12, Issue 2 Page 17 

Conclusion 
In this study, we examined why identical relationship marketing strategies often produce divergent 

performance outcomes across firms. Using a resource-based perspective, independent third-party assessments 
of disciplined execution, and Bayesian quasi-experimental modeling, we demonstrate that execution 
discipline materially shapes the returns to implementation of RM service strategies. Firms that adopted new 
RM service strategies increased ARR, but those that executed with higher levels of engagement, adoption, 
responsiveness, completeness, and tenacity realized substantially greater gains. More than half of the total 
improvement available to the average firm in our sample was attributable to disciplined execution rather than 
strategy adoption alone. These findings clarify that performance variability in RM service strategy 
implementation is not simply a function of strategic choice, but of how consistently and collectively strategy 
is enacted across the firm. By defining and quantifying disciplined execution as an organizational capability, 
this study reinforces the importance of the “O” dimension in the VRIO framework and highlights disciplined 
execution as a measurable, financially consequential driver of competitive advantage in relationship 
marketing. 
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Appendix A. Assessments of Advisory Firm Disciplined Execution Level 
 

(Cronbach’s alpha = 0.975, Eigenvalue = 4.55, construct accounts for 91% of variation) 

Using the questionnaire below, we surveyed the Account Service Executives (ASE) that delivered the 
coaching curriculum supporting the new RM service strategy to each firm in our study. The ASEs work 
for a third-party service provider and assist the firms’ financial advisors with RM service strategy 
implementation. For clarity and shared understanding, the ASEs were provided descriptions for each 
facet of disciplined execution included in the assessment. 

FOR ABC WEALTH ADVISORY INC.: 

Based on your observations and experience working with this financial advisory firm, use the scale 

provided to compare this firm to other financial advisory firms you have assisted in the practice 

management program.  

                                                                         Among the                                       Among the  

                                                                             lowest                   Average             highest 

Measurement items: 1 2 3 4 5 6 7 
Component 

 loading 

1. Engagement level in the practice 
management program 

       .955 

2. Full acceptance of recommended 
strategy and processes 

       .946 

3. Orchestration of team efforts in 
adjusting roles and work processes 

       .968 

4. Committing needed time and resources 
in adapting work processes 

       .953 

5. Tenacity and long-term commitment to 
implementing the strategy 

       .947 
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Abstract 
This paper introduces two new indices for measuring electoral performance at the sub-state level. We develop 
the Measure of Voter Enthusiasm (MVE) and the Voting Success Index (VSI). The MVE measures how well 
a party's candidate performs relative to its own registrants' turnout, using voters registered outside the two 
major parties — Libertarian, Green, and No Affiliation registrants, collectively termed “Other” — as the 
competitive benchmark. The VSI extends this by incorporating registration totals, capturing the degree to 
which a party’s vote total exceeds or falls short of its registration base relative to the full Other registration 
pool. We apply both indices to the 67 counties of Pennsylvania using data from the 2024 Presidential election, 
paired with socioeconomic data from the Census Bureau's American Community Survey. Correlation analysis 
and parsimonious OLS models reveal that Democratic index values (MVED, VSID) are strongly conditioned 
by county-level socioeconomic characteristics, particularly household income, poverty rates, educational 
attainment, and the proportion of foreign-born women. Republican index values, by contrast, show a weaker 
or no socioeconomic gradient. The VSIR is essentially uncorrelated with standard demographic predictors, 
suggesting that Republican voting success displayed comparatively little county-level socioeconomic 
variation. This asymmetry is consistent with a mobilization hypothesis grounded in the stability of partisan 
identification, where the indices are interpreted as county-level indicators of differential turnout and net 
Other-registrant capture rather than direct evidence of partisan crossover. Influence diagnostics confirm that 
the central findings are robust to the exclusion of individual influential counties, and the asymmetric 
socioeconomic structure of Democratic versus Republican mobilization is consistent with surge-and-decline 
theory, suggesting the VSIR null finding may reflect 2024 Republican surge conditions rather than a 
permanent structural feature. The indices are designed as diagnostic electoral-performance tools computable 
directly from publicly available registration and election data, with applications for both academic 
comparative research and practical campaign resource allocation. The findings have practical implications for 
campaign resource allocation and contribute a replicable measurement framework applicable to other closed-
primary states. 

KEYWORDS 
Voter mobilization, partisan turnout, election administration, campaign resource allocation, sub-national 

electoral analysis. 
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Introduction 
Pennsylvania was among the most consequential states in the 2024 Presidential election. PA’s 67 counties 
span a wide range of socioeconomic and demographic contexts — from dense, diverse urban centers to 
sparsely populated rural communities — making it a valuable setting for examining sub-state variation in 
electoral performance. This paper uses county-level voter registration, turnout, and election results from the 
2024 Presidential contest, combined with socioeconomic data from the Census Bureau's American 
Community Survey, to examine county-level electoral-performance patterns across Pennsylvania. To 
accomplish this task, we introduce two new indices to measure a party's appeal beyond its registered base: the 
Measure of Voter Enthusiasm (MVE) and the Voting Success Index (VSI). 

A common technique in political science is the creation of a model predicting individual vote choice using 
socio-demographic variables, where the dependent variable is respondents’ vote choice (estimated via logistic 
or probit regression) and the independent variables are socioeconomic, political party, ideological, and policy-
level characteristics. Scholars often use the American National Election Studies (2025) data for these 
individual-level models. An approach like this identifies which voter subgroups support specific candidates, 
and the results can be aggregated to describe group-level patterns. The socioeconomic variables used in the 
present analysis were selected based on initial post-election analysis of the 2024 results, which indicated that 
rural residents, young males, and those without a college degree were among the demographic groups that 
most heavily favored Trump (Sanders, 2024). 

Existing research consistently finds that voter crossover is rare (Lewis-Beck & Martini, 2020; Skocpol & 
Fiorina, 1999). A very high percentage of party registrants vote for their registered party (Green, Palmquist, & 
Schickler, 2002). Partisanship, measured on the standard seven-point scale from strong Democrat to strong 
Republican (Elliott, 2023), functions as a stable social identity rather than a running evaluation of candidates 
or policies, and has historically been one of the best predictors of vote choice. While the proportion of voters 
who identify as “independent” appears large, most of these independents lean toward one party and vote 
nearly as reliably as weak partisans (Keith, Magleby, Nelson, Orr, Westlye, & Wolfinger, 1992). Only pure 
independents — those with no partisan lean — genuinely shift between parties in each election, and they 
constitute roughly 7 to 10 percent of the electorate and are also the least likely to turn out (Green et al., 2002). 
However, Dalton (2008) distinguishes between apolitical independents, who are disengaged from electoral 
politics, and apartisan citizens, who are politically informed and issue-oriented but deliberately unattached to 
either party. The latter group constitutes the genuinely competitive pool the MVE and VSI are designed to 
capture — voters whose ballots are available to either party and who are engaged enough to actually turn out. 
The implication is that winning elections is fundamentally about which party mobilizes its base more 
effectively and captures this competitive pool of genuinely unattached voters, rather than persuading partisans 
to cross over (Keith et al., 1992; Petrocik, 1981; Rosenstone & Hansen, 1993). 

This mobilization hypothesis is central to the interpretation of the indices proposed in this paper. When MVE 
or VSI values vary across counties, the variation most likely reflects differences in partisan turnout rates and 
each party's success at attracting voters registered as “Other” — not systematic defection by registered 
Democrats or Republicans. This framing is consistent with the broader literature on partisan stability while 
allowing for the influence of economic perceptions at the margin. Lewis-Beck & Martini (2020) find that 
objective economic perceptions have a substantive impact on support for incumbent candidates, though this 
effect is attenuated when controlling for partisanship. However, a growing body of research suggests that 
economic perceptions are themselves shaped by partisan identity. Bartels (2002) demonstrates that partisans 
evaluate identical economic conditions differently depending on which party holds the presidency, and Evans 
& Andersen (2006) present evidence that the dominant causal direction runs from partisanship to economic 
perception rather than the reverse. If voters perceive the economy through a partisan lens, then even the 
economic voting channel reinforces existing loyalties rather than driving crossover. This dynamic is likely 
amplified in an era of increased polarization, media atomization, and the evolving information landscape 
(Kavanagh & Rich, 2018).  Similarly, Green & McElwee (2019) find that racial attitudes explain substantial 
variation in white voter support for Trump, with economic distress adding explanatory power after controlling 
for those attitudes. However, racial attitudes themselves are strongly sorted along partisan lines (Tesler, 
2016), reinforcing the view that these factors operate within rather than across partisan boundaries. This 
loyalty is further entrenched by affective polarization, in which partisan identity functions as a viscerally 
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charged identity that amplifies in-group cohesion and out-group hostility, independent of policy disagreement, 
effectively insulating partisan voters from cross-cutting appeals (Mason, 2018; Kalmoe & Mason, 2022). 

Unlike the standard individual-level models, this paper uses aggregate county-level data to examine group-
level patterns. Therefore, it is important to acknowledge the risk of the ecological fallacy, which highlights 
the difficulty of generalizing individual voters from aggregated data (Subramanian, Jones, Kaddour, & 
Krieger, 2009). We do not claim to identify individual-level vote switching or the likelihood of individuals' 
voting propensities. Rather, the indices describe county-level mobilization patterns, and the socioeconomic 
correlates identify counties where each party’s index values indicate stronger or weaker electoral performance 
relative to its registration base. General trends at the aggregate level remain useful for understanding and 
analyzing election outcomes, particularly for the practical purpose of informing campaign resource allocation.  

The indices are designed to serve two complementary purposes. Academically, they provide a replicable 
measurement framework for examining sub-state variation in partisan mobilization that can be applied across 
election cycles and closed-primary states, enabling comparative research into when and where mobilization 
asymmetries emerge. Practically, they function as post-election diagnostic tools: a positive MVE or VSI in a 
given county indicates that a party's candidate outperformed what its registration base alone would predict, 
while a negative value flags a mobilization deficit — either insufficient base turnout, failure to capture Other-
registrant votes, or both. Campaign organizations can use these diagnostics to identify counties where 
marginal investments in turnout operations are most likely to matter and to assess whether underperformance 
reflects structural disadvantage or addressable mobilization gaps. Both uses depend on the same core 
property: that the indices decompose electoral performance into constituent parts rather than collapsing it into 
a single vote share. 

The paper proceeds as follows. The next section reviews existing voting indices in the political science 
literature. We then present the MVE and VSI indices and describe their construction. The data and descriptive 
statistics for all 67 Pennsylvania counties are presented below. We present a correlation analysis examining 
the bivariate relationships between the indices and socioeconomic characteristics, followed by parsimonious 
OLS regression models that confirm these patterns in a multivariate context. We conclude with a discussion 
of findings, limitations, and directions for future research. 

Reviewing Current Indexes 
Having established the theoretical basis for interpreting electoral performance as a function of mobilization 
rather than crossover, we turn to existing measures of voting and party success in the political science 
literature. Several indices address related dimensions of electoral performance, though none capture precisely 
what the MVE and VSI are designed to measure. 

In the political science literature, voting success is often used as a measure of party cohesion in legislatures or 
as a legislative effectiveness score. These scores often gauge ideological cohesion in Congress and reflect 
polarization. For example, in a non-majoritarian system, Gallagher (1991) measures proportional 
representation in terms of seat share. In the United States, with single-member plurality, which results in a 
two-party system based on Duverger’s Law (Golosov, 2024), Gallagher’s measure doesn’t often work.  

Measures of legislative ideology, such as DW-NOMINATE scores (Poole & Rosenthal, 1985; McCarty, 
Poole, & Rosenthal, 2006), offer a rigorous method for tracking ideological polarization among elected 
officials over time, but they capture elite behavior after electoral outcomes rather than the voter mobilization 
dynamics that produce those outcomes in the first place. 

Measures like incumbent party approval are sometimes used. Some of the presidential election prediction 
models use very basic regressions that include trial heat polling for the incumbent, economic growth, and the 
convention bump to predict the popular vote. Campbell's (2008) model, for instance, uses trial heat polling to 
predict the incumbent's popular vote percentage with good accuracy over time. In the past, measures of party 
effectiveness, such as indices of “party vigor” (Key, 1949), based on local competitiveness, organization, and 
voter participation, were employed, but they are less used today.  
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The Cook Partisan Voting Index 
The Cook Partisan Voting Index (Cook PVI), first introduced in 1997, measures how each state and 
congressional district performs at the presidential level compared to the nation as a whole (Cook Political 
Report). The index is displayed as a letter-plus-number combination (e.g., D+5 or R+12), with the letter 
indicating the party that outperformed and the number showing the margin above the national average. The 
Cook PVI can be applied at the local level and has been found to be a strong predictor of vote choice 
regardless of controls. Paul et al. (2022) use the index to examine 16 health outcomes for U.S. children, 
finding that Democratic-leaning states had better median outcomes across all 16 measures. 

While the Cook PVI is a useful heuristic for describing district-level partisan lean, it differs from the MVE 
and VSI in three important respects. First, the Cook PVI benchmarks performance against a national average 
across two election cycles, making it a measure of relative partisan geography rather than within-election 
mobilization. Second, it does not decompose performance into its constituent parts — turnout of the 
registered base versus capture of Other-registered voters — which is precisely the distinction the MVE and 
VSI are designed to make. Third, because the Cook PVI is anchored to presidential vote share rather than 
voter registration, it cannot distinguish between a strong performance driven by exceptional base turnout and 
one driven by Other-voter capture. The MVE and VSI, by contrast, operate within a single election and 
measure electoral outcomes directly against the registration base, allowing researchers and practitioners to 
identify why a party overperformed or underperformed in each county rather than simply that it did.  

The Partisan Turnout Rate 

Gimpel & Schuknecht (2003) propose a Partisan Turnout Rate aimed at measuring impediments to voting: 

Partisan Turnout Rate =
Votes cast for party i

Registered voters for party i
 

Their dependent variable is the percentage of registered voters who cast ballots in the 2000 presidential 
election in each precinct. This index shares some features with the indices we propose, though it does not 
isolate the Other-voter capture component. 

The Turnout Overperformance Index 

Biggers & Hanmer (2017) use a Turnout Overperformance Index: 

Turnout Overperformance =
Votes for party i − Registered party i voters

Total registered voters
 

They employ this measure to examine the effects of voter identification laws, finding that the propensity to 
adopt such laws is greatest when control of the governor's office and legislature switches to Republicans, and 
that this likelihood increases as the size of Black and Latino populations in the state expands. While 
structurally similar to the VSI in using total party registration rather than turnout in the numerator, the 
Turnout Overperformance Index normalizes against total registered voters rather than the Other-registrant 
pool, conflating what is the theoretical competitive electorate with the full registration base and obscuring the 
theoretically distinct contribution of unaffiliated and minor-party voters to each party's electoral outcome. 

