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1 Chapter preview

When you have read this chapter, you should be able to

e understand some central work and organizational concepts, such as
socialization, training, selection, stress, performance, leadership and
work dasign

o understand the major theories and smpirical findings in each area

o be able to critically svaluate the advances made in work and organiza-
tionai psychology

o understand how practice and science are rolated in the arsa of work
and organizational psychology ‘




introduction

There are many reasons tor studyving work and organiza-
tional ps‘\'chuh)g‘v. First, work and nrg.miz.:tional psy-
chology is useful. in my introductory class | often
challenge students to name an important socictal issuc
for which work ad «)rganin(mmi pschology does not
play any role. Usually, we find that work and organiva-
tional psvehology is involved in nearly all issues ranging
from distribution of income, railway or nuclcar power
‘ plant accidents, cnvironmental problems, the emer-
gence of a leisure time socicty, to the issue of unemploy-
ment in the European Union. As most socictal issucs
have implications tor people working, work and organi-
vational psvchology has something usetul to contribute.
Second, cverything that one learns about work and
organivational psychology can be applicd in everyday
life. For ¢xample, the scction on periformance may help

vou to study or work cfficiently or you could anaivse the -

bar tender in vour favourite pub. )

Third, a large number of psychalogists arc cmpioved
in this arca. Approximatcly onc-third of psvchology stu-
dents will eventually be cmplcycd as work and organiva-
tional psychologists. In the European Union, there arc
30,000 work and organiutiomi psvchologists (de Wolfl
et al. 1991). The fastest growing sub-discipline of psy-
chology in terms of both employment and student
cnrolment in ncarly every Europcan country is work
and organiutional psycholog_v (e Wollt cr af. 1991).

Fourth, psychology without work and organi'/.ational
psvchology is not romplctc.\\'ork is compo.w(l of actions
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that usc tools systematically and is socictally organized.
Tools are broadiy conceptualized to include not only
physical tools (¢.g. a hammer) but alse mental ones («-.é.
a theory). Work in this sense dilferentiates humans from
animais {Dolgin 1985; Schurig 1985). Whilc animals
somctimes show instinctive or accidental tool usc (c.g.
bees or beavers), only humans develop tools systemati-
cally and teach tool usc to their offspring. Our caviron-
ment — houses, machines, streets, clothes, food - is a
product of human work. Thus, not only da we apply psy-
chology but also the category work needs to be studied
in its own right as an arca of psychology in general.

Filth, people regard their work as important. The
question ‘Imagine that vou won a lottery or inherited a
large sum of moncy and could live comfortably for the
rest of vour life without working, would you continuc
to work?’ is answered ‘Yos' by an average of 86 per
cent (the British were lowest with 55 per cent and
former Yugoslovians were highest with 96 per cent
sffirmative answers) (MOW 1987: 348). Morcover,
people suffer when work is taken away {rom them. The
clearest cvidence comes from uncmplovment rescarch,
which shows conclusively that uncmployment Icads to
depression and other forms of ill-hcaith (Fresc 1987a;
Frese and Mohr 1987; Warr et a/.1985; sce also the
case study).

Finally, there is the objective influence of work on
people. Work usually comprises the largest proportion of
adults’ waking hours and thus influcnces people’ s valucs,
iclcas, artituches, prrsonality and actions (see next scction).

Case study

Unempioyment

unemployed for 2 years. He describes his psychological
state:

mmmmwummmmmu
the matsrial situation (1 can live on 68 per cant of gress incoms
that | receive as unempisyment esefit). Sut from a psychologi-
cai point of view.. 6ot to be usstul any mere, to ba put on a
dead snd track, this just pulled me dewn.

He attempted to get work through various means but
he wouid dread the guesticn about his age and then
hearing 'Sorry, you are too oid for us'. He reports
that he could deal with this for six months but then

Mr B. is a 56-year-oid Gerian plumber, who has been

he started to brood and became very depressad. As
he describes it: ‘Thoss who are insecure drink and
smoke morse, they get depressed and nothing is worth
it: nothing is fun any longer, going for a walk, and not
even siseping.’ He tried to do something about it: he
took a French ianguage course at evening school and
he has regular times to walk with his dog, which give
the days some structure. He describes his work:

nm'amuym:n-unn-m.muum
mlwmuanmamummn
cleared a bisckad gipe in an agartment houss; the tanants wers
giad thea, when | get everything i working erder again.

Source Fresa and Hebr (179)

“
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What do work and organizalioml psychnlogists do? A
study in Germany found these results that training, per-
sonnel selection and nrganizatimul development as well
as pcrsnnncl development were done most olten
(Mcthner 1990). In Europe, work and organintional
psychnk)gists arc more l’rvqucmiy cmplnycd in industry
in comparison to the USA. [n the UK and France, work
and organizational psychologists work frequently as

_human factors specialists: in the Netherlands many work

and organizational psychologists work as consultants; in
the USA a much farger proportion of work and organi-
zational psvchologists ( 36 per cent) are bascd in univer-
sities (Howard 1990).

There arc three branches of work and organivational
psychology (Roc 1995): work, organiutional. and per-
sonncl psychology. Work psychology includes stress,
training, job design, automation and soltware crgonom-
ics, performance appraisal and performance improve-

ment programmes, motivation and safety. Organi'atioml :

psychology covers organizatianal development, group
development and management consulting. Personncl
psvchology includes carcer counscliing, test construction
and sclection (Greif and Bamberg, 1994; Katzell and
Austin 1992; Roc et ai. 1994; Wilpcre 1995).