Temporal Indices of Turnout and Vote Share 

Several indices measure electoral effectiveness across time rather than within a single election. Fraga (2018) 
uses a Turnout Change Index comparing current and previous election turnout. Sides, Tesler, & Vavreck 
(2018) use a Change in Partisan Vote Share comparing a party's vote share across consecutive elections. 
Berinsky (2005) uses a Voting Rate index measuring the effectiveness of early voting mobilization by party. 
These temporal indices capture important dynamics but require multi-election data and do not decompose 
within-election mobilization patterns. 

Specifically, Fraga (2018) uses a Turnout Change Index, 

Turnout change =
Turnout in current election

Turnout in previous election
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Sides et al. (2018) use an index called Change in Partisan Vote Share, 

Change in partisan vote share =
Vote share for party i in current election

Vote share for party i in previous election
 

Berinsky (2005) uses a Voting Rate index to measure a party's effectiveness in mobilizing early voting. 

Voting rate =
Early votes cast for party i

Registered voters for party i
 

 

Some studies examine election result swings in a polarized landscape (Shaw, 2012), and others use district-
level socio-demographic data and partisanship measures (Levendusky, Pope, & Jackman, 2008). Levendusky 
et al. note a significant concern with this approach: 

“A measure of district partisanship that relied solely on demographic characteristics of the district suffers 
from an obvious threat to validity. Demographic attributes are generally considered antecedents of 

partisanship, rather than indicators of it. So, while demographic characteristics may correlate highly with 
one another and would appear to measure something about districts, there is no guarantee that 
demographic characteristics alone would permit us to locate congressional districts on a partisan 

continuum.” (pp. 736) 

This concern is well-taken. The present paper does not attempt to infer county-level partisanship from 
demographics. Rather, we propose indices that directly measure observable electoral outcomes — the gap 
between a party's vote total and its registration base — and then ask which socioeconomic characteristics are 
associated with variation in those outcomes. The question is practical: in a world of limited resources where 
the precise vote of each individual is unknown, can we identify county-level patterns in mobilization and 
independent capture that would inform campaign strategy? The MVE and VSI indices are designed to answer 
that question. Unlike the Cook PVI, they decompose performance relative to registration rather than 
comparing it to a national baseline. Unlike the temporal indices, they operate within a single election. And 
unlike purely demographic approaches, they measure an electoral outcome directly rather than inferring 
partisanship from covariates. 

The distinctions outlined above are not merely technical. Each existing index embeds a theoretical choice 
about what constitutes the relevant competitive electorate — the national average, the prior election baseline, 
or the full registration pool — and that choice shapes what the index can and cannot reveal about 
mobilization. Table 1 summarizes these distinctions and positions the MVE and VSI relative to the existing 
landscape. 
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Table 1. Comparison of Existing and Proposed Electoral Performance Indices 

Index What It Measures Key Assumption Unique Analytical 

Leverage 

Cook Partisan Voting 

Index (PVI) 

Partisan lean relative to 
the national average, 
averaged across two 
presidential elections 

National average vote share 
is the appropriate 
benchmark; partisan 
geography is stable across 
cycles 

Identifies structurally partisan 
districts; strong predictor of vote 
choice; does not decompose 
within-election mobilization 

Partisan Turnout Rate 
(Gimpel & 
Schuknecht, 2003) 

Share of registered 
party-i voters who cast 
ballots 

Registered partisans are the 
relevant electorate; turnout 
is the primary mobilization 
signal 

Captures base mobilization rate; 
does not isolate Other-voter 
capture 

Turnout 

Overperformance 

Index (Biggers & 
Hanmer, 2017) 

Net votes for party-i 
beyond its registration 
base, normalized against 
total registered voters 

Total registration is the 
appropriate denominator 

Captures net over- or 
underperformance; conflates 
Other-voter contribution with base 
turnout effects 

Temporal Indices 

(Fraga, 2018; Sides et 
al., 2018) 

Change in turnout or 
vote share across 
consecutive elections 

The prior election is the 
appropriate baseline 

Captures electoral trends over 
time; requires multi-election data; 
cannot decompose within-election 
patterns 

Measure of Voter 

Enthusiasm (MVE) 
(proposed here) 

Net votes beyond party-i 
registrant turnout, 
normalized against 
Other-registrant turnout 

The competitive electorate 
consists of unaffiliated and 
minor-party voters; 
registered partisan defection 
is negligible 

Isolates Other-voter capture 
within a single election; separable 
from base turnout effects 

Voting Success Index 

(VSI) (proposed here) 
Net vote performance 
relative to party-i 
registration base, 
normalized against 
Other-registrant 
registration 

The competitive electorate 
consists of unaffiliated and 
minor-party voters; partisan 
crossover is negligible 

Captures registered base 
mobilization and Other-voter 
capture simultaneously; enables 
within-election asymmetric 
partisan comparison 

 

The Indices 
Before formally presenting the indices, we clarify their conceptual status. The Measure of Voter 
Enthusiasm and the Voting Success Index are diagnostic electoral-performance measures — arithmetic 
functions of publicly available registration, turnout, and vote totals — rather than direct measures of 
psychological motivation or voter affect. We use “enthusiasm” as a shorthand for a party's mobilization 
performance relative to its registration base. That is the degree to which a party's candidate attracted votes 
beyond what its own registrants' turnout would predict, benchmarked against the unaffiliated and minor-
party registrant pool. This framing is intentional. Because the indices are constructed from aggregate 
county-level data, they cannot establish individual-level psychological states; they can only determine 
whether a party's electoral outcome exceeded, matched, or fell short of what its registration base and 
turnout would mechanically imply. Index variation across counties, therefore, is interpreted as evidence of 
differences in electoral performance relative to base-turnout and Other-registrant benchmarks — the two 
observable electoral processes the mobilization hypothesis identifies as the primary determinants of 
election outcomes — rather than unmeasured differences in voter motivation. The denominator is 
restricted to Other-registrant ballots rather than all non-party-i ballots, reflecting the theoretical 
assumption, supported by the partisan stability literature, that the genuinely competitive electorate 
consists of unaffiliated and minor-party voters rather than registered partisans who might cross over. This 
assumption is empirically grounded in the 2024 Pennsylvania context, as third-party and independent 
candidates received approximately 0.97% of total votes statewide, confirming that Other-registrant ballots 
flowed overwhelmingly to the two major-party candidates (Pennsylvania Department of State, 2024). 
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To measure county-level electoral-performance patterns associated with socioeconomic context, we 
propose two indices with slightly different aims. One is the Measure of Voter Enthusiasm (MVE), the 
other is the Voting Success Index (VSI). The Measure of Voter Enthusiasm (MVE) is calculated as 
follows: 

 

MVE =
Votes cast for party i − registered party i ballots cast

Registered Others ballots cast 
 

  

The index is positive if a party's candidate receives more votes than the number of registered voters in 
that party who cast ballots, consistent, under the low-crossover assumption, with net vote support beyond 
the party’s own registrant turnout. A negative MVE value indicates net underperformance relative to the 
party’s own registrant turnout. A value greater than 1 indicates that the party’s net vote surplus beyond its 
own registrant turnout exceeds the number of Other ballots cast — an upper bound that flags 
exceptionally strong performance among unaffiliated and minor-party voters. The denominator is 
restricted to Other ballots cast rather than all non-party-i ballots cast, reflecting the theoretical 
assumption, grounded in the partisan stability literature, that registered partisans rarely defect to the 
opposing party (Green, Palmquist, & Schickler, 2002; Keith et al., 1992). Under conditions of high 
partisan polarization — such as the 2024 Presidential contest — this assumption is particularly well-
supported, as partisan defection rates have been documented at historically low levels in recent election 
cycles (Bartels, 2000). The genuinely competitive pool consists of unaffiliated and minor-party 
registrants. An additional assumption, consistent with the 2024 Presidential election results, is that 
independent and third-party candidates received a negligible percentage of total votes. 

As the data will show, the MVE calculated for Republicans across different geographic units tends to 
have a strong negative correlation with the MVE calculated for Democrats, since net positive swings in 
independent votes in one party's direction must be offset by negative swings in the other direction. 

The main limitation of the MVE is that it does not incorporate turnout, as it measures only ballots cast. 
Differential turnout rates between parties can cause the index to omit important information. Consider 
two counties with identical registration splits and identical vote shares. If one county had 90% Republican 
turnout and 70% Democratic turnout, while the other had equal turnout from both parties, MVE would 
not capture this difference. 

For this reason, we also propose the Voting Success Index (VSI), which incorporates registration, turnout, 
and Other-voter capture: 

 

VSI =
Votes cast for party i − Reg.  voters for party i

Registered voters for Other 
 

 

Note the key difference in the numerator. MVE subtracts registered party i ballots cast (turnout), while 
VSI subtracts total registered party i voters (registration). This means the VSI numerator can be 
decomposed into two components: (1) votes gained from Other-registered voters, minus (2) registered 
party i voters who did not turn out. Larger VSI values are therefore indicative of two factors operating 
simultaneously: greater turnout among party i's registrants, and a greater number of Other-registrant votes 
flowing to party i's candidate. 

Because the VSI incorporates differential turnout by using total registered Other voters in the 
denominator rather than Other ballots cast, the correlation between VSID and VSIR is expected to be 
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weaker than that between MVED and MVER. The data confirm this: in the PA county-level analysis, the 
MVED-MVER correlation is −0.84, while the VSID-VSIR correlation is −0.71. 

In the 2024 Pennsylvania Presidential election, third-party and independent candidates received a 
combined 67,856 votes — 33,318 for Libertarian candidate Chase Oliver and 34,538 for Green Party 
candidate Jill Stein — representing approximately 0.97% of total votes cast statewide (Pennsylvania 
Department of State, 2024). This confirms that Other-registrant ballots flowed overwhelmingly to the two 
major-party candidates and that the negligible-third-party assumption holds empirically in this context. 

Interpreted through the mobilization hypothesis, both indices primarily capture each party's mobilization 
effectiveness rather than genuine partisan conversion. The MVE approximates net performance relative to 
the Other-ballot benchmark. The VSI adds a turnout dimension, penalizing parties whose registrants 
stayed home and rewarding those whose registrants showed up. Together, the two measures provide a 
more complete picture of each party's electoral performance relative to its registration base. 

The following sections apply both indices to the 67 counties of Pennsylvania using data from the 2024 
Presidential election. 

Data and Descriptive Statistics 
The data used in this analysis covers all 67 counties of Pennsylvania. Election data — including voter 
registration by party affiliation, turnout by party, and presidential vote totals — are drawn from the 
certified 2024 general election results published by the Pennsylvania Department of State (DoS). All 
voters not registered as Democrat or Republican are aggregated into the category Other (O), which 
includes Libertarian, Green, No Affiliation, and all remaining minor party registrations, consistent with 
PA DoS party code classifications. The four voting indices are computed directly from these county-level 
registration and turnout figures using the formulas specified in the preceding section; no imputation or 
estimation is required, as all component values are reported at the county level in the PA DoS files. 
Socioeconomic and demographic variables are drawn from the U.S. Census Bureau’s 2023 five-year 
American Community Survey (ACS) estimates. We use the 2023 five-year ACS because it was the 
vintage used when the dataset was constructed, and because five-year ACS estimates provide stable 
county-level coverage across all 67 Pennsylvania counties. Using this fixed ACS vintage preserves 
temporal consistency across counties and allows the election indices to be reproduced from a single, 
clearly specified data release. Counties are matched across datasets on FIPS code. All data sources are 
publicly available, and the indices can be reproduced directly from the PA DoS election files and ACS 
summary tables without proprietary data or special access. 

Variable Selection 

The selection of socioeconomic variables was guided by post-election analysis of the 2024 Presidential 
results. Exit polling and early demographic breakdowns indicated that income, educational attainment, 
age, gender composition, population density, and poverty were among the strongest correlates of vote 
choice (Sanders, 2024; Brownstein, 2025). We supplement these with variables capturing labor force 
participation, marital status, county land area, and the proportion of foreign-born women aged 15 to 50 — 
the latter serving as a proxy for immigrant community presence in each county. Counties with larger 
immigrant populations have historically been targets of intensive Democratic organizing efforts in 
Pennsylvania, and the variable captures exposure to communities where Democratic mobilization 
investment has been concentrated; its inclusion therefore reflects both a demographic signal and a 
theoretically grounded mobilization predictor. 

Table 2 presents descriptive statistics for the four index values and 14 socioeconomic variables across all 
67 Pennsylvania counties. The counties vary considerably. Median household income ranges from 
$47,681 to $123,041; the share of adults with a bachelor's degree or higher ranges from 11.3% to 56.6%; 
and population density ranges from 11 to 11,800 persons per square mile. The four indices also exhibit 
substantial variation. MVED ranges from −1.11 to 1.36, with a mean of 0.29, indicating that, on average 
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across PA counties, Democratic candidates attracted modestly more votes than the number of registered 
Democratic ballots cast. MVER ranges from −0.02 to 1.94, with a mean of 0.66, reflecting the strong 
Republican mobilization advantage statewide in 2024. VSID ranges from −1.38 to 0.47, with a mean of 
−0.15, while VSIR ranges from −0.53 to 0.46, with a mean of −0.06, near zero. 

Table 2. Descriptive Statistics for Dependent and Independent Variables (N = 67 PA Counties) 

Variable Description Mean Median SD Min Max 

Dependent Variables 
MVED MVE Index, Democrats 0.290 0.367 0.390 -1.111 1.364 
MVER MVE Index, Republicans 0.662 0.579 0.375 -0.017 1.941 
VSID VSI Index, Democrats -0.154 -0.130 0.351 -1.381 0.466 
VSIR VSI Index, Republicans -0.057 -0.088 0.234 -0.529 0.459 

Economic Variables 
Median HH 
Income 

Median household income ($) 69,614 64,758 13,648 47,681 123,041 

Mean HH 
Income 

Mean household income ($) 90,829 83,918 19,178 59,531 165,377 

% Below 
Poverty 

% population below poverty level 11.71 11.70 2.900 5.900 22.00 

Demographic Variables 
% BA Degree+ % pop. 25+ with bachelor's or 

higher 
25.80 23.30 9.360 11.30 56.60 

% Male 20–44 % population male age 20–44 15.38 15.00 2.990 11.10 35.30 
Median Age Median age (years) 43.69 43.70 3.700 33.80 56.10 
Sex Ratio Males per 100 females 102.7 99.30 18.33 90.00 244.4 
% Now Married % pop. 15+ currently married 49.86 50.40 4.860 31.20 56.10 

Geographic Variables 
Pop. Density Population per square mile 481.0 139.0 1488.8 11.00 11,800 
Area (sq mi) County land area (square miles) 667.8 653.2 270.6 130.2 1228.6 
Total Pop. Total county population 193,829 83,213 279,710 4475.0 1,582,432 

Labor Market Variables 
LFPR (20–64) Labor force participation rate, 20–

64 
75.72 76.40 6.830 34.30 83.90 

Emp/Pop Ratio Employment-population ratio, 20–
64 

72.07 72.60 6.610 33.20 80.90 

Other Variables 
% Women 
Foreign Born 

% women 15–50 foreign born 5.440 3.000 5.430 0.500 22.80 

Note. Data sources: Pennsylvania Department of State (voter registration and election data); U.S. Census Bureau, American 

Community Survey 2023 5-year estimates (socioeconomic variables). MVE = Measure of Voter Enthusiasm; VSI = Voting 

Success Index; D = Democrats; R = Republicans.
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Correlation Analysis 

Before estimating regression models, we examine bivariate Pearson correlations between all 
socioeconomic variables and the four indices. Table 3 and Figure 1 present these results. This bivariate 
examination constitutes a theory-informed variable selection step rather than hypothesis testing; given N 
= 67 and the resulting constraints on degrees of freedom, it is standard practice in small-N observational 
research to use bivariate screening to identify candidate predictors before estimating parsimonious 
multivariate models. 