All these topics cannot be covered in onc chapter.
Therefore we shall concentrate on those issues that
appear when you join an organization and when vou
work in an organization; maybe you also want to change
it. Figure 20.1 doscribes all the topics. At first You cnter
the organization after you have been sclceted and vou
have sclected the organization. Then you are socialized
into the job and vou are trained. These are the first three
topics discussed in this chapter (but arranged in a
slightly diffcrent order). Of course, you want to know
how the organization locks like and want to be able to
describe it — this is the next topic. You are supposed to

- perform in the organization and this may affect vour

well-being and stress lcvels, Thus, these arc two turther
topics. Usually you will have a supcrvisor or manager.
You might also want to change the organization; so dacs
work and organi-/.ational psychology which is a science
that intervences so that working conclitions and organiza-
tional functioning arc improved, This is the final topic.

1 Organizational socialization

People enter different organizations at various stages of
their lives. Studdents enter a university and graduates get

Organizational
Entry « Selection . '

Training

. Changing the

i

Figure 20,1 Stages in working for an organization




their first job in a company. On entry, the individual
attempts to find a place in the organivation and the orga-
nization changes the person. Why are organizations
interestest in socializing people? The main reason is that
there are demands by the organization that individuals
should compiy with and issucs that arc important but
which cannot be regulated. An cxample is customer ori-
entation; it cannot be formalized casily because it
changes its meaning from situation to situation. One
solution is to sclect the right people but this docs not
assurc customer oricntation. Socialization prmluccs aset

of similar values, similar behaviours and similar ideas of

Custoer orientation.

Three issues are discussed: phases of organiza(ional
socialization, impact of the job on the person, and
strength and extent of socialization processes.

Phases of organizational socialization

There arc four phases of organizational socialization.
First, in the phasc of anticipatory socialization,
people develop expectations about the job, ¢.g. swhen you
develop ideas of what your lirst job will be like and per-
haps vou alrcady practisc behaviours necded then.

Sccond, arriving and reality shock: when cntering
the organization, onc is usually disconcerted (Louis
1980). Wanous (1978) has suggvstcd that companics can
reduce reality shock by providing a realistic job pre-
view. Most recruiters describe only favourable aspects
of the job: a realistic job preview presents the nega-
tive aspects too (Wanous et al. 1992). This helps people
to be more committed to the organization and to stay
with the organivation longer. These positive cifects
occur because a realistic job proview clarifics the work
role, presents the company as honest and caring, and
improves information for self-selection (Wanous 1978).

Third. in the period of settling in, people are getting
uscd to how things arc donc. Everything appears “nat-
ural’. Actually, the probiem here is that people are too
scttled in their ways and do not like to participate in
changes any longer. The long-term olfects arc the fourth
phase of socialization.

Impact of the job on the person

This issuc is of theorctical importance. Il people change
because of the job, this shows the importance and
strength of wark as a developmental influcnce factor.
Frese (1982) argued that socialivation can have cognitive

vifeets (c.g. intellectual flexibilityy, ctfects on activity
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(e.g leisure time activitics), role taking and develop-
ment of values (¢.g. commitment) and emotional ctivets
(c.g. stress eifects, job satistaction).

Cognitive cffects

Both psychologists and non-cxperts agree that intelli-
gence docs not change much and there is clear evidence
that a large part of intelligence is gcncticall_\' determined
(compare the chapter on personality). If we can show that
work changes intelligence, then work is important. Kohn
and Schooler (1978) studicd the relation between com-
plexity at work and ‘intclicctual tlexibility” in a ten-
year period and found a substantial reciprocal rcla-
tionship. Both socialization (impact of work on the
person) and sclection cffects (impact of individuals on
jobs) occur. That is, complexity at work lcads to higher
intellectual Nexibility and lack of complexity to lower
flexibility. In addition to the sociali-zation, there is also
the sclection effect: higher intellectual flexibic lcads to,
morc complexity at work; thus, intellectually Aexibility
people eventually find more complex jobs. The sclection
cffect is stronger than socialization. Schailberger (1988)
confirmed these results by using a traditional 1Q measurc,

Effects on activity

Utich and Ulich (1977) argucd that there are the follow-

ing potcntial rciationships between work and leisurc

activitics

o Compcensation: pcople compensate for something in
their leisure activities (c.g. they rest more to make up
for hard work} _

e pencralization or spill over: work activitics spill over
into lcisure activitics (c.g. thosc socially more active
at work arc also more active outside work)

o identity: onc doces the same thing at work as onc docs
for lcisurc (c.g. a farmer)

o non-relationship: work docs not have anything to do
with leisurc activities.

Unfortunatcly, the empirical cvidence is not good
‘cnough vet, alxhough first results arc interesting.
Mcissner (1971) argued for the gencralization cffect —
the long arm of the job'; people with social contacts at
work also have more social contacts outside work.
Getting more decision latitude in the job resuited in

" morc active leisurc-time activitios (Karasck 1978). Kohn

and Schooler (19825 found that fack of complexity and

- control in the job leads to higher fatalism.