Table 3. Bivariate Pearson Correlations Between Socioeconomic Variables and Voting Indices (N = 67) 

Variable MVED MVER VSID VSIR 

Panel A: Socioeconomic Predictors 

Median HH Income .509*** –.453*** .480*** –.009 

Mean HH Income .513*** –.467*** .449*** .021 

% Below Poverty –.388*** .307** –.542*** .115 

% BA Degree+ .444*** –.412*** .299** .170 

% Male 20–44 .118 –.083 .048 .069 

Median Age –.356*** .271** –.127 –.014 

Sex Ratio (M/F) –.019 .021 .060 –.037 

% Now Married .108 –.046 .326*** –.259** 

Pop. Density .112 –.123 –.212* .124 

Area (sq mi) –.056 .199 .022 –.030 

Total Pop. .255** –.182 –.070 .217* 

LFPR (20–64) .194 –.171 .135 .047 

Emp/Pop Ratio .243** –.193 .199 .009 

% Women Foreign Born .400*** –.442*** .196 .093 

Panel B: Index Intercorrelations 

MVED — –.843*** .898*** –.643*** 

MVER –.843*** — –.850*** .671*** 

VSID .898*** –.850*** — –.706*** 

VSIR –.643*** .671*** –.706*** — 

Note. MVED = Measure of Voter Enthusiasm, Democrats; MVER = Measure of Voter Enthusiasm, Republicans; VSID = 
Voting Success Index, Democrats; VSIR = Voting Success Index, Republicans. Em dash (—) indicates a diagonal. 
Leading zeros suppressed per APA convention. 

*p < .10.  **p < .05.  ***p < .01. 
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Figure 1. Bivariate Correlations Between Socioeconomic Predictors and Voting Indices Across 67 Pennsylvania Counties, 2024 

Presidential Election 

Several patterns are immediately apparent. The Democratic indices (MVED, VSID) show strong, 
consistent correlations with income and economic distress variables. Median household income is 
positively correlated with both MVED (r = 0.51, p < 0.01) and VSID (r = 0.48, p < 0.01), while the 
poverty rate is negatively correlated with VSID (r = −0.54, p < 0.01), the single strongest bivariate 
relationship in the matrix. Educational attainment follows a similar pattern, with the share of adults with a 
bachelor's degree correlating at r = 0.44 with MVED, and r = 0.30 with VSID. Median age is negatively 
associated with MVED (r = −0.36, p < 0.01), consistent with the generational dimension of the 2024 
electorate. The proportion of foreign-born women shows a notable asymmetry, correlating positively with 
MVED (r = 0.40) but negatively with MVER (r = −0.44), both significant at p < 0.01. 

The Republican indices tell a different story. MVER largely mirrors MVED in the opposite direction, as 
expected given the strong negative correlation between the two (r = −0.84). However, VSIR — the 
Republican Voting Success Index — shows remarkably weak correlations with nearly all socioeconomic 
variables. Its strongest bivariate correlate is the share of the population currently married (r = −.26, p < 
.05), and only one other variable — total population (r = .22, p < .10) — reaches even marginal 
significance. This pattern is consistent with the mobilization hypothesis, as VSIR displays comparatively 
little socioeconomic variation across counties, while Democratic index values are more strongly 
associated with county-level socioeconomic characteristics. 

Collinearity Among Predictors 
The correlation matrix also reveals substantial collinearity among the independent variables themselves, 
which must be addressed before multivariate modeling. Median and mean household income are 
correlated at r = .98. The labor force participation rate and employment-to-population ratio correlate at r = 
.99. Educational attainment correlates with mean household income at r = .87 and with median household 
income at r = .80. The poverty rate correlates with median income at r = −.71. These collinear pairs 
cannot appear in the same regression model without inflating standard errors and destabilizing coefficient 
estimates. The regression specifications described in the following section are designed to avoid these 
pairings while retaining theoretically motivated predictors from each substantive domain.  
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DV Intercorrelations 

Panel B of Table 3 reports the intercorrelations among the four indices themselves. MVED and MVER 
correlate at r = −.84, and VSID and VSIR at r = −.71 — both strongly negative, as the index construction 
implies. MVED and VSID correlate at r = .90, indicating that the two Democratic indices capture 
substantially overlapping variation despite their different treatment of turnout. The corresponding 
Republican correlation (MVER-VSIR) is r = .67, somewhat weaker, reflecting the fact that the turnout 
component introduces more independent variation on the Republican side. Figure 2 illustrates this 
relationship, highlighting Philadelphia's anomalous position — high MVED but deeply negative VSID — 
consistent with strong Other-voter capture offset by insufficient Democratic registrant turnout 

 
Figure 2. Bivariate Relationship Between MVED and VSID Across 67 Pennsylvania Counties, 2024 Presidential Election 

Voting Results, MVE and VSI Descriptive Analysis 
Table 4 presents index values and key socioeconomic characteristics for a selection of illustrative 
counties, spanning the full range of Democratic mobilization outcomes observed across the state. 
Lancaster County presents the highest MVED in the sample (1.364), reflecting strong Democratic 
candidate performance among Other-registered voters, consistent with the broader suburban realignment 
that characterized southeastern Pennsylvania's competitive counties in 2024. Note that because of political 
registration numbers, even with an MVED greater than one, which implies that some Republican voters 
voted for the Democratic candidate, the Republican candidate still received more votes than the 
Democratic candidate. 
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MVE Indices 

The top row of Figure 3 displays the MVE indices. The MVED panel (top left) shows a clear geographic 
gradient. The southeastern suburban counties — Lancaster, Chester, Montgomery, Delaware, and Bucks 
— display the warmest tones, indicating that Democratic candidates in these areas attracted substantially 
more votes than the number of registered Democrats who cast ballots. Philadelphia, despite its large 
Democratic registration base, shows a moderately positive MVED rather than an extreme value, reflecting 
the fact that MVE measures performance relative to Other ballots cast rather than absolute vote totals. 
Centre County, home to Penn State University, also shows a positive MVED, likely reflecting 
mobilization effects associated with a large university population.  

The western and southwestern counties — Greene, Fayette, Washington, Beaver, and Lawrence — 
display negative MVED values, indicating that the Democratic candidate underperformed relative to 
registered Democratic turnout in these areas, consistent with either lower Democratic base turnout or 
Other-registrant support flowing to the Republican party. These are historically Democratic-registration 
counties that have shifted substantially rightward in recent election cycles, and the negative MVED 
values quantify the extent of that shift among voters who actually turned out. For example, in Fayette 
County, in 1952 the Democratic Presidential candidate received 61% of the votes, while in 2024 received 
33% of the votes. 

The MVER panel (top right) presents a near-perfect mirror image, consistent with the r = −.84 
intercorrelation between the two indices. Counties with high MVED show low MVER and vice versa. 
Greene and Fayette display the highest Republican mobilization performance relative to the Other-
registrant pool, while the southeastern suburbs and Philadelphia show the lowest. Mirroring is expected 
from the index construction, as net gains for one party among Other voters must come at the expense of 
the other party. 

Table 4. Voting Indices and Socioeconomic Characteristics for Selected Pennsylvania Counties, 2024 Presidential Election 

 MVED MVER VSID VSIR Median 

HH 

Income 

% 

Poverty 
% 

BA+ 
% 

Foreign 

Born 

Women 

Median 

Age 
Pop. 

Density 

Lancaster 1.364 0.975 0.249 -0.214 $83,703 8.7 31.0 8.5 39.1 588 

Chester 0.874 0.067 0.466 -0.157 $123,041 5.9 56.6 15.2 40.7 721 

Montgomery 0.746 0.191 0.255 -0.064 $111,521 6.5 52.3 16.1 41.1 1,783 

Centre 0.710 0.251 0.198 -0.088 $72,748 16.9 46.5 12.9 33.8 142 

Allegheny 0.401 0.666 -0.352 0.196 $76,393 11.2 44.8 8.9 40.6 1,699 

Erie 0.371 0.579 -0.258 0.008 $61,476 15.4 29.6 5.8 40.1 337 

Philadelphia 0.296 0.620 -0.966 0.142 $60,698 22.0 34.6 18.5 35.1 11,800 

Luzerne -0.058 1.119 -0.685 0.161 $62,321 15.4 25.0 15.1 42.1 366 

Fayette -0.806 1.779 -1.210 0.459 $56,093 17.4 18.9 1.1 45.4 161 

Greene -1.111 1.941 -1.381 0.367 $66,870 12.5 21.1 0.9 43.0 61 

Note. Selected counties representing high Democratic performance (Chester, Montgomery, Lancaster), large urban centers (Philadelphia, 
Allegheny), swing counties (Erie, Luzerne), and historically Democratic counties with strong Republican shift (Fayette, Greene).  
MVED = Measure of Voter Enthusiasm, Democrats; MVER = Measure of Voter Enthusiasm, Republicans; VSID = Voting Success Index, 
Democrats; VSIR = Voting Success Index, Republicans. % BA+ = percentage of adults 25+ with bachelor's degree or higher. % Foreign Born 
Women = percentage of women aged 15–50 who are foreign born. Pop. Density = persons per square mile.  
Socioeconomic data from U.S. Census Bureau, American Community Survey 2023 5-year estimates. 
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Figure 3. County-Level Voting Indices Across 67 Pennsylvania Counties, 2024 Presidential Election. Top row: Measure of Voter Enthusiasm (MVE) for Democrats (left) and 

Republicans (right). Bottom row: Voting Success Index (VSI) for Democrats (left) and Republicans (right). Pink/magenta indicates positive index values; green indicates negative 

values. Note the compressed scale on the VSIR panel (bottom right), reflecting the narrow range and lack of spatial variation in Republican voting success. 
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VSI Indices 

The bottom row displays the VSI indices, which incorporate turnout and Other-voter capture. The 
VSID panel (bottom left) shows a spatial pattern similar to MVED but with some notable differences. 
The southeastern suburban cluster remains positive, and the western counties remain negative. 
However, the overall distribution is shifted downward — the mean VSID is −.15, compared to a 
mean MVED of .29 — reflecting the fact that VSI penalizes parties whose registrants fail to turn out. 
Counties with high Democratic registration but lagging Democratic turnout show lower VSID values 
than their MVED values would suggest. Philadelphia is a clear example. Its MVED is moderately 
positive, but its VSID is negative, indicating that despite strong Other-vote capture, insufficient 
Democratic turnout dragged down overall Democratic voting success. 

The VSIR panel (bottom right) is the most striking of the four. Unlike the other three panels, which 
display clear spatial gradients, VSIR shows no discernible geographic pattern. The color scale is 
compressed (ranging only from approximately −.53 to .46, compared to the wider ranges on the other 
panels), and the distribution of colors across the map appears essentially random with respect to the 
urban-rural, east-west, and income gradients visible in the other three panels. This visual impression 
confirms the statistical finding from the correlation analysis. Republican VSIR values were not 
concentrated in any particular county type and displayed comparatively little observable geographic 
or socioeconomic clustering. This is consistent with the mobilization hypothesis. At the county level, 
Republican voting success showed comparatively little association with socioeconomic structure, 
whereas Democratic index values were more strongly associated with county-level socioeconomic 
characteristics. 

Methodology and Results 
The analytic approach proceeds in two stages. The first, presented in the preceding sections, examines 
bivariate correlations between the four voting indices and 14 socioeconomic variables to identify the 
strongest and most theoretically relevant predictors. The second, presented here, estimates 
parsimonious OLS regression models to confirm that these bivariate patterns hold in a multivariate 
context. 

Model Specifications 

Using i to index counties and p for party, the basic specification is: 

 

#$%&'(
),+ = ,-. + ,-0 ⋅ 20) + ,-3 ⋅ 23) + ⋯ + ,-5 ⋅ 25) 

 

where the dependent variable is one of the four indices (MVED, MVER, VSID, or VSIR) and the 
independent variables are county-level socioeconomic characteristics drawn from the Census ACS. 

With only 67 observations, model parsimony is essential to avoid overfitting. We limit each 
specification to three or four predictors — well within the conventional guideline of at least 15 
observations per predictor (Stevens, 1996). Variable selection is guided by three criteria: (a) the 
strength of bivariate correlations identified in the preceding section, (b) theoretical relevance to the 
2024 election as informed by post-election analysis (Sanders, 2024; Brownstein, 2025), and (c) 
avoidance of collinear predictor pairs. As noted earlier, several pairs of predictors exhibit correlations 
above |r| = .70, including median and mean household income (r = .98), the labor force participation 
rate and employment-population ratio (r = .99), and educational attainment and household income (r 
= .80–.87). These pairs are never included in the same model. 

All models are estimated using ordinary least squares with HC3 heteroskedasticity-consistent 
standard errors (MacKinnon & White, 1985), which provide reliable inference under 
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heteroskedasticity without requiring correct specification of the error variance structure. HC3 
standard errors are conservative relative to classical standard errors, particularly in small samples, 
making them the appropriate choice given N = 67. Variance inflation factors were computed for each 
specification to confirm that multicollinearity is within acceptable bounds. All VIFs fall below 2.25 
across both models, well under conventional thresholds (see table notes). The Core SES Model (Table 
5) includes median household income, the proportion of foreign-born women aged 15 to 50, and 
median age — three predictors representing economic standing, immigration and diversity, and the 
generational divide, respectively. All VIFs are below 2.2. The Best Correlates Model (Table 6) 
includes the poverty rate, the proportion of foreign-born women, median age, and the share of the 
population currently married — four predictors that draw from different substantive domains while 
avoiding collinear pairs. All VIFs are below 2.25. 