—o—
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Role taking and development of valucs
One interesting finding is that occupational seli-direction
(being able to decide things at work by anescif arxl the
complexity ol work) is related to how authoritarian
parcnts cducate their chiklren (Kohn and Schooler
1969). Since authoritarian cducation reduces children”™ s
activity levels, parents’ occupation may influence the
long-term likelihood of children being active copers.
Valucs arc changed quite casily when a new job
demands this. For example, rank-and-tile workers who
become foremen or forewomen readily change to a more
managcmcm-oricnu-d position {Lichcerman 1956). People
who start with a ‘green’ attitude and who support cnvi-
ronmental protection and are against carcer oricntation,
become more carcer oricnted (and less 'green’) once they
have a job in a company (Von Rasensticl 1989).
Mortimer and Lorence (1979a) carricd out a longitu-
dinal study of the development of extrinsic (moncey,
prestige), intrinsic (job content, autonomy, chaillenge)
and social valucs (liking peopic). People usually want
morc ol what they alrcady have. Pcoplc with high
incomes would like to have mnre money, people with
social jobs scck more social contacts, andd people with
high work autonomy want morc challenges. People
value thosc things that they arc receiving in the job more
and morc. Thus, job sclection and socialization feed
upon cach other.

Emotional effects

These are quitc important at work (Pekrun and Frese
1992); one part of it will be discussed in the section on
stress at work.

Strength and extent of socialization
processes

Somc organizations have strong socialization rcgimes
that attempt to remodel the person. US Marins, reli-
gious groups, and fratcrnitics arc cxampics. Successiul
organizations have a stronger culture (Collins and Porras
1994) which mcans that they relv on internal promotion
and continuing cducation, use collective and formal
socialization strategics, have a mentor system, and
sometimes oven use debasement to break down individ-
uals’ scif-pride to replace it by organizational pride (Van
Maanen and Schen 1979). Many Japanese firms rely on
such strong socialization strategics (see pp.()OO—O).

The goal ol these strong socialization strategics is to
ensure a higher degree of compliance amd internalization

of vaiues. While there is anccdotal evidence that these
strategics wark (and given that one of the oldest organi-
sations - the Roman Catholic Church ~ uses them
extensively, there is at least somc relationship to
longevity of the organization), we do not know much
about how these strategics interact with personality and
what short-term and lung-tcrm probiems they produce.
Onc drawback of strong socialization is that people lose
an innovative and fresh approach and stop to attempt to
éhangc the arganization.

\lf Section summary

Organizations attempt to influence peopie in the
workpiace. This may be done with an explicit design
or be implicit strategies. People change with their
wark and their roles in an organization. However,
there is also an interaction with seiection sffects:
some people siay ionger' in a certain organization
and in a certain job, while others leave or are never
selected for this job in the first place
1 Think of how an organization that you belong to
has influenced you (this may be the university, a
sport association or an entarprise). Try to expiain
this by relating it to the concepts, theories and
empirical findings of organizational socialization.

2 Training

4 2

Importancs of training and learning

A_usual part of the socialization process is that the new-
comer reccives some training in the now organization.
In prnciple, much of work and organivational psychol-
ogy is to increase the fit between the person and the
organization and the job. Socialization and training arc
two wavs of increasing this fit. Training is defined as a
lcarning process structured in a systematic fashion to
raisc the performance level of the cmployee. Contrast
this to the cducation vou are getting at the university
which is more broad, longer and not so task specilic.
Training and learning ou the job occurs, of course, not
only at the start of a job but throughout the working lite
{and will be more and more important in the future).
Training is big busincss. For example, German firms
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Systematic Approach to fraining
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Define goais of
training

Figure 20.2 Traiming 1ssues

spend about DM26.7 billion (c. LIns18 billion) per vear
on training and development oi their personncl, which
is more than the total cxpenditure for all German uni-
versitics, for example)(Weiss 1990). Training is also
important for cvery student because some part of what
he or she does in the university is training for future
performance. Figure 20.2 gives an overview of issucs
that are important in training (scc also Goldstein 1991,
Hacker and Skell 1993; Patrick 1992; Stammers 1996).

Training needs assessment

It is necessary to analysc in a training needs assess-
ment the present and future tasks people do to know
what people have to icarn. In principle all the known

methods of task and job analysis can be used: obscrva- .

tion, questionnaires, key people consultation, inter-
vicws, group discussion. using records, and. work
samples (that is lctting people perform a certain activity
and checking what they need to know to periorm well).

The training plan: how to do training

European work and organizational psychologists have
traditionally done quite 2 bit of work in this arca, most
notably from the UK (Patrick 1992) anel lrom Gcrm.iny
(Hacker and Skell 1993; Semmer and Piftlin 1978;
Volpert 1971). US work and nrganinlinml psychologists
have also become interested in training (Tannenbaum and
Yukl 1992y,

¥

Transfer
optimization

Task orientation

Integration
of training

There are, of coursc, many dillerent training moth-
ods: on-the-job training, lectures, simulations, casc
studics, programmcd instruction, to name only a fow.
Two influcntial oncs are behaviour modelling and
action training.