Results: Core SES Model (Table 5) 

The Core SES Model explains a meaningful share of variance in the three Democratic-side indices. 
Adjusted R² values are .27 for MVED, .21 for MVER, and .22 for VSID. The overall F-statistics are 
significant at p < .01 for all three. For VSIR, by contrast, the model explains no variance (adjusted R² 
= −.03; F = 0.59, n.s.). 

Table 5. OLS Regression Results — Core SES Model: Median Household Income, Proportion Foreign-Born Women, and 

Median Age as Predictors of County-Level Voting Indices (HC3 Robust Standard Errors). N = 67 Pennsylvania counties. 

All VIFs < 2.2. 

Parsimonious OLS — Core SES (Robust HC3 SE) 

 Dependent variable: 

 MVED MVER VSID VSIR 
 (1) (2) (3) (4) 

Median HH Income (log) 0.9811*** -0.6047* 1.1907*** -0.1208 
 (0.2743) (0.3249) (0.3270) (0.2026) 

% Women Foreign Born (15-50) 0.00118 -0.0167 -0.0124 0.00768 
 (0.0129) (0.0129) (0.0125) (0.00704) 

Median Age -0.0198 0.00369 -0.00168 0.00322 
 (0.0121) (0.0137) (0.0115) (0.00877) 

% Now Married (15+)     

Population Density     

Constant -9.774*** 7.324** -13.270*** 1.105 
 (2.788) (3.253) (3.623) (2.073) 

Observations 67 67 67 67 

R2 0.304 0.244 0.253 0.015 

Adjusted R2 0.271 0.208 0.217 -0.031 

Residual Std. Error (df = 63) 0.333 0.334 0.310 0.237 

F Statistic (df = 3; 63) 9.192*** 6.793*** 7.109*** 0.330 

Note: *p<0.1; **p<0.05; ***p<0.01 
 

Median household income is the dominant predictor. A one percent increase in median county income 
is associated with an increase of approximately 0.0098 in MVED (p < .01), a decrease of roughly 
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0.0060 in MVER (p < .10), and an increase of approximately 0.0119 in VSID (p < .01). To 
contextualize these magnitudes: moving from the lowest-income county to the highest represents a 
difference of approximately 0.95 log units (ln($123,041) − ln($47,681)), which corresponds to a 
predicted increase in MVED of roughly 0.93 and in VSID of roughly 1.13 — spanning most of the 
observed range of both indices. The effect on VSIR is negligible and statistically insignificant. 

Median age does not reach significance in any equation in this specification, though the negative 
coefficient for MVED (b = −.020) is consistent with younger counties showing stronger Democratic 
mobilization performance. The proportion of foreign-born women similarly fails to reach significance 
in any equation, suggesting that its bivariate correlation with the indices (r = .40 with MVED, r = 
−.44 with MVER) is substantially mediated by income. 

Results: Best Correlates Model (Table 6) 

The Best Correlates Model achieves somewhat higher explanatory power: adjusted R² values of .29 
for MVED, .22 for MVER, and .29 for VSID. All three F statistics are significant at p < .01. VSIR 
again shows no meaningful fit (adjusted R² = .03; F = 0.82, n.s.). 

The poverty rate is the strongest predictor in this specification. Each percentage-point increase in 
county poverty is associated with a decrease of .053 in MVED (p < .05) and .062 in VSID (p < .05). 
These effects are robust to the HC3 correction. Poverty does not significantly predict MVER or 
VSIR. The proportion of foreign-born women, which was insignificant in the Core SES Model, 
emerges as a significant predictor of MVER in this specification (b = −.023, p < .05), suggesting that 
counties with larger immigrant communities display lower Republican mobilization success even 
after controlling for poverty, age, and marital status. Median age is again marginally significant for 
MVED (b = −.031, p < .10). The share of the population currently married does not reach significance 
in any equation. 

Table 6. OLS Regression Results — Best Correlates Model: Poverty Rate, Proportion Foreign-Born Women, Median Age, 

and Marital Status as Predictors of County-Level Voting Indices (HC3 Robust Standard Errors)  

N = 67 Pennsylvania counties. All VIFs < 2.25. 

Parsimonious OLS — Best Correlates (Mixed) (Robust HC3 SE) 
 Dependent variable: 
 MVED MVER VSID VSIR 
 (1) (2) (3) (4) 

% Below Poverty Level -0.0528** 0.0377 -0.0621** -0.00749 
 (0.0246) (0.0249) (0.0276) (0.0209) 

% Women Foreign Born (15-50) 0.0133 -0.0233** 0.00276 0.00347 
 (0.0109) (0.00909) (0.00774) (0.00592) 

Median Age -0.0306* 0.0103 -0.0165 0.00932 
 (0.0173) (0.0170) (0.0175) (0.0130) 

% Now Married (15+) -0.00033 0.00249 0.00441 -0.0170 
 (0.0204) (0.0138) (0.0245) (0.0173) 

Population Density     

Constant 2.191** -0.229 1.061 0.454 
 (1.084) (1.151) (1.093) (0.964) 

Observations 67 67 67 67 

R2 0.329 0.265 0.329 0.087 

Adjusted R2 0.286 0.217 0.285 0.028 

Residual Std. Error (df = 62) 0.330 0.332 0.297 0.230 
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F Statistic (df = 4; 62) 7.609*** 5.579*** 7.592*** 1.469 

Note: *p<0.1; **p<0.05; ***p<0.01 

The VSIR Null Findings 

Across both full-sample specifications, the included county-level socioeconomic predictors explain 
little variation in the Republican Voting Success Index. Neither model achieves a significant F-
statistic for the VSIR equation. No individual predictor reaches conventional levels of significance. 
The adjusted R² values are negative or near zero. This pattern stands in stark contrast to the 
Democratic indices, where income, poverty, and other SES variables explain 20 to 29 percent of the 
variance. 

This asymmetry is the paper's central empirical finding. Interpreted through the mobilization 
framework, it indicates that Republican voting success displayed comparatively little socioeconomic 
structuring across counties. Republican voting success showed no meaningful county-level variation 
along wealth, education, or urban-rural dimensions. Democratic voting success, by contrast, was 
strongly conditioned by county-level socioeconomic characteristics, with Democratic indices 
performing better in higher-income, lower-poverty, younger counties. The practical implication is that 
Democratic campaigns face a more geographically differentiated mobilization challenge than 
Republican campaigns do, at least in the 2024 Pennsylvania context. Whether this uniformity reflects 
a durable structural feature of Republican mobilization or a condition specific to 2024 — when 
Republicans constituted the surge party in the sense of Campbell (1960) &  J. E. Campbell (1987) — 
is a question the indices are well-positioned to answer as future electoral data become available. 

Influence Diagnostics and Robustness  
To assess whether results are sensitive to individual influential observations, Cook's distance was 
computed for all models using the conventional threshold of 4/N = 0.060, and leave-one-out (LOO) 
analyses were conducted excluding each flagged county in turn. Nine counties exceeded the threshold 
in at least one model: Forest, Philadelphia, Cameron, Greene, Fayette, Lehigh, Centre, Luzerne, & 
Lancaster (see Appendix A). 

The Core SES Model findings are robust across all exclusions. The income coefficient on MVED 
remains positive and significant at p < .01 under every county exclusion, with coefficients ranging 
from 0.886 to 1.102 — a narrow band that confirms the income-mobilization gradient is not an 
artifact of any single county. The VSIR null finding is equally stable: the income coefficient on VSIR 
never approaches conventional significance thresholds under any exclusion scenario, with the largest 
t-statistic observed when Cameron is excluded (p = .142). The VSIR null finding requires one 
additional note. When Forest County is excluded from the Best Correlates Model, the overall model F 
reaches marginal significance (p = .039, adj. R² = .095); however, the poverty coefficient in that 
specification remains substantively negligible and non-significant (b = −0.021, p = .253). The 
marginal model F reflects modest joint predictive power from the other covariates — median age, 
marital status, and the proportion of foreign-born women — not a poverty effect on Republican 
mobilization. The Core SES Model VSIR equation, which uses income as the primary predictor, 
remains non-significant across all exclusion scenarios (p range: .553–.904). The VSIR null finding is 
robust. 

The effects of poverty in the Best Correlates Model warrant additional discussion. The poverty 
coefficient on VSID remains statistically significant (p < .05) across all exclusions, including Forest 
(b = −0.043, p = .041), providing consistent support for that finding. The poverty effect on MVED is 
directionally consistent across all exclusions — the coefficient is negative in every specification — 
but loses conventional significance when Forest is excluded (b = −0.038, p = .102). Forest County 
(population approximately 7,200) has an unusually small Other-registrant denominator, resulting in 
index values with high leverage in the Best Correlates model specifications. The SES Model income 
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result, which is stable across all exclusions, provides a more reliable estimate of the socioeconomic 
gradient for Democratic mobilization. Given the inherent constraints of a 67-county sample, the 
directional consistency of the poverty effect across all exclusion scenarios is itself a meaningful 
robustness signal — one that replication across additional election cycles would sharpen. Full 
diagnostic results are reported in Appendix A. 

Conclusion 
This paper introduces two new indices — the Measure of Voter Enthusiasm (MVE) and the Voting 
Success Index (VSI) — designed to quantify a party's electoral performance relative to its registration 
base at the sub-state level. The MVE approximates net vote performance relative to the Other-ballot 
benchmark, or more precisely, the net votes a party's candidate attracts beyond its own registrants' 
turnout, normalized against the Other-registrant pool. The VSI extends this by penalizing parties 
whose registrants stay home and rewarding those whose registrants show up. Applied to 
Pennsylvania's 67 counties using data from the 2024 Presidential election, the indices reveal a clear 
and consequential asymmetry in the socioeconomic structure of partisan mobilization. 

Democratic index values — MVED and VSID — are strongly correlated with county-level income, 
poverty, educational attainment, median age, and the proportion of foreign-born residents. 
Parsimonious OLS models explain 22-29% of the variance in these indices using three or four 
socioeconomic predictors. Higher-income, lower-poverty, more educated, and younger counties show 
higher Democratic index values, while economically distressed counties show weaker Democratic 
performance. These patterns are visible both statistically, in the correlation and regression analyses, 
and spatially, in the choropleth maps that reveal a clear geographic gradient from the southeastern 
suburbs to the western and rural interior. 

Republican index values tell a fundamentally different story. MVER largely mirrors MVED in the 
opposite direction, as the index construction implies. But VSIR — the Republican Voting Success 
Index — is essentially uncorrelated with standard socioeconomic variables. No full-sample regression 
specification yields a significant F statistic for VSIR, and no individual predictor is significant. 
Republican voting success in Pennsylvania for 2024 displayed no meaningful concentration by 
county type; VSIR showed comparably uniform values across the state. This finding is consistent 
with the stability of partisan identification documented in the political behavior literature (Green, 
Palmquist, & Schickler, 2002; Keith et al., 1992). The indices capture differential mobilization and 
independent capture, not partisan conversion, and the Republican county-level voting success in 2024 
displayed comparatively little socioeconomic variation, unlike Democratic county-level index values. 

Several limitations should be acknowledged. First, with N = 67, statistical power is limited, and the 
models are intentionally parsimonious. County-level analysis may mask important within-county 
variation; municipality-level or precinct-level data, if available statewide, would substantially 
increase both power and geographic resolution. Second, the analysis is cross-sectional, capturing a 
single election. Whether the patterns observed here, particularly the VSIR null findings, are specific 
to the 2024 contest or reflect a durable structural feature of Pennsylvania politics is an empirical 
question that can be addressed only through temporal comparisons. Third, the ecological fallacy 
remains a concern. County-level correlations between socioeconomic characteristics and voting 
indices do not establish that individual voters with particular characteristics behaved in particular 
ways. The indices describe aggregate mobilization outcomes, not individual vote choices. The 
absence of significant VSIR relationships may reflect relative uniformity, measurement limitations, 
restricted variance, omitted variables, or insufficient statistical power given N = 67. 

The indices cannot perfectly separate the mobilization and independent-capture mechanisms they are 
designed to measure from other potential sources of index variation, including differential ballot roll-
off, localized candidate effects, or modest amounts of partisan crossover. However, under conditions 
of high partisan polarization, the primary source of index variation is differential base turnout — 
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whether a party's registered voters show up at rates consistent with, above, or below the competitive 
benchmark — which is the core prediction of surge and decline theory (Campbell, 1960) and 
consistent with the small third-party vote share documented above. We present the mobilization 
interpretation as the most theoretically coherent account of index variation rather than a definitive 
inference. 

These limitations suggest several directions for future research. Extending the analysis to 
municipality-level data across all of Pennsylvania would provide a much richer picture of 
mobilization geography. Applying the indices to prior elections (2016, 2020) would reveal whether 
the Democratic SES gradient and the comparatively low socioeconomic variation in VSIR are stable 
features or specific to 2024. The indices are designed to be applicable in any closed-primary state 
where voter registration by party affiliation is publicly available, and comparative analysis across 
states — particularly other 2024 battlegrounds such as Michigan, Wisconsin, and Arizona — would 
test the generalizability of the mobilization asymmetry documented here. Finally, the practical 
implications for campaign strategy deserve direct attention. If Democratic mobilization success is 
strongly conditioned by local socioeconomic context, while Republican success is not, the two parties 
face structurally different resource-allocation problems, and the indices provide a quantitative 
framework for identifying where marginal campaign investments are most likely to shift outcomes. 

More broadly, the surge-and-decline theory (A. Campbell, 1960; J. E. Campbell, 1987) offers a 
compelling prediction for future electoral cycles. Whichever party occupies the out-party position 
should exhibit more uniform sub-state mobilization, while the declining party's index values should 
become increasingly structured by local socioeconomic context. If the asymmetry documented here 
reverses in 2028 — with Republican VSI values beginning to mirror the SES-structured 
fragmentation currently observed in Democratic indices — that would provide strong evidence that 
the VSIR null finding reflects surge conditions rather than a durable structural feature of Republican 
mobilization. 

APPENDIX A: Influence Diagnostics and Leave-One-Out Robustness 
Cook's distance was computed for all models using the conventional threshold of 4/N = 0.060. Table 
A1 identifies all counties flagged above this threshold. Table A2 reports leave-one-out adjusted R² 
values for each flagged county across the five outcome equations most relevant to the paper's central 
findings. Table A3 reports HC3 robust coefficient estimates for the key predictors under each 
exclusion. 

Table A1. Counties Flagged by Cook's Distance (threshold = 4/67 = 0.060) 

County Models 

Flagged 

Max 

Cook's D 

Note 

Forest 6 0.983 Pop. approx. 7,200; small Other-registrant 
denominator 

Philadelphia 2 0.311 Anomalous registration-to-turnout gap; discussed in 
the main text 

Cameron 4 0.261 Pop. approx. 4,500; small Other-registrant 
denominator 

Greene 6 0.180 Historically Democratic County with pronounced 
2024 Republican shift 

Lehigh 2 0.153 High Democratic Other-capture 

Centre 1 0.145 Atypical age and education profile 
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Luzerne 2 0.135 Swing county; discussed in the main text 

Fayette 7 0.127 Historically Democratic County with pronounced 
2024 Republican shift 

Lancaster 2 0.095 High Democratic Other-capture 

Note. Models flagged = number of models (of 8 total) in which Cook's D exceeds the threshold. Forest & Cameron leverage 
reflects small-denominator instability rather than substantive extremity. 

Table A2. Leave-One-Out Robustness: Adjusted R² by County Exclusion 

Excluded County Core SES 

MVED 

Core SES 

VSID 

Core SES 

VSIR 

Best Correlates 

VSID 

Best Correlates 

VSIR 

Full sample (N = 67) .271 .217 −.031 .285 .028 

Forest (N = 66) .297*** .253*** −.031 .347*** .095* 

Philadelphia (N = 66) .271*** .197*** −.039 .237*** .016 

Cameron (N = 66) .268*** .217*** −.007 .289*** .058 

Greene (N = 66) .350*** .296*** −.020 .355*** .049 

Fayette (N = 66) .261*** .207*** −.028 .240*** .043 

Lehigh (N = 66) .290*** .217*** −.038 .286*** .024 

Centre (N = 66) .261*** .224*** −.032 .318*** .028 

Luzerne (N = 66) .273*** .202*** −.040 .275*** .019 

Lancaster (N = 66) .251*** .206*** −.033 .272*** .021 

Note. *** p < .001; * p < .05. Significance indicators reflect model-level F p-values. Core SES VSIR and Best Correlates 
VSIR remain non-significant across all exclusions except Forest, where Best Correlates VSIR reaches p = .039; however, 
the poverty coefficient in that specification is non-significant (b = −0.021, p = .253), confirming the marginal F reflects 
other predictors rather than a substantive poverty effect on Republican mobilization. 

Table A3. HC3 Robust Coefficient Stability: Key Predictors Across County Exclusions 

Sample log(Income) → 

MVED 

log(Income) → 

VSID 

log(Income) → 

VSIR 

Poverty → 

VSID 

Full (N = 67) 0.981*** 1.191*** −0.121 −0.062** 

Excl. Forest 1.102*** 1.324*** −0.135 −0.043** 

Excl. 
Philadelphia 

0.955*** 0.969*** −0.073 −0.055** 

Excl. Cameron 1.033*** 1.235*** −0.246 −0.066** 

Excl. Greene 1.061*** 1.263*** −0.147 −0.059** 

Excl. Fayette 0.901*** 1.110*** −0.072 −0.051† 

Excl. Lehigh 0.886*** 1.206*** −0.110 −0.061** 

Excl. Centre 0.996*** 1.224*** −0.125 −0.068** 

Excl. Luzerne 0.899*** 1.108*** −0.083 −0.058** 

Excl. Lancaster 0.890*** 1.168*** −0.104 −0.062** 
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Note. *** p < .001; ** p < .05; † p < .10. All standard errors HC3 heteroskedasticity-consistent. log(Income) = log-
transformed median household income; Poverty = percent population below poverty level. Both predictors from their 
respective model specifications: income from the Core SES Model, poverty from the Best Correlates Model. The income 
effect on MVED and VSID is significant at p < .001 across all exclusions. The VSIR null finding is stable throughout. The 
poverty effect on VSID is significant at p < .05 in all but one exclusion (Fayette, p = .059). The poverty effect on MVED is 
directionally consistent but sensitive to Forest inclusion; see main text discussion. 
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Abstract 
The demand for innovative, solutions-oriented approaches to closing learning competency gaps is leading to 
the recasting of organizations as learning communities that extend beyond traditional organizational 
boundaries. In addition, the emerging learning communities are focused on the affective learning domain as 
the new frontier for improving productivity and sustainable growth. 

A state-of-the-art, 34,000 square feet, urban community makerspace is the subject of an exploratory case 
analysis. Results show the value of developing an innovation-centric organizational community (IOC) that 
demonstrates focused attention on affective learning processes. 

Social identity, social belongingness, and process innovation theories are used as frameworks for examining 
the emerging organizational community in Open Works Baltimore. The article draws on data from multiple 
sources to discuss a process innovation model for advancing belongingness, acceptance, and relational 
intelligence. The conclusions serve as a foundation for further research.  

Building economic equity in declining urban cities is not only a dire need but also essential in developing 
communities that foster job-growth, commerce, and opportunities for small businesses. The economic and 
social disparities between urban areas heavily populated by Black residents and predominantly white 
residential districts are startling and present challenges that have hindered economic growth, healthy 
organizational relationships, and workplace cultures that foster high productivity. Failure to address such 
disparities at a time of accelerating change, heightened global competition, and new work paradigms are 
detrimental to the sustainability of national economies, national security, and the well-being of citizens who 
depend on economic opportunities to improve their quality of life. 

It is more evident than ever before that economic disparity is deeply grounded in United States (U.S.) history 
and will require many structural interventions and changes to address related problems. One clear indicator is 
the 2020 report produced by Citi Global Perspectives & Solutions (GPS) entitled Closing the Racial 
Inequality Gaps: The Economic Cost of Black Inequality in the U.S. The report placed the lost gross domestic 
product (GDP) caused systemic and societal racism and discrimination faced by Blacks during the first two 
decades of the new millennium at $16 trillion (Citi, 2020). Despite the undeniable advances that have 
occurred since the end of chattel slavery and the displacement of Indigenous peoples, the psychological and 
emotional vestiges of racial animus continue to persist in social and organizational experiences.  

The lagging impact of equity and inclusion efforts is evident in many public and private organizations and is 
again driving statistical realities associated with the topic. Pay inequities based on race, gender, and other 
demographic factors are all too common. The lack of diverse representation in the highest levels of corporate 
governance and leadership continues to be an issue in many organizations. The lack of diversity in high 
revenue-generating sectors such as advanced manufacturing all point to systemic inequities that are embedded 
in structure and attitudinal constructs of organizational members. 
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Such realities demand continuous solution-oriented examination, intervention, and assessment of relational 
dynamics and how relational innovations may be achieved. If the assertion made in 1982 by futurist and 
inventor R. Buckminster Fuller that knowledge is doubling every 12 hours is accurate and the McKinsey 
Global Institute observation that the pace of technological change (i.e., the creation of tools) is continuously 
accelerating, the evidence of relational deficits witnessed in social and organizational life are clear indicators 
that affective competencies have not kept pace with cognitive and psycho-motor epistemological and 
ontological frameworks and application. Relational innovation is the looming challenge of the emerging mid-
21st Century and will significantly influence the actual gains or losses resulting from exponential advances in 
knowledge and technology. 

Establishing healthy organizational community models that are grounded in a sense of belongingness 
generated through relationally innovative practices is a potential and promising path toward developing more 
productive, equitable, and inclusive organizations. While there are many examples of organizations as 
community, one has emerged since the turn of the 21st century that serves as an exemplar for organizational 
community-building and innovation. Makerspaces are innovation labs that advance the democratization of 
production by making tools, space, and opportunity more widely available to internal and external 
stakeholders. The opportunity for the makerspace movement to provide insight into the ability of 
collaborative, coworking spaces to establish community is in its infancy and worthy of investigatory analysis 
of its potential. 

KEYWORDS 
organizational community, innovation, social identity theory, social belongingness theory 

Introduction 
Building economic equity in declining urban cities is not only a dire need but also essential in developing 
communities that foster job-growth, commerce, and opportunities for small businesses. The economic and 
social disparities between urban areas heavily populated by Black residents and predominantly white 
residential districts are startling and present challenges that have hindered economic growth, healthy 
organizational relationships, and workplace cultures that foster high productivity. Failure to address such 
disparities at a time of accelerating change, heightened global competition, and new work paradigms are 
detrimental to the sustainability of national economies, national security, and the well-being of citizens who 
depend on economic opportunities to improve their quality of life. 

It is more evident than ever before that economic disparity is deeply grounded in United States (U.S.) history 
and will require many structural interventions and changes to address related problems. One clear indicator is 
the 2020 report produced by Citi Global Perspectives & Solutions (GPS) entitled Closing the Racial 
Inequality Gaps: The Economic Cost of Black Inequality in the U.S. The report placed the lost gross domestic 
product (GDP) caused systemic and societal racism and discrimination faced by Blacks during the first two 
decades of the new millennium at $16 trillion (Citi, 2020). Despite the undeniable advances that have 
occurred since the end of chattel slavery and the displacement of Indigenous peoples, the psychological and 
emotional vestiges of racial animus continue to persist in social and organizational experiences.  

The lagging impact of equity and inclusion efforts is evident in many public and private organizations and is 
again driving statistical realities associated with the topic. Pay inequities based on race, gender, and other 
demographic factors are all too common. The lack of diverse representation in the highest levels of corporate 
governance and leadership continues to be an issue in many organizations. The lack of diversity in high 
revenue-generating sectors such as advanced manufacturing all point to systemic inequities that are embedded 
in structure and attitudinal constructs of organizational members. 

Such realities demand continuous solution-oriented examination, intervention, and assessment of relational 
dynamics and how relational innovations may be achieved. If the assertion made in 1982 by futurist and 
inventor R. Buckminster Fuller that knowledge is doubling every 12 hours is accurate and the McKinsey 
Global Institute observation that the pace of technological change (i.e., the creation of tools) is continuously 
accelerating, the evidence of relational deficits witnessed in social and organizational life are clear indicators 
that affective competencies have not kept pace with cognitive and psycho-motor epistemological and 
ontological frameworks and application. Relational innovation is the looming challenge of the emerging mid-
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21st Century and will significantly influence the actual gains or losses resulting from exponential advances in 
knowledge and technology. 

Establishing healthy organizational community models that are grounded in a sense of belongingness 
generated through relationally innovative practices is a potential and promising path toward developing more 
productive, equitable, and inclusive organizations. While there are many examples of organizations as 
community, one has emerged since the turn of the 21st century that serves as an exemplar for organizational 
community-building and innovation. Makerspaces are innovation labs that advance the democratization of 
production by making tools, space, and opportunity more widely available to internal and external 
stakeholders. The opportunity for the makerspace movement to provide insight into the ability of 
collaborative, coworking spaces to establish community is in its infancy and worthy of investigatory analysis 
of its potential. 

Literature Review 

The Makerspace Movement 
Makerspaces began as a movement to revive local, small-scale creativity and design to advance the 
innovation economy. The facilities are “informal sites for creative production in art, science, and engineering 
where people of all ages blend digital and physical technologies to explore ideas, learn technical skills, and 
create new products” (Sheridan, Halverson, Litts, Brahms, Jacobs-Priebe and Owens, 2014: 505). The 
physical location serves as a meeting space for a “maker community” and houses the community’s design and 
manufacturing equipment. Such spaces are commonly community-organized with the community determining 
its structure, function, programming, and funding (Wilczynski, 2015). Makerspaces also provide training, 
certification on programs, and equipment that may otherwise be too costly for individuals to financially 
afford.  

The makerspace movement was originally viewed as the next iteration of the Do-It-Yourself (DIY) culture 
(Anderson, 2012). When structured using a membership model, maker members pay membership fees for 
access to the technology inside, which typically includes a variety of rapid prototyping equipment such as 3D 
printers, laser cutters, and traditional hand tools (Barrett, et al, 2015). These spaces move well beyond 
traditional machine shops by providing meeting spaces for student design teams and integrating typical 
machine shop tools with a wider variety of rapid prototyping and low-tech building approaches (Forrest, et. 
al., 2014). Allowing quick easy access to expensive equipment provided a community of inspired users the 
opportunity to thrive and develop products and ideas that, in return, generate business and revenue for the 
surrounding community (Wilczynski, 2015).  

The first academic makerspace originated at Massachusetts Institute of Technology (MIT) where Neil 
Gershenfeld, of MIT’s Center for Bits and Atoms, was the originator of the Fab Lab, a university course 
which significantly influenced the movement (Burke, 2014). Fab Labs were designed to fabricate materials 
using digital equipment for designing products and the digitally driven tools to create them. This learning 
environment provided a design space and inspired a collaborative culture for students. (Burke, 2014). 

The success of makerspace labs has given rise to an industry magazine bearing its name, Make magazine 
which originated in 2005 from similar industry magazines like: Popular Mechanics, Popular Science, and 
Wired, following the community demand for “do it yourself (DIY)” projects. The magazine provided a forum 
for Makers to have the ability to exchange with other individuals sharing ideas, products, technology and 
press for the DIY industry. The popularity of this magazine also birthed Maker Faires, “a series of venues for 
makers to express themselves” and share their creations (Burke, 2014, p. 11). 

Learning environments in makerspaces have no defined standard. Each space is specific to the needs of the 
making community and the external community where the space is located. Spaces also lower the cost 
barriers to business startup and help address gaps in opportunity for training and development, 
apprenticeships, and costly industry certifications. The value of makerspaces as incubators for business 
startups has increased because of the collapse of industrialized cities such as: Dayton, Ohio; Detroit, 
Michigan; Pittsburg, Pennsylvania (Pallagst, Fleschurz and Said, 2017). As politicians, policy makers, and 
community leaders struggle to find ways to rebuild declining cities, workers who once relied on factory jobs 
for stable income and job training are now faced with no opportunities for apprenticeships, or individualized 
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skills training, that would provide careers for economically challenged communities. Makerspaces are 
growing throughout the country based on demand for access to workspace and tools for emerging 
entrepreneurs.  

Universities have advanced the makerspace movement by providing hands-on experience to students to 
support theoretical and real world-based learning (Forrest,et al., 2014). Community makerspaces have 
become the new think tanks of the future, allowing students and the surrounding university community access 
to makerspaces enhances broader skills including creativity, team-oriented problem solving, and 
multidisciplinary collaboration skills (Carlson and Sullivan 2006, Griffin and Cortes 2006).  

An area of opportunity in the makerspace movement is the creation of sustainable business products and 
education. Communities with access to makerspaces receive education and instruction in the development of 
products/services and will help in the creation of a more sustainable environment (Covington, 2018). The 
issue of sustainability is one that is pressing in urban communities. Makerspaces will create a continuum of 
practice that will allow makerspace users to interact with other sustainable business owners and creators, 
thereby generating a footprint necessary for further business development and idea creation (Covington, 218). 
Research suggests that individual creativity leads talented people to form enterprises depending on their skill 
sets and enables them to create intellectual property (Vivant, 2013). 

Generating potential for the growth of entrepreneurship, Dougherty (2012) of Make Magazine, views making 
as being part of all human activities as common as cooking, knitting, and gardening. The economic impact of 
bringing makerspaces to declining urban areas is still being explored (Van Holm, 2015). However, the 
literature suggests that the creation of makerspaces have allowed entrepreneurs to explore innovation and 
development which, in turn, positively impacts inner cities through increased digitization (Mahr and Lievens, 
2012). Makerspaces allow users to create and improve products and reduce costs.  