Behaviour modielling

This combines role play and behaviour modelling (cf.
Bandura’ s social cognitive theory: Bandura 1986). A
model is presented on video or in real lifc and the spe-
cial behaviours of this model and the rationalc for the
behaviour are discussed with the trainces. Then the
trainces role play the behaviour, recciving fecdback from
the trainers andd fellow trainces. This type of training has
proved to be very cffective (Burkc and Day 1986;
Tanncnbaum and Yukl 1992). A typical cxample of
behavioural modelling is a study bv Latham and Saari
(1979). An experimental group of foremen reccived
nine scssions of two hours on various important topics
{c.g. motivating poor performers, reducing absen-
tecism, overcoming resistance to change). A film was
shown in cach session to provide a maxicl of a supervisor
cffectively handling the situation. Learning points (prin-
ciples of good behaviour) were prcscmed (c.g. avoid
responding with hostility and defensivencss: ask for and
listen openly to the cemployee's complaints). This was
followed by role play, with onc supervisor plaving the
supervisar and another one plaving the employee. The
trainer gave feedback so that people’s confidence was

——
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not undermined, by restating negative comments in a
positive manner (¢.g. ‘cncourage the hourly employvee to
talk’, not 'vou talk too much’). The supervisors ot thosc
trained foremen were encouraged to praise them if they
showed the desired bebaviour. The cxpcrimcmal group
was signiticantly better in all measures of supervisory
behaviours at work than the control group.

Action training
Action training follows from action theory (Frese and
Zapf 1994; Hacker and Skell 1993) and exploratory
learning (Bruncr 1966; Greif 1992; Greit and Keller
1990) and includes the following principles.

First, the trainces arc supposed to take an active
approach and arc asked to learn while doing a task (e.g.
through role playing). Various studics have found that

cxploration leads to be better performance (E. Smith

et al. 1997).

Sccond, people should get a goml mental model of
the tasks and how to approach it. A mental modcel is a
representation of how something functions and how onc
can act in this arca. The importance of having a good
mental model is a prerequisite for cffective actions
(Gentner and Stevens 1983; Hacker 1993). Onc trainer
developed an ‘oricatation poster’ giving an overview of
the hicrarchical structurce of a soltware program to be
learnt (c.g. a word processing program) (Greif and
Janikowski 1987). Another approach is to give heuristic
rules (rules of thumb). These heuristics have been shown
to be important in training (Voipert er al. 1984). A few
cxamples by Skell (1972: 48) for training tool and dve
maker apprentices (non-literal translation by the present
author): ‘Compare the drawing with the raw material.
What do vou have to do to achicve the changes
demanded by the drawing?’, "Try to climinatc move-
ments that arc not NCCessary; You can do that by think-
ing about the following questions: can I do different
tvpes of actions with the matcrial clamped the same way
into the vice? Can | usc the clamped item again?’

Third, actions lcad not only to feedback but also to
crrors. Adequate and informative fecdback and learning
from crrors arc both emphasized. Fecdback has to be
given frequently in the beginning but less frequentiy
later on so that people develop their own internal feed-
back process (Kluger and DeNisi 1996). Action training
provides both positive and negative fecdback in order to
give full intormation to the traince. This is in contrast to
learning theory, which argucs that there should be only
positive feedback (Skinner 1968),

Fourth. the most extreme form of negative feodback
is errors. Errors have a positive function for lcarning.
Error training has been added to the action training
approach. Error training has been cxpcrimcn!a“y
rescarched by comparing one group that received amplé
opportunity {for making crrors (essentially by being
given tasks too ditlicuit to do) with another group that
was given an instruction of how to go through these dlif-
ficult tasks and therelore could not make any crror. The
crror training group has consistently fared better
{Dormann and Frese 19945 Frese o al. 1991; Greif
1992). Most ol these trainings also prcscmcd gcm'ral
heuristics 10 praduce 2 more positive attitude towards
crrors (c.g ‘1 have made an crror. Great!' ‘There is
always a wav 1o leave the error situation’: Frese er af.
1991: 83).

Action truining for negotiating skills

A typical action training for developing negotiating
skills of shop stewards is described by Semmer and
PHilflin (1978). Each traincr is rcsponsiblc for five
trainces. The trainers provide negative and positive
models in a role plav. The negative madel is playcd first
and is used to discuss with the trainces what mistakes
and crrors appcar. From these mistakes, principles
(heuristic rules) of good ncgotiating behaviour arc
developed with the trainces. Thereaiter, a positive
moxdcl is shown. Participants then practisc these princi-
plesina role plav. At first, the traincrs intcrrupt ongo-
ing scqucnces to gi\'c immediate positi\'c and negative
feedback (the traincr always gives the positive fecdback
first so that the traince’ s self-csteem is not reduced).
The (eedback is always explained in functional tcrms
and related to a rudimentary theorctical understanding
(mental model) of how a good negotiation looks like
{c.g."If you say this, then the ather person will just get
upsct, but you do not get what you want; so you should
be more specific in your demands'). Initial feedback by
the trainer is frequent, but later the other trainees pro-
vide more and more fecdback.

Transfer

Studvnts know the probiem of transler \fci'}' well and
they often complain that their studics are not practical
cnough. This means that they assume that what they have
lcarnt in the study cannat be uscd in onc’ s work atter-
wards. The issue of transierring what has been learnt in

“the training 10 the tasks at work is 3 big problem in

training in general. Peaple are using only hall of what
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@ Research updats
Selt-management anc learning vs
performance goals

Seif-management techniques were influenced by
advances in clinical psychology (Kanfer and Kanfer 1991).
Self-management implies that one acquires the skiils to
deal with difficuities, rewards oneself and increases seif-
efficacy (Frayne and Latham 1887). A typical study of seif-
management principles is by E.M. Smith et al. (1985), who
studisd metacognition (with statements like 'l noticed
where | made the most mistakes during practice and
focused on improving those areas’) and self-efficacy
(among other variables). They found that matacognition
was related to training performance and to self-efficacy
and seif-efficacy reiates to transfer performance.
Similarly, Martocchio (1984) found that computer efficacy
increased knowiedge after training. Thus. seif-efficacy
functions both as a predictor of training performance
and as a predictor of transfer performance.