Social Identity Theory 
There is an abundance of literature that informs each of the pillars of this analysis. Social identity theory was 
developed during the 1970s by Henri Tajfel and John Turner (Tajfel, 1878, 1981, 1982: Tajfel and Turner, 
1979; Turner and Giles, 1981). With a foundation in the social commentary of Marx, Durkheim, and others 
(James, 1890; LeBon, 1895, translated 1947; Mead, 1934), contributions regarding social classification, 
categorization, and identity were made in response to human conditions during the era. Sociologists and 
social psychologists such as Allport, (1954); Blake and Mouton, (1961); Festinger (1954); Lewin, (1948); 
Sherif, (1951, 1966); Sherif and Sherif, (1953); Sherif, White, and Harvey, (1955); Sherif et al. (1961); 
Tolman, (1943); Weber, (1946) continued the tradition by studying the ethnic intolerance that was evident in 
Nazi Germany during World War II.  

Social identification is defined in different ways. Ashforth and Mael (1989) define it as "the perception of 
oneness with or belongingness to some human aggregate" (p.21). This definition focuses on individual 
cognitive processes and self-conceptualization. The focus on "perception of oneness" is contrary to some 
definitions which focus on elements such as "desire for affiliation" (e.g. O'Reilly and Chatman, 1986). 
Perception and acknowledgement of common identity implies that one is openly and willingly accepting of 
membership and the implications of association. However, social identity is only relevant when one of the 
categories includes oneself (Abrams and Hogg, 1990, p.3). Therefore, social classification serves two 
functions: 1. It cognitively segments and orders the social environment, providing the individual with a 
systematic means of defining others, and 2. It enables individuals to locate or define themselves in the social 
environment (Ashforth and Mael, 1989, p.20, 21). 

Tajfel (1972) refers to social identity as "the individual's knowledge that he or she belongs to certain social 
groups together with one's emotional and value significance to him or her of the group membership" (p.31). 
As noted by Ashforth and Mael (1989), the idea of social identification also has roots in the concept of group 
identification; the two terms are used interchangeably. There are a couple of principles from group 
identification literature that are of significance in the concept of organizational community and relational 
innovation. First, Foote (1951) states that identification is viewed as a perceptual cognitive construct that is 
not necessarily associated with any specific behaviors or affective states. The important aspect is the sense of 
belonging, not based on behaviors such as actively participating as a demonstration of commitment. This is 
also distinctly different from the concept of "internalization" (O'Reilly and Chatman, 1986) or commitment 
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(Weiner, 1982). Internalization refers to an acceptance of values. However, it is possible for an individual to 
identify with an organization and disagree with the prevailing organizational values (Mintzberg, 1983, p.210). 

Organizational identification is a specific form of social identification (Ashforth and Mael, 1989, p.22). The 
relationship between social identification and organizational identification has particular significance as it 
relates to organizational community. The organization is one social entity from which identity is derived, but 
identity may also be derived from the work group, lunchtime associates, as well as other groups. Albert and 
Whetton (1985) distinguished between holographic organizations in which individuals across subgroups share 
a common identity (or identities) and ideographic organizations in which individuals display subunit-specific 
identities. This is much the same way identity is derived from the subgroups within an organization. It is 
noted by Rotundi (1975), Turner (1985), and Van Maanan (1976) that even these nested identities can be at 
odds with one another. 

The discussion of organizational subunits gives rise to the issue of intergroup relations and the way it is 
addressed in social identity literature. Ashforth and Mael (1989) noted that social identity theory suggests that 
much intergroup conflict stems from the very fact that groups exist (p.31). Research indicates that intergroup 
comparisons and the desire for prestige play a critical role in the emergence of social identity (Tajfel, 1978, 
1981; Smith, 1983). As a result, the consequences of in-group and out-group bias have received a tremendous 
amount of attention in social identity literature. Hewstone, Jaspers, and Lalljee (1982) studied British 
schoolboys from private and secondary schools and noted their tendency toward conflicting perceptions of 
themselves and others, by each group. Out-group perceptions were generally negative and stereotypic in 
nature. Most studies in the context of social group comparison focus on the existence and antecedents of in-
group favoring biases (Brewer, 1979; Brewer and Kramer, 1985; Hinkle and Schophler, 1986; Messick and 
Mackie, 1989; Stephan, 1985; Tajfel,1982; Turner, 1981). There are also many studies that have failed to find 
in-group favoritism when out-group's psychological prominence is reduced (Brown and Turner, 1979; 
Deschamps and Doise, 1978; Vanbeslaere, 1987). 

It is possible that one’s sense of community and belongingness is affected by many of the theoretical issues 
addressed by social identity theory. For example, as demonstrated by Tajfel (1982), social identity theory 
establishes that in-group favoritism tends to occur even in the absence of strong leadership or member 
interdependence, interaction, or cohesion. The presence of in-group favoritism has many implications for the 
development and implementation of learning innovations in group settings. The existence of in-group 
favoritism despite other emotional and relational connections is also emphasized in Turner's (1984) discussion 
of "psychological groups" (p.530). A psychological group member does not need to interact or admirably 
affiliate with other group members in order to draw their social identity from the group. 

There are many applications in organizations for the ideas set forth in social identity theory. Developing a 
psychological identity of self-definition is a critical element of reaching complete organizational or group 
membership. A developing sense of "who one is" complements a sense of "where one is" and what is 
expected (Ashforth and Mael, 1989, p.27). Symbolic interactions become the catalyst and compass for 
defining "who one is" and "where one is" in any situation (Ashforth, 1985; Coe, 1965). For example, Becker 
and Carper (1956) interviewed graduate students in physiology, philosophy, and mechanical engineering and 
found that changes in social participation in the course of graduate work led to the acquisition or maintenance 
of specific kinds of occupational identities.  

Much of the reviewed literature regarding social identity theory presents a clear argument that such 
interactions need not be interpersonal to stimulate the emergence of self-identity, which leaves the spectrum 
of interactions open as possibilities (e.g., human-machine). This becomes important in discussions regarding 
homogeneity, social identity, and computer-based information systems technology. The reification of the 
organization or group as a conceptual construct, and the affiliation with "the group", has taken on a different 
dimension in the past twenty years because of the introduction of information systems. 

Social Belongingness Theory & Organizational Community 
Research regarding the need for connectedness or belongingness is not new in organizational and human 
relations theory. In fact, the body of knowledge has historical roots in John Bowlby’s (1907 - 1990) theory of 
attachment developed while attempting to understand the distress of infants who were separated from their 
parents (1969). The psychological and emotional implication is that the need to experience connectedness and 
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belongingness begins early in the human experience and is supported by the belongingness theory 
(Baumeister, DeWall, Ciarocco, & Twenge, 2005; Baumeister & Leary, 1995; Twenge, Baumeister, DeWall, 
Ciarocco, & Bartels, 2007). The lack of belongingness is linked to several emotional disabilities and 
psychological conditions, including depression (Cockshaw, et.al, 2014). Another example is Valcke et.al. 
(2018) findings that “inclusion (belongingness) needs and discomfort with exclusion are positively related but 
clearly distinct” (p.593). People with a need to have social relationships and who want to be included in 
groups show better psychological health than other social groups. Also noted is the reality that many 
definitions of belongingness focus on an individual’s perception of relational value in the eyes of others. 
Hagerty and Patusky (1995) identified two key characteristics: “valued involvement or the experience of 
feeling valued, needed, or accepted” and “fit, the perception that the individual’s characteristics articulate 
with the system or environment” (p. 9). 

Brown and McClure (2008) conducted a phenomenological study of 12 adults, aged 20 to 80, and their 
reported experiences ranging from their first jobs up to working for one company for over 39 years. The 
researchers found that belongingness at work was composed of six themes: “1. being invited and learning to 
be a part of a workplace, 2. connecting with colleagues and wanting to be included, 3. doing work and being 
recognized, 4. natural selection at work, competing and being excluded, 5. being needed and finding myself 
deeply involved in my profession, and 6. Reflecting on time, work and people passing” (p. 10-13). Each of 
the six themes represent a level of engagement over the course of multiple work experiences that reflect the 
building of affiliation and acceptance, important components of organizational communities. 

Studies during recent decades have focused on the need to examine the relationship between belongingness 
and positive workplace outcomes (Andersson & Pearson, 1999; Gkorezis, et.al. 2013; Pearson et al., 2000). 
This shift in research was in response to several studies that addressed relationships between negative 
experiences such as ostracism and the importance of belongingness (O'Reilly & Robinson, 2009; Van den 
Broeck et al., 2010). While the prevailing theme of literature may have been in direct response to diminishing 
workplace loyalty, corporate downsizing, rising workplace violence and incivility, and other factors that 
reflect a decline in belongingness and a sense of organizational community, there is an escalating need to 
engage in learning and academic artifactual production that addressing the need for new learning paradigms in 
the context of relational deficits. 

Organizations as communities is a concept with theoretical origins in social belonging theory. As described in 
the 2009 July-August issue of Harvard Business Review by Henry Mintzberg, “Community means caring 
about our work, our colleagues, and our place in the world, geographic and otherwise, and in turn being 
inspired by this caring” (Mintzberg, 2009). In the same publication, Mintzberg states that, “Beneath the 
current economic crisis lies another crisis of far greater proportions: the depreciation in companies of 
community—people’s sense of belonging to and caring for something larger than themselves.” The theorist’s 
perspective on organizational community is grounded in the seminal work of sociological theorists such as 
Max Weber and his late 19th century publication entitled Gemeinschaft and Gesellschaft or Community and 
Society. Having first appeared in 1887, the classical work was later translated and published by Ferdinand 
Tonnies and Charles Loomis (Tonnies & Loomis, 1957). Of all the definitions of community (e.g, Talcott 
Parsons, 1966; Kingsley Davis, 1949), Tonnies and Loomis provide a more relevant definition for current and 
future organizational realities because of their examination of the tension between “small-scale neighborhood-
based communities and the large-scale competitive market society.” The researchers define community as “an 
organic natural kind of social group whose members are bound together by the sense of belonging, created out 
of everyday contacts covering the whole range of human activities,” focusing on the pillars of affiliation and 
acceptance. 

Communities are often described as having several essential elements such as locality, feeling of belonging, 
shared customs, permanency, common interests, and rules. Some frameworks offer more. However, Etzioni 
suggests three elements of community as aligned with his concept of “communitarianism.” (Etzioni, 1996) 
The concept of “communitarianism” has relevance to how communities may provide safer environments 
within organizations by being responsive to the needs of community members. He suggests that communities 
are defined by: “1. A web of affect-laden relations among a group of individuals; 2. A required commitment 
to a set of shared values, norms, and meanings, and a shared identity and history—in short, a shared culture; 
and 3. A relatively high level of responsiveness.” Communitarianism is a fundamental part of Mintzberg’s 
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“communityship” framework. To counter what may be perceived as a “depreciation of community” in 
organizations, there is a need to establish authenticity and responsiveness as described by Etzioni (1996) and a 
sense of safety in shared spaces based on relational trust and common concern for the collective wellbeing of 
organizational members. 

The “sharing of safe spaces” is an intentional design incorporating the following five lessons learned by 
Mintzberg about developing “communityship” among managers and in organizations:  

1. Community building in an organization may best begin with small groups of committed managers,  
2. The sense of community takes root as the managers in these groups reflect on the experiences they 

have shared in the organization,  
3. The insights generated by these reflections naturally trigger small initiatives that can grow into big 

strategies,  
4. As these initial teams promote change, they become examples for other groups that spread 

“communityship” throughout the organization, and  
5. An organization knows that “communityship” is firmly established when its members reach out in 

socially active, responsible, and mutually beneficial ways to the broader community (Mintzberg, 
2009). 

Process and Organizational Innovation 
The Organisation for Economic Co-operation and Development (OECD) is one of the quintessential 
international authorities on innovation. According to their 2019 publication, Raising the Bar: Better Policies 
for Better Lives, the 60-year-old organization has been responsible for developing over 450 international 
standards, including conventions, recommendations, decisions, and declarations with more than 250 legal 
instruments in force in multiple sectoral areas (p. 4). The OECD 2018 Oslo Manual is the organization's 
fourth edition of the 1992 publication written as an international reference guide for collecting and using data 
on innovation. The latest edition identifies and defines four types of innovation: The Oslo Manual for 
measuring innovation defines four types of innovation: 1. product innovation, a good or service that is new or 
significantly improved, 2. process innovation, a new or significantly improved production or delivery method, 
3. marketing innovation, a new marketing method involving significant changes in product design or 
packaging, product placement, product promotion or pricing, and 4. organizational innovation, a new 
organizational method in business practices, workplace organization, or external relations. Our focus for the 
purpose is this study on process and organizational innovation as defined by the 2018 Oslo Manual. 

Recognizing the organizational definitions that are as broad as the number of theories and disciplines that 
address the topic, Li-Min Chuang (2007) conducted a study of organizational innovation to modify Amabile’s 
(1988) organizational model of creativity and innovation. The study yielded three groups of factors (i.e., 
individual, organizational, and environmental) that influence five stages of innovations (i.e., task presentation, 
preparation, stage three idea generation, stage four idea generation, and outcomes assessment). It is the 
intersection of social levels from individual to the external environment and the stages of process innovation 
that inform the IOC model development. The researcher’s efforts to develop a social psychology model on 
innovation demonstrates the intersectionality of the two disciplines as well as the broad definitional constructs 
in both. Fløysand and Jakobsen (2011) take somewhat the same approach to integrating organizational and 
process innovation theory. The colleagues developed a framework for innovation studies as a relational 
phenomenon. They assert, “innovation systems theory defines learning knowledge creation as a key driver for 
entrepreneurship and innovation” (p. 341), giving credence to the convergence of disciplines. 

There is also a particular linkage between social enterprise organizations and innovation (Chell et al., 2010; 
Dees, 1998; Light, 2006). While research regarding merging the two subject areas is described as “anemic” 
(p. 506), founders of innovation theory and entrepreneurial thought such as Joseph Schumpeter also 
incorporate similar ideas into the emerging stream of knowledge (Godin, 2008). Joshi et. al. (2016) extends 
the boundaries of inquiry to describe exchanges and interpersonal relationships embedded in grassroots 
innovations. They state that “experiences of innovation are largely trust based reciprocal, co-operative and 
collaborative relational commercial exchanges” in which “grassroots innovators’ exchange relationship 
experiences” (p.407). The trust-based, relational nature of innovation is also transcultural as determined by 
Reaiche et.al. (2016. The colleagues asserted that “a country’s culture may have an impact in defining 
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innovation and as a consequence in the final outputs,” (p.57) further support the socio-cultural, relational 
dynamics of innovation and organizational development. 

The organizational network that constitutes the organizational community is evident in the study of 
innovation-centric organizational communities. Diffusion of innovation theory has been widely used to 
explain knowledge dissemination and mobilization required for the building requisite organizational and 
innovative community action. The stream of inquiry is evident in the Gainforth et. al. (2014) study of the role 
of interpersonal communication in the process of knowledge mobilization within a community-based 
organization. The network analysis revealed that the diffusion of innovation through relational networks to be 
more effective when “membership in the core as opposed to the periphery is associated with knowledge 
mobilization” and there is a “high degree of quality” in the information being shared (p. 8). The findings are 
consistent with the trans-organizational pathways created by affective learning processes in the IOC network 
of influence. 

Beharry and Pun (2020) provide what may be the most contemporary analysis of innovation and 
organizational community development in their contextual analysis of innovation process models associated 
with the “fourth industrial revolution.” The study focuses on “the stages and contextual themes governing the 
innovation process towards emerging industrial revolutions and organizational learning” (p. 52). Five 
contextual themes emerge from the analysis: 1. strategy; 2. management; 3. organizational culture; and 4. 
organizational learning; and 5. communication” (p. 43), further establishing the precedence and impetus for 
the current research. 

Setting 
Open Works is a state-of-the-art, 34,000 square foot facility in the heart of Baltimore, Maryland with a simple 
mission to “…make tools, technology, and the knowledge to use them accessible to all” and a long-term 
vision to “…rebuild the regional manufacturing economy from the grassroots up” (Open Works Baltimore, 
2019). In the context of a city that experienced tremendous population growth during the mid-20th Century 
and lost many of the jobs that attracted and sustained working class families as manufacturing declined, 
residents who once reaped the benefits of industrial employment as a means of attaining a middle-class 
standard of living now represent leading statistics in overall poverty, child poverty, senior poverty, 
individuals living below 200 percent of the poverty line, residents receiving temporary cash assistance, 
children receiving temporary cash assistance, percentage of the population participating in food supplement 
programs, and the percentage of children who participate in the Free and Reduced Price Meals program (MD 
Alliance of the Poor, 2014). 

While the Covid-19 global pandemic required the organization to change its business model, the mission 
remains the same, and they have now fully reopened. Their three-year and a half year pre-pandemic rapid 
growth demonstrates the valuable potential of makerspaces to contribute to the local and state economies.  

At the time of data collection, the facility was equipped with a 3D printing bot farm with four Ultimaker 2 
extended 3D printers, two Inventables Carvey desktop precision CNC routers, four computer workstations, 
and a filament recycler. The digital fabrication lab includes advanced large-format machines that can cut 
through plywood, plastic, and soft metals with hair-splitting accuracy, such as the 4'x8' Laguna Swift with 
vacuum bed hold-down, two 4’x8’ bed ShopBot PRS Alpha CNC routers, a Tormach Personal CNC 1100 
mill, two laser cutters, an 18” x 24” bed, and a laser cutter, 28” x 40” bed. The metal shop, woodworking 
shop, computer lab, industrial cut-and-sew studio, digital media studio, and the electronics shop are equipped 
with an equally impressive list of tools made available through membership, education programs, special 
events, and collaborative community relationships. The staff at Open Works grew to 33 employees at its peak 
in 2020, all of whom reside in Baltimore City. 

The mission is supported by funders, including its primary sponsor, The Robert W. Deutch Foundation, which 
committed to three years of operating support for startup costs, which decline every year, and a list of 
contributors to education programs, capital projects, operating expenses, the EnterpRise Venture Competition, 
the Moms as Entrepreneurs program, and the Teen Maker Shop. The organization has also amassed an 
impressive list of partners that participate in an array of collaborative projects. The Open Works facility is 
100% owned by the Baltimore Arts Realty Corporation (BARCO), a non-profit organization established in 



IOC Makerspace Movement 

Journal of Leadership and Management, Volume 12, Issue 2 Page 52 

2012 by the Robert W. Deutsch Foundation to create working spaces for Baltimore’s growing community of 
artists, performers, makers, and artisans. In 2016, BARCO completed the $11.5 million renovation of the 
Open Works facility, a 34,000 square foot nonprofit makerspace serving the greater Baltimore community.  

Clientele use the facilities for an array of purposes, demonstrating the diverse types of engagement that occur 
at Open Works (Figure 1). Responses also reveal that many use the facility for more than one purpose, 
creating a utilization profile that is unique to each member. There is a relatively even distribution of those 
using the facility for art practice (36.3%), Do-it-Yourselfers (40%), and small manufacturing businesses 
(37.5%). The next largest user percentage is populated by hobbyists (26.3%), collaboration and community 
organizations (30%), and small service businesses (25%). There is a small percentage of social impact 
nonprofit organizations at 7.5%, and 10.4% of respondents engaged for other reasons such as production 
overflow and access to equipment. 

The majority of those who utilize Open Works live in the vicinity (Figure 2). This is critical to the economic 
and social impact Open Works is committed to having on the community. It is also statistical evidence of the 
valuable contribution of the maker facility. The largest percentage of patrons (20%) reside in the 21218 postal 
code just north of Open Works, including communities such as Barclay, Charles Village, Homewood, and 
others extending to Coldspring Lane. Other postal codes that have significant representation are 21202, Open 
Works’ home zip code, (7.5%); 21210 (6.3%); 21217 (6.3%); and 21211 (5%). All other postal codes were 
less than 4%.  

The knowledge and skills required to be successful at Open Works vary depending on the purpose of 
engagement. There is the expected distinction between the knowledge and skills staff use to perform their 
administrative and supervisory duties and those required to produce art and products. There are also times 
when the distinctions are not clear. For example, overseeing staff and operations in the wood shop may 
require knowledge of machine functionality and planning. The knowledge of machine functionality and 
planning may be applied with other team members, requiring the demonstration of relational soft skills such 
as those required for effective communication. No unique knowledge and skills emerged among staff that 
apply specifically to functional areas within Open Works. 

Methodology 
Inductive reasoning refers to the inference of generalized conclusions from particular instances or 
observations as opposed to moving from general principles to conclusions about particular instances (Vogt, 
1993, p.64, 111). In case study methodology, an inference is made every time an event cannot be directly 
observed (Yin, 1989, p.43). The researcher "infers" that a particular phenomenon resulted from an earlier 
occurrence based on interview and documentary evidence. Reasoning by inductive generalization is common 
in science. "Induction is the process that leads to hypothesis generation - that is, having a hunch or an idea, 
then converting it into a hypothesis and assessing whether it might provisionally work as at least a partial 
condition for a type of event, act, relationship, strategy, etc. (Strauss, 1987, p.11). Because science seeks to 
establish general knowledge that goes beyond particular observations, it inevitably uses inductive reasoning 
(Singleton, Straits, and Straits 1993, p.51). Eisenhardt (1989) makes the point that, "some researchers (e.g., 
Gersick, 1988; Bettenhausen & Murninghan, 1986) have converted theory-testing research into theory-
building research by taking advantage of serendipitous findings" (p.536).  

Analytic induction has been used by several social scientists over the years (Angell, 1936; Lindesmith, 1947; 
Cressy, 1953; Bruyn, 1966) and has particular significance in case research methodology. Analytic induction 
in an exploratory case study is most appropriate when exploring the less obvious, implied aspects of 
organizational life, when relevant variables have not been identified. It is also important to draw distinctions 
between the hypothesis generating activity of inductive, exploratory case research and other purposes for 
research activity.  

The case study method has been criticized for lacking rigorous scientific protocol and an inability to support 
scientific generalization. This criticism is addressed with the understanding that inductive, exploratory case 
research serves a very distinct purpose; that is to search for patterns, ideas, or hypotheses regarding 
phenomena about which there is considerable uncertainty. The utility of the method is limited by its intended 
function. Problems arise when researchers attempt to utilize the method to accomplish more than is possible, 
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for example explaining phenomena. Care was taken to not report compelling findings as if they have been 
tested, rather than as hypotheses which may be tested. 

The research methodology used in this study is subject to another limitation. This limitation is also present in 
all other forms of research; that is the potential for research biases to sway the direction of the findings. This 
problem is not different in inductive, exploratory methodology, but it is less frequently documented and 
addressed (Yin, 1989, p.21).  

Triangulation was achieved by collecting data from multiple sources. Several sources of corroborative 
evidence were explored in data collection: 1) documents such as memos, contracts, and reports, 2) open-
ended interviews, 3) direct observations, and 4) participant observations. Data from these sources were 
integrated in the analysis to help corroborate the findings and neutralize researcher biases. The method of 
generalization is analytic generalization, not statistical (causal) generalization. Previously developed theory is 
used as a template with which to compare the empirical results of the case study. If two or more cases are 
shown to support the same theory, replication may be claimed (Yin, 1989, p.39). Theory is the main vehicle 
for generalizing the results of the case study (Yin, 1989, p.40).  

Data Collection and Analysis 
Data was collected from the Open Works client map by city and zip code, adult class observation, adult class 
evaluation reports, children’s class attendance records, and multi-year event benchmarking reports, and 
structured interviews with Open Works resident business owners, Open Works staff, and the general Open 
Works community. Qualitative content analyses were conducted on all data except data collection and 
analysis methods included multiple sources and multiple collection methodologies to ensure maximum 
generalizability of the findings. The data was analyzed using Computer-Assisted Qualitative Data Analysis 
Software (CAQDAS) and manual coding methods to reveal participant insights. 

When social and behavioral scientists conduct research in organizations and other real-life settings, evaluate 
ongoing social problems and prevention efforts, or assume an adversarial role in their applied work, they 
often encounter unique and somewhat disconcerting ethical problems (Kimmel, 1988, p.104). 

Two broad issues which encompass many of the specific problems and dilemmas that may arise are "informed 
consent" and "confidentiality and the right to privacy." In a practical sense, it is nearly impossible to define 
requirements for informed consent that adequately address every research situation. Even the guidelines put 
forth by the American Psychological Association (APA) do not require "full" explicit contractual agreement 
with research participants.  

The American Psychological Association’s "Ethical Principles of Psychologists and Code of Conduct" states 
that researchers "…do not conduct a study involving deception unless they have determined that the use of 
deceptive techniques is justified by the study's significant prospective scientific, educational, or applied value 
and that effective nondeceptive alternative procedures are not feasible" and if “delaying or withholding” 
information is justified, “reasonable measures” to reduce the risk of harm may be taken (APA, 2021, sections 
8.07, 8.08). In response to suggested safeguard methods set forth by the APA, Kimmel (1988) states that the 
solution to the use of deception in social research requires the investigator to weigh the costs and benefits for 
each study, explore alternative research strategies, and employ debriefing in cases where deception is used 
(p.75). Brown (1975) also proposed that the reliability of informed consent in protecting the rights of 
participants varies depending upon: 1) the extent to which participants possess information needed for rational 
deliberation, and 2) the extent to which they are placed at risk or have their privacy threatened. 

Privacy is the claim of individuals, groups, or institutions to determine for themselves when, how, and to what 
extent information about them is communicated to others. There are four types of individual privacy: solitude; 
intimacy (a close trusting relationship with the researcher necessary for emotional comfort); anonymity; and 
reserve (the right to restrict communication when necessary) (Westin, 1968, p.7). Confidentiality refers to the 
agreement between persons that limits others' access to private information (Sieber, 1982, p.146). Failure to 
take these issues seriously can create situations in which participants are at high risk for embarrassment and 
the researcher is legally exposed. 
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Steps were taken to ensure a reasonable and prudent approach to the ethical issues. The goal was to approach 
these issues in such a way that the value of exploratory, unobtrusive research methodology is maintained, 
while assuring the participants of confidentiality, all forms of privacy, and reasonable safety from "harm."  

 

Research Questions 
The study was designed to answer the following questions:  

RQ1. How does a large, urban, makerspace located in an economically challenged 

neighborhood build an inclusive community? 

RQ2. What are the dominant relational patterns that develop a sense of belongingness in a 

large, urban, makerspace located in an economically challenged neighborhood?  

Results 

Theme One – Community is a significant paradigm in makerspace organizations. 
As we describe the uniqueness of Open Works, a communal theme is evident throughout the data. Open 
Works is an organic community that results from a balance of trust and safe space where members, program 
participants, and those utilizing the facility interact and enjoy a sense of belonging to a creative enterprise. 
Whether you are an artist, entrepreneur, machinist, technician, craftsperson, or a combination of them all, it 
all begins with “access, space, and community.” Open Works is also a leader in providing inclusive, diverse 
“ingepreneurial” (Williams, 2017, p. 104) opportunity in a space where creative manufacturing competencies 
flourish. Ingepreneurship is distinguished from entrepreneurship by its focus on the socioeconomic trajectory 
of a group or community, their entrepreneurial knowledge and skills, and access to space for “playful 
ingenuity.” By its definition, ingepreneurship is what happens at the facility through a focused intentionality 
around the communal pillars of affiliation and acceptance. 

“The primary way of overcoming potential barriers to success here is to continue building 

community.” 

Vocabulary is rapidly evolving to describe forward-leaning approaches to community-focused economic 
development driven by makers, those who engage in the use of tools to fulfill artistic, entrepreneurial, or 
utilitarian pursuits based on personal need. The metal shop, woodworking shop, computer lab, industrial cut-
and-sew studio, digital media studio, and the electronics shop are equipped with an equally impressive list of 
tools made available through membership, education programs, special events, and collaborative community 
relationships. The descriptive data in this study provides insight into the structure and relevant trends in this 
urban, state-of-the-art makerspace and possesses the potential to inspire replicative innovation in other maker 
settings. The findings will also help interested parties make inferences about developing maker communities 
that bring positive advances to the movement.  

In addition to the prevalence of “communityship” (Mintzberg, 2017, p. 5), Open Works demonstrates national 
leadership in diversity and inclusion indicators. There is evidence of intentional trust-building in many of 
their policies and practices. This distinction has provided an opportunity for the organization to forge trust 
frameworks for strengthening maker communities and enabling them to serve as “trust hubs” and “trust 
brokers” for economic development and growth. There is multi-contextual interest in exploring rural-urban 
ingepreneurial relationships between Baltimore and rural Maryland and West Virginia communities. The 
inspiration is a direct result of the inclusive community culture observed during this project. The challenge for 
such efforts is one of funding and overcoming the conundrum of providing low-cost access to tools to the 
largest, most inclusive community possible. 

“There will always be tension between the capitalistic reality that investors live in and the 

community widespread access need for creative space that the artists of a creative community 

need, there's a tension there that in order for this to work, that must be worked out.” 

While Open Works reaches clients from 297 unique zip codes, 61% of its clientele is from Baltimore City and 
34% from zip codes directly adjacent to Open Works. This local engagement offers potential to build 
community by serving more participants in educational programs and the ability to expand community 
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engagement through additional partnerships. As described by Open Works leadership, the organizations’ 
educational programming is “providing community access to a design-thinking pedagogy that teaches 
fabrication skills, practical problem-solving, and iterative design processes” (Open Works Baltimore, 2019).  