‘Learning vs. performance goals’ is used to explain
differences in how people conceptualize their ability’
(Dweck and Leggett 1988). It is argued that some
peopla conceptualize their ability as something that
grows with learning (learning orfentation), while
others see it as somathing fixed (parformance orlen-
tation). People with a lsarning orientation learn from
mistakes and chailenges. Howaver, if people are per-
formance orientad, a mistake is an example of poor
performance and challenges make it unlikely that they
succeed. Thus, parformance oriented peopie will be
helpless more often and learn less. Martocchio (1984)
has manipulated the ability conceptualization (mis-
take is a reminder that you should work mors effec-
tively, versus a mistake is just normal in training) and
found that it relates to both computer anxiety and
saif-efficacy after the training (however, it was not
related to knowiedgs).

they have learnt in their job (J.K. Ford ct af. 1992) and
personal and organi'/.ational characteristics make it less
likelv to use new skills in practice (Tziner e al. 1991).
The challenge tor work and organiuuonal psvchologists
is to bridge the transfer gap. Three gcncral factors arc
important: first, the similarity of training to work tasks;
second, the mativation to use the newly learnt behay-
iour at work; and third, organizulioml issucs,

Task cxamples

Task cxamples should be used in the training process.
The theory of identical elements (Thorndike 1906)
cxplains that there should be identical clements in the
behaviours trained and in the behaviours requirced at
work. However, a traincr may also go too far. I onc
tcaches only the barc minimum of neccessary skills,
people are not preparcd for future tasks that change
quite frequently and that often turn out to be more
complex than thought originally. People also need some
knowledge of the overall context in which tasks arc sit-
uated (for cxample, people who do not deal directly
with customers outside the organization shouild know
how their waork contributes to the tinished products lor
the customers).

Transfer knowledge

Von Papstein and Fresc (1988) have suggested that train-
ing should increasc transfer knowledge, which con-
veys the knowledge acquired in training to the task
situation. Transfer knowledge was shown to mediate
between performance at the end of the training and the
amount of time the knowledge was uscd six months
later (von Papstein and Frese 1988). Transfer knowledge
is incroascd il trainees arc asked to think of cxamples on
how they can use what they have lcarnt.

Mativation

Motivation is of particular importance in transter
(Bakiwin and Ford 1988; Noc 1986). Numecrous issucs
of motivation have been studied, the most important
oncs being svil-cificacy, relapse prevention, pav-off per-
ceived by the traince, goals and training or transicr con-
tract. Sclf-cfficacy has been shown to be important
for transfer. Peopic will use a skill only if they have the
expectation that they can actually perform the appro-
priate behaviour (Tziner e af. 1991). Rclapse pre-
vention focuses on teaching solutions to those
situations in which it may prove difticult to usc the
newly learnt skills (R.D. Marx 1982). Trainces who

——
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received a relapse prevention training usedl their skills
more often and were doing their job better (Tziner er
al. 19911 . Trainces develop expictations w hether ar not
it will pav off when they use what they have learnt in
training. Olten, companics tearh one thing and reward
a completely dilferent behaviour. For cxample, trainces
learn to be co-operative in a training course, but then
they are paid for their indiviclual contribution in a
highlv competitive environment. In such situations
there is no transter.

A transfer contract stipulates when and where the
skills learnt in training will be used in practice.
Somectimes positive or negative reinforcers will be
incorporated (c.g. having to give a high amount of
moncy to the political party that onc abhors most in
casc one does not use the skills within a certain time).

Organizational issues

Organizational issucs have been largely ignored in
transfer rescarch but are aiso important ¢ Korlowski and
Salas 1977). We alrcady alludest to the pay-off situation
at work. Another factor is the amount of supervisor
support that is given to transfer skills learnt in training.
Practice niches and task-oriented advice have been sug-
gested in the human computer litcraturc (Frese and
Brodbeck 1989). Since people rarcly learn a skill well
cnough in the training situation, there will alwavs be a
need to practise the skill (c.g a new computer pro-
gram) under tavourable circumstances. As an cxample
for a practice niche: a bank clerk learnt a new pro-
gram to calculate mortgages, and practised it first while
answering written requests. Thus, the customer doces
not sce all the mistakes the bank cierk makes when
using the new program.

Evaluation of the training

A training neceds to be evaluated atherwise, it can at
worst have negative consequences. Morcover, only pre-
cise data on how well the training works can lead to
improvements. In practice, cvaluations are done intre-

quently, partly because it is inherently diflicult to evalu-

ate a training programme and partiy because training
departments arc anxious that ncgative or null-cifects
may lcad to negative consequences for them. A discus-
sion of training evaluation principlcs is given by
Goldstein (1991),

\l! Saction summary

Training works via assessment of training needs, the
training design, transfer and avaluation. Two useful '
and partly overiapping training designs are behav-
iour modelling and action training. The issue of how
to improve transfer from training into doing the
tasks at work is particularty important and difficuit
to do.