“I think one thing about our community that makes it awesome is the walls, you know, like no 

walls around in the micro studio area, so you can see what people are working on.” 

Theme Two – Trust is an important relational pillar in an innovative makerspace organizational community. 
Makerspace communities are “living organisms” that grow, evolve, change, and are susceptible to relational 
influences. As makerspace patrons seek to establish and maintain climates conducive to creativity and 
productivity, “trust frameworks” and “organizational community models” will contribute to the cultural 
“heartbeat” of maker communities. The academic, corporate, community-nonprofit collaboration that 
produced this study as one of the first of its kind in the sector may assist in creating “trust hubs” and 
ingepreneurial ecosystems wherever makerspaces are found. The transdisciplinary nature of making and 
entrepreneurship, as well as the value “trust hubs” create for the purpose of community and economic 
development, and the intersectoral characteristics of ingepreneurial ecosystems suggest that individuals and 
organizations of all types will be interested in the findings of this study. This occurs despite the heightened 
climate of historical distrust that has excited between underrepresented, underestimated communities and 
formal institutions. 

“I think that an initial barrier we faced when we opened was the perception of what a large 

institution was going to do, coming into a Black neighborhood, and there were a lot of people 

from the Black creative community who were skeptical about joining, a certain level of distrust of 

institutions and organizations.” 

Open Works’ leadership in diversity and inclusion cannot be completely explained by their location in the 
heart of an urban setting. Many organizations in the same area have remained homogeneous when considering 
ethnicity and gender representation. Their leadership can be partially explained by staff’s willingness to 
acknowledge institutional distrust and the perception that diversity may not be valued, especially considering 
the history of the makerspace industry. Their leadership diversity may also partially be attributed to 
intentional action like partnerships with organizations. Some examples include: 1. Moms as Entrepreneurs, 
which ran two 16-week cohorts of entrepreneurship training that successfully launched 18 women-owned 
businesses on Etsy, 2. the Memorandum of Understanding with Coppin State University, which is the first 
agreement of its kind between a public Historically Black College and University (HBCU) and a community-
embedded makerspace, and 3. programs like the EnterpRISE annual business competition, garnering over 60 
entrants in 2018 with ten finalists, of which eight were women—or minority-owned businesses. All of the 
relationships help contribute to Open Works’ leadership in diversity and inclusion. The organization is a 
model for intentionally creating and maintaining a climate of institutional trust and community that facilitates 
transparency and cultural intelligence. 

“So those are the two - trust and financial obstacles. Yes, and making sure that folks feel like this 

is a space for them. We've been designing programming that does do that and performing and 

you know, keeping relationships healthy in the neighborhood is really important.”  

Theme Three – Affective learning processes and practices produce a relationally sensitive makerspace 
organizational climate.  
Learning is an important theme in the Open Works case. However, it is important to distinguish between 
learning domains to understand the type of learning innovations that are critical to build an organizational 
community that facilitates affiliation and acceptance. It is not that cognitive and psychomotor learning 
domains are less important. Knowledge and skills that are inherent parts of cognitive and psychomotor 
development require the understanding of tools and use of them. The reality is that learning and relational 
innovations in the affective domain, involving feelings, emotions, and attitudes are the psycho-social pillars 
of affiliation and acceptance. Affective learning innovations at Open Works emerged from a sincere desire to 
build internal and external relationships between dissimilar parts. It has been the willingness to perceive, 
conceive, and act when interpersonal encounters occur in challenging ways.  
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The level of internal and external trust is reflected in the practice of never locking the doors during business 
hours, which may be interpreted by some as a questionable practice in a high-crime community. However, 
Open Works has reflected the true symbology in the first word of its name, “Open” Works. 

“My best hope for Open Works would be using my background as an educator and community 

artist, an organizer, making arts a platform for connections, for relationship building.”  

Affective learning domain is one of three domains in Bloom's Taxonomy (Bloom, et al., 1956). The domain 
(Krathwohl, Bloom, Masia, 1973) includes five major categories: 1. Receiving, an awareness and willingness 
to hear, selected attention, 2. Responding, an active participation on the part of the learners, 3. Valuing, the 
worth or value a person attaches to a particular object, phenomenon, or behavior, 4. Organizing, arranging 
values into priorities by contrasting different values, resolving conflicts between them and creating an unique 
value system, and 5. Internalizing values (characterization), having a value system that controls their 
behavior. The emphasis on gathering members from dissimilar backgrounds and experiences, creating a 
cooperative or collaborative learning culture and utilizing feedback to continuously improve, is the essence of 
developing an innovation-centric organizational community (IOC). 

“In some cases, it really does take experience and right wisdom in that area - so that person 

comes in with that and you are able to benefit? Yes, absolutely - it contributes to the community.” 

“So, this is a shared space in education and also educational, and it's a place of business and 

development and self-explorations.” 

Collaborative learning theories are grounded in the work of Social learning theories of Lev Vygotsky (1962), 
a Russian teacher and psychologist who asserted that we learn through our interactions and communications 
with their peers, teachers, and other experts. Consequently, teachers can create a learning environment that 
maximizes the learner's ability to interact with each other through discussion, collaboration, and feedback. 
The entire theory is based on developing collaborative learning communities where discussion and feedback 
drive the learning narrative. To the extent that new, innovative practices that facilitate communication and 
discussion are encouraged, innovative organizational communities can materialize and grow. 

Theme Four – Innovative makerspace communities value space and opportunity. 
Space is one of the major themes that emerged from the research, especially regarding the ability to 
accommodate business growth and business activity needs such as conference room space. The level of event 
activity, the demand for classes, and space for business expansion may appear to be competing interests. 
Innovation, collaboration, and strategic alliance strategies among those with space needs may assist in 
maximizing utilization and meeting demands as Open Works grows. 

“I see Open Works as a supportive space, that is actually a platform or a launch pad for bigger 

things. So, I hope we can continue to be a company where anybody who has a desire to be here 

and a desire to make things and to learn can be, and we can help them figure out how to self-start 

and figure out their pathway to move on and move out of this place.”  

The space must have a purpose that aligns with the community-focused values. Diversity and inclusion 
inherently bring dissimilar members into a community. Overcoming the typical in-group, out-group behaviors 
associated with all social interactions requires learning innovations that reach the level of “arranging values 
into priorities by contrasting different values, resolving conflicts between them, and creating a unique value 
system.” Conflicts regarding space or space utilization become secondary to the primary value of community 
cohesion. It is the value of acceptance, affiliation, and belongingness that is a catalyst for new ways of 
overcoming conflict in the organization. 

Leadership is important to creating a learning community where communal cohesion informs approaches to 
logistical challenges like space utilization. The Open Works leaders, staff, and board view the organization as 
a launchpad of opportunity. This view is evident in their core value of “democratizing tool access.” It is easier 
to create a climate conducive to organizational members advancing grassroots, self-directed change that 
supports innovative organizational communities when values are reflected in organizational leadership. The 
broad spectrum of organizational stakeholders (i.e., members, volunteers, community members, partner 
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organizations, etc.) show evidence of their appreciation for having a space that is accessible for all who have a 
desire to use it. 

“…when you see more people using the space of all different types, I think that helped with some 

of the apprehension folks had before they came into the doors.” 

Theme Five – Innovation based on affiliation and acceptance leads to a more inclusive makerspace 
community. 
Open Works is bringing innovation to the makerspace industry. The industry’s reputation for a lack of 
inclusive practices created an opportunity for a large, urban makerspace organization to demonstrate 
inclusivity in an external environment that potentially held high levels of distrust. The approach is consistent 
with disruptive innovation that leads to expanding, sustainable organizational viability. This is evident in the 
failure of other large, well-funded makerspaces. Innovative disruption in the approach to affective, relational 
intelligence can lead to great inclusion. This assertion is based on the observation of a willingness to meet the 
defining standard of new learning, which is most often accompanied by new experiences that may have been 
previously resisted. It is not as if new learning cannot occur during repetition of known information and 
practices. It is that learning from repetition is less likely to be disruptive because of its adherence to practices 
that are already known. Disruption is finding ways to make tools even more accessible to the community 
when revenue is an ongoing concern. 

“My hope for Open Works is that we just continue to diversify, and we continue to have different 

options for - to lower but make the access, no threshold just make it as small as possible and if 

you want to come here.” 

Being an innovative disruptor in a sector that is not diverse requires relational innovation and ability to find 
new methods for transcending relational barriers. O’Reilly and Bennis (2019) identified three stages of 
disruptive innovation that provide context for the Open Works approach. They are ideation, incubation, and 
scaling. Ideation is a process of developing prescriptive solutions to a recognized problem. There are other 
forms of ideation. However, the emergence of Open Works was based on the recognition of a set of problems 
(i.e., the lack of community, low-cost access to tools that could be advantageous to those with entrepreneurial 
pursuits, and the lack of diversity and inclusion in the sector. The Open Works commitment to innovatively 
disrupting the two perceived problems is a classic example of innovative disruption in the affective, relational, 
communal domain of learning. 

“I was excited about the prospect of Open Works being a place where minorities could hopefully 

be on the forefront of makerspace, accessibility for minorities and historically excluded 

communities. I'm queer and have mixed ethnic heritage, and I'm so used to being in white male, 

older male-dominated makerspaces and feeling actually unsafe or harassed or and maybe 

targeted in some ways… You come in here, and it’s visibly different.” 

Discussion: An Innovation-Centric Organizational Community (IOC) Model 
Innovation-centric organizational community (IOC) model (Figure 3) captures the elements of 
“communityship” found in a large, urban, community-embedded makerspace. The framework shows the 
exchange that occurs between the internal and external environments of all organic, open systems (Morgan, 
1986). It is the infusion of “human, financial, informational, and material resources” into internal 
organizational sub-systems that fuel organizational responses to the external environment, output, and growth 
(Kast and Rosenzweig, 1973). The resource that oxygenates the organic nature of the organization in the IOC 
model is affective learning practices and principles. Internal and external sub-systems defined by a trans-
organizational, evolving community provide a system that meets the emerging needs of 21st Century 
organizations in a way that is demanded by the insatiable demand for learning readiness. 

This insatiable demand for learning skills reflected in the IOC model is consistent with The World Economic 
Forum’s 2020 declaration of “a reskilling emergency” while recognizing that more than a billion jobs are 
being transformed by technology (Weforum, 2020). However, the IOC places the affective learning process as 
primary because of its ability to determine outcomes in other learning domains. As the McKinsey & 
Company projects that automation and artificial intelligence will take on the more routine tasks associated 
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with work, there will be a corresponding surge in the need for social and emotional skills and a decline basic 
cognitive skills and physical and manual skills (Bughin et.al., 2018)  

Affective learning and cultural transformation happen on two levels at Open Works, individual and group 
level. This does not preclude organization-wide activities. However, for the purposes of this model, 
organization-wide activities are considered and amalgamate sub-groups and teams. The performance of sub-
groups is partially assessed according to social identity, belongness, and trust frameworks that help determine 
standards and performance metrics for continuous improvement of community climate. The common 
denominator of innovation-centric internal and external organizational communities is the affective learning 
process that permeates the ecosystem with relational capital and related affective learning processes.  

In the IOC framework, process innovation is differentiated from business model and product innovation. 
Process innovation involves changing the way items are produced or service is rendered. In the instance of 
affective learning, the methods of improving relational, cultural, or communal competence involve 
innovations and new ideas that are germinated and applied in an amorphous community that transcends 
traditional organizational boundaries. The continuous improvement of community climate within the trans-
organizational community network is bolstered by effective development of social and emotional skills such 
as adaptability, communication, creative thinking, dependability, work ethic, teamwork, positivity, time 
management, problem-solving, critical thinking, conflict resolution, and other human affirming capabilities. 
Pedagogical and andragogical practices are more likely to render positive outcomes when aligned with best 
practices from social and emotional learning paradigms. 

Understanding that social identity, belongingness, and trust are foundational concepts in IOC affective 
learning constructs, external organizational community members meet community standards in less formal 
ways. While there may be some rules of engagement for external community members, they are less subject 
to the structure faced by internal community members by virtue of their more arbitrary options for 
disengagement. Therefore, it is the perceived value for engagement that helps drive community membership 
from external stakeholders. The Open Works makerspace is an excellent example of “trust-inspired 
volunteerism, values-inspired mobilization” and the application of Lean Manufacturing principles of 
production (Williams, 2020). Their emergence of a trans-organizational, amorphous community network in 
the context of two affective learning processes and the application of a proven mode of production enabled 
the organization to completely pivot in 10 days, produce 28,000 PPE face shields in 56 days for over 100 
clients, and land a government contract to produce face shields for meat packing plant inspectors. The 2020 
case of PPE production demonstrated the sometimes-hidden value of the trans-organizational community and 
affective, relational learning processes. 

The significance of this case has far-reaching implications for theory and practice. It generates hypotheses 
that may be tested through nomothetic epistemological methods while raising awareness of exemplary 
organizations that are engaged in practices that meet the emerging needs of workers and organizations. The 
study also yields recommendations for practical approaches to emerging realities associated with 
organizational life. Solutions-oriented approaches to 21st Century organizational challenges must occur in 
real-time. The learning curve for organizations and individuals has been compressed by scientific and 
technological advancement. Organizational communities that have climates conducive to “failing fast, 
pivoting, and moving forward” demonstrate the rapid learning necessary to meet what may appear to be 
overwhelming demands for information processing and the development of innovative responses. 
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Conclusion  
This study establishes a clear need for additional research to build on the emerging hypotheses and provide a 
foundation for nomothetic analysis. The themes that emerged set forth an equal number of hypotheses for 
further consideration, including:  

H1. Organizational community is a significant concept for advancing innovative processes 

and practices in makerspace organizations. 

H2. Trust is a relational pillar in the organizational communities associated with 

makerspace processes and organizational innovation. 

H3. Affective learning processes and practices are significant in shaping the interpersonal 

climate within makerspace organizational communities. 

H4. Innovative makerspace communities value space and opportunity. 

H5. Innovation based on affiliation and acceptance leads to a more inclusive makerspace 

community. 

The findings will assist in meeting the challenges posed by threats associated with declining economic and 
social conditions in former industrial centers and rural communities that were part of thriving economic 
pipelines during the height of industrialism. Makerspaces are a viable part of the solution that will create jobs, 
fill gaps in the supply chain, and help reshoring manufacturing opportunities. The IOC approach also 
possesses potential for helping to close organizational equity gaps and facilitating inclusive practices. The 
concept of innovation-centric organizational communities based on maximizing affective learning domains is 
consistent with the emerging workforce demands of the mid-21st Century. 
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