1 Think of a wordprocessing system that you use
and develop a training programme for this
system. Use different training procedures and
think of psychologicai reasons for sach step in
your training programme.
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Sclection is a widespread phenomena. People sclect
their friends, lovers and spouscs, groups sclect their
members, and companics scicet their cmployees. Of
coursc, to be a member of an organivation you have to
select one you want to be a member of and the organi-
7ation has to scivet you. There arc several reasons for
paving a lot of attention to sclection: the person ought
to it into the organization to be ablc to work well. One
way to increasc this fit is to get the ‘right’ person.
Morcover, sclecting a “wrong’ person is costly both for
the person and for the company. An individual who has
trouble doing a job weil or who docs not fit into a com-
pany sulfers from this experience. Hunter and Hunter
{1984) have calculated that the federal government
could save USS15.6 billion per vear when using a high
validity selection procedurce (cognitive ability) in com-
parison to a random procedurc. The savings arc still
USs11.6 billion if it uscs a high as comparced to a low
validity test (an example of a jow validity test is an
unstandardized interview). Finally, people nced to get
the fecling that they arc treated fairly in the sclection
procedure; discrimination and ncpotism should be
reduced by an objective selection procedure.

It is sometimes surprising for lay peopie that any
sclection instrument is called a psychological test by
psvchologists. Thus, il someone who gazes deeply into
another person’ s oyes is using a psychological test (even

< Selection



though the validity of this tost is zera) w hen personncl
managers say a fow words and get "a good (or bacdl)
impression’ of somebuody, they are using a ps_\'('holugical
test (again, one with very poor validity),

Ditferent sciection procedures are uscd in different
countrics. In the European Union intersicws are pre-
{erred in nearly every country (of. overview of Levy-
Lebover 1994). Cognitive tintelligencey and personality
tests are not uscdd in Germany Hut frequently in France,
Belgium and the UK. References by the former
emplovee are used in the UK and Belgium but not in
Germany and France. Structured intervicws are more
frequently used in Germany. German firms usc asscss-
ment centres more frequently, sometimes even for the
selection of blue-collar workers. In France and Belgium,
there is a higher reliance on graplmlog_v. It is unfortunatc
that graphology is still uscd because this technique has
reen shown to be not valid (Ratacli and Klimoski 1983:
212). Somctimes, graphologis!s may have 3 certain hit
rate bocause the handwritten material is autobiographi-
cal but only because ol the aumbiogmphiral content
(Ben-Shakhar ci al. 1986: 6+3).

Whether or not the tests used are good is an impor-
tant competitive factor, particularly in Europe, which
docs not have the hire-and-firc mentality of other arcas
of the workd and, therefore, kas to be more carcful in
the sclection process.

Test criteria: reliability and validity

Al testing instruments can be judged on whether they
show a rchiability and validity. Reliability mcans that
the same results arc obtained cvery time and that there
is little measurement error. An example of an unrcliable
measure is to use a rubber band to measure head size.
Since it is clastic, it is not relisble. Each time it is used,
there is a different result. Validity is whether the test
actualiv mcasurcs what it is requircd to measure.

Reliability

Suppose vou want to develop 2 measure of psychological
cnergy level. How do you know that you have a retiable
scale? Obviously, anc answer is that vou get the samc
result cvery time you use the same measurc, This is
called testoretest reliability.

Another reliability measure is 10 correlate parallel
tests. Thus, vou use two teste w hich mcasure the same
thing. An casicr way to get two tests is to assemble a large
number of items and use alternate items tor the fiest and
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the second test. The correlation between these two tests
is then vour reliability (corrected tor the length of the
test, because longer tests are more reliable). :

The most frequently uscd measurce ol reliability is
internal consistency or Cronbach’ s Alpha (Cronb"ach
1951) which is based on the intercorreiations of the
items. This is rcally just a variant of a parallel test, but
nOwW cvery item is taken as a sort of parallel test.

Why should more than onc question be uscd?
Ps}'rhoiogical cnergy cannot be dircetly ascertained, It
manilests itseld in different situations. Therefore, scveral
questions need to be asked to encompass the full con-
copt of energy ievel. Morcover, every question carrics
some truth and some crror in it. Errors appear, because
individuals may not understand a particular question;
they may be unattentive for a short period; they may
think of an example when answering a particular ques-
tion that is not representative of their real encrgy level
(Guion 1965). Errors that appear when answering one
item arc not necessarily the samce oncs when answering
another item. Thus, the more items there arc in a test,
the more the errors cancel cach other out and the more
accuratc is the test.

Reliabilitics of 0.70 arc usually considered necessary
to usc a tost for a study of group ditfercnces. However,
when making an individual seicction decision (taking
onc person instead of another one), reliabilitics of 0.90
and higher are required {Nunnally 1978).

Validity

Even pertect rcliability docs not cnsure validity. If yvou
want to measurc the weight of a person but vou usc a
motre rule, you have an instrument that has perfect reli-
ability (for measuring height) but low validity to mca-
surc weight. Of course, nobody would do that.
Howcver, in psychology we often do not know preciscly
how to mcasure a theorctical concept.

Some personnci officers regard the firmness of a
handshake as a mcasurc of how cnergetic a person is. It
is nccessary to be ‘theoretical” here: sometimes it may
be possible to infer the encrgy level of a person from a

handshake. But one obscrvation (a onc-item test) is

never enough. Morcover, peopic can be trained to give a
firm handshake; thisx is just a superticial motoric
response which can be casity changed.

.Construcr validity
Arguinents like this are related to the construct
validity of a test (Cronbach and Mecchl 1959%).

=
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Construct validation means to derive hypotheses from
s theory and to cstablish empirically that a test behaves
in the hypmiwsizcd way. One may, for cxample, argue
that high energy pcnplc work long hours. Thus, people
who score highi_v on vour newly (lc\'rlopcd cnergy tosts
should work longer than proplc with low scorcs.
Obviousiy, there are many other pntcmial hypothcscs
and they have to be tested similarly. One is never fin-
ished with construct validation. As Guion (1965: 128)
cxplained: ‘Construct validity must be cxpressed as a
judgment, inferred from the weight of rcscarch cvi-
denee ga\hcrcd in many ilulopcndcnt studies.’

Content validity

Content validity mcans that a samplc of test items is
drawn from a universe of items that make up the whole
construct; this implics that one has to have a good idea
of what belongs to this construct and what docs not
belong to it. Therelore, one must know the construct
and its boundarics well.

Criterion bulidity

Criterion validity mcasures the relationship of the
test with a criterion. Often, some measure of productiv-
ity is taken as a criterion. Productivity is measured by
supervisors’ asscssments, Output muasures (c.g. number
of sales made by insurance peopic), moncy carncd,
carcer advances, grades in training courscs (Landy and
Farr 1980). It is not casy to decide on an appropriate
criterion. Qutput would be a good critcrion; however, it
is not always in the hands of the workers to determine
the output (c.g. when machines can run only at a ccrtain
maximum speed). Thus, we have to make theorctical (or
at least plausiblc) judgements, whether or not we acérpt
something as a good criterion fur a certain test.

bulidity gencrah'zation
Tradi(igmily, work psvchoiogists have suggcstcd redoing
validity studies in cach company and with cach group of

workers (c.g. bluc-collar vs white-collar cmplovees, dif-

ferent races). Schmicdt and Hunter (1981) argucd that
this procedure. is unnccessary because one can make
validity gencralizations from onc context to the
next ane. They showed that differences between compa-
nics and diferent groups of employees were mostiv duc
to mmhmlnlugical reasons (¢.g. number of subjects,
reduced variance, reliability of the criteria) andd not 1o
real differences in the validity data.

intelligence tests, personality tests,
assessment centres, and interviews

Intelligence tests ,
Intclligence tests arce frequently used in the Anglo-
American workl and have been shown to have good cor-
relations with pertormance criteria. Hunter and Hunter
(1984) argued that onc of the best predictors of good
performance is general intelligence and that this is a
good predictor across most jobs with the excception of
very simpic jobs. They found that the average corrected
correlation is (.53 between cognitive abilitics and per-
formance in various jobs (Table 20.1). This corrclation is
higher with training performance than with perfor-
mance in the job (after all, intelligence measures how
well ane learns). Other meta-analyses report smaller
average corrclations, for examplc Schmitt ct al. (1984)
reported an uncorrected correlation of 0.25 ( Table
20.1). A major rcason for these ditferences is that
Hunter and Hunter (1984) used correction formulas
(Hunter and Hirsh 1987), while Schmitt e al. (1984)
did not.

Personality tests

Personality tests show much lower correlations to per-
formance (Table 20.1). Nevertheless, theee has been a
revival of interest in personality tests. Onc reason for
this relates to new theorctical developments of the per-
formance construct. Motowidle and Van Scotter (1994)

Tabie 201 Meta-snaiytic validity coefficients of various

‘selaction procsdurss
Selaction procadures Corrected mean
validity cosfficlent

Unstructured imarview : 0.20
Unstructured imarview by board ‘®

Structured interview ™ - 0.58
Cognitive ability (s.4. 1Q tests) 0.53
Cognitive abliity 0.28
Personaiity @ 015

Work sampls @ 0.41
Asseasmant cantre @ 0.43

Saurce: (3} Wiesner snd Cronshaw (1388) (D) Hufcutt and Arthur
(1994) (¢) Huntar and Huntar (1984) (d) Schawtt et al (1884: here
cosificiants ars iower becauss they are not corrected)



Work and organizational psychology m

@'f Research update

Social validity oftests

Schuler (1993) studied the setection process from the
applicant’ s perspective. This led to the concept of sooial
valldity: is the seiection procedure accepted by the
applicants? Sacial validity is influenced by four factors:
information. participation, transparency and feedback
to the appiicants. information on why certain areas are

covered shouid be given. One of the reasons why assess-
ment centres are preferred in Germany (in spite of their -
expense) is that they are more accepted than other
tests. Despite their iow validity, interviews ars also
accepted more than IQ and personality tests becauss
appiicants belisva they have more controt in the inter-
view. Privacy and fairness are important issues here.

have shown that supervisors actually have two concepts
in mind when they think of good periormance — task
performance  (sce

performance and contextual

pp-000-0). Task performance is doing the tasks well.
Contcxtual performance means that people help cach
other and the company by doing extraordinary things,
by following organi'/.atinnal rules and proccdures
(Borman and Motowidlo 1993). Contextual perfor-
mance is a bit betzer predicted by personality measures
than by ability (Van Scortter and Motowidlo 1996).

Assessment centres

Work samples as precursors were developed in
Germany (Giese 1924) and the UK and were later
applied as assessment centres in the USA (Bray & al.
1974). An asscssment contre looks at people’ s behav-
iour when they do tasks thought to be important in their
jobs. An example is the Icaderiess group discussion in
which lcadership ability, co-operative behaviour and
problem-solving skills arc observed. One advantage of
an asscssment centre is that pmcntial supcrvisors arc
included in the sclection procedure, alter they have been
trained in observational skills. Asscssment contres have
gbod validities (Table 20.1). They attempt to measure
job-relevant behaviour dircetly. Assessment centre
results are highly corrclated with inteiligence, social
competence. achicvement motivation, dominance and
self-contidence (Scholz and Schuler 1993).

Intervicws

The most Irequentiy used sefection test is the interview.
Unfortunateiy, the unstandardized interview by onc
interviewer is a poor ps_\'chnlugi('al test, The validity of
interviews can be improsed relatively casily, by increas-
ing the aumber of intePVICWers « LWO InLerviewers show

a much better validity than onc (Wicsner and Cronshaw

'1988; see also Table 20.1) — or by structuring questions

and answers (Huffcutt and Arthur 1994). Structuring
involves asking the same quustions in all interviews and
standardizing the scoring ol the answers,

\.lf Section summary

All seiection decisions are based on some kind of

test. Tests developed by psychologists usuaily have a

higher refiability and validity. Most seisction deci-

sions ars based on unstructured interviews which

hava a poor validity: however, they can be improved

by having two interviewers or by structuring the

questions and developing a coding key for the

answers. Assessment centres and intslligence test

are aiso valid selection procedures

1 Develop a few itams for a test that measures
knowiedge in work and organisational psychoi~
ogy. Nota some of the difficuit decisions you have
to make to develop thess items.

2 Give these items to a few friends. Observe them
and have them think aloud while they work
through the items.

c4 4

A person entering an orgmiution is confronted with a
certain organization. Sacialization, traming and sclection
function to increase the fit between the individual on
the one hand and work and the organization on the

1 Organizational structure
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other hand. To understand the cther side of the fit, we
need to examine the organizstionai structure in
more detail.

People cannot help being imvolved in organizations.
Students are members of a department, of a university,
of some student organization, a state and a recreational
association. You probably belong to many morc organiza-
tions than vou think. You should find that vou ¢an
describe the organization Better with the tallowing
analvsis in mind.

Descriptive dimensions and structure of
organizations

When comparing the organizalinnai features of, say, a
local sport association and a company, some descriptive
dimcnsions are needed in order to carry out this com-
parison. Pugh and collcagucs (1 968) ditlerentiated:

e specialization: the degree of division of labour

e standardization and formaiization: the degree to
which work is proccduralized and written up

» contralization: the degree to which decisions arc
made at the top

s configuration: how the organization is structurcd in
terms of urganizalional charts, with linc and staif
posixions. ctc.

Mentally compare a local sport association with a com-
pany vou know weil. You may notice that there are svs-
tematic contigurations. Your sport association might be
a chaotic organization that is mainly dependent upon
one leader; if the leader should lcave, the association
might fall apart {here, specialization and standardization
arc low, contralization is very high, configuration is
simple); the company might be burcaucratic (specializa-
tion and standardization arc high, centralization might
be medium, conliguration is complex. with many
clearly defined chains of command that onc is not
allowed to circumvent).

Five types of ovganizations

An influcntial configurational approach (Minwberg
1979) distinguishesd five types of organizations.

Simple structure

In young, cntreprencurial organizations, simpie
structures prevail. The owner may be authoritarian.
Communication is informal and goes across all Jevels,
The sport association discussed above has such a simple
structure.

MWuachinc burcaucracy

This is the kind of burcaucratic organization with a high
degree ol spccialiuliun, many routine tasks. formalized
procedures, many regulations, low flexibility, and rela-
tively centralized power structure. ‘Attemnpts arc made
to climinate all pussihk‘ uncertainty, so that the burcau-
cratic machine can run smoothly, without intcrruption’
(Minzberg 1979: 320). The machine bureaucracy is
usually found in maturce organizations; a mass produc-
tion assembly linc is a guud example,

Professional bureaucracy

Profossionals have internalizcd standards (c.g. in nursing
or medicine). They use fixed procedures but the adher-
ence to them is the result of training and socialization
and not of external forees as in the machinc burcaucracy.
Such structurcs are often decentralized, The university is
a gooxi cxample of a professional bureaucracy.
Usually, its structure is inflexibic and it is hard to change
procedures that are decply engrained in the profession.

Divisionulized form

it ‘relies on the market basis for grouping units’
(Mintzberg 1979: 381). Many large corporations have
divisionalized forms that work independently of cach
other and that arc supposed to react better to market
forces. Each division may be rather burcaucratic in itself;
however, the divisions overall arc not governed burcau-
cratically; usually the divisions are {oft to their devices as
long as the output ¢profit) is above a cortain standard.

Adhocracy
This has little formalization. Adhocracies arc often
created within larger organizations 10 make it possiblc
to innovate.

Ideal types

Mintzberg' s theory not only describes different types of
organization but also posits idcal types: organizations
that arc more similar to the ideal type shouid be more
cffective than organizations that misapply a certain type.
So, for cxample, a young organization working in a
dynamic environment should be better off if it uses a
simple structure than if it relics on a burcaucratic struc-
turc. Unlortunately, the cmpirical evidence speaks

against this hypothesis (Doty er al. 1993).

Four types of strategics

A better (it with the data appears for the Miles anxi Snow
(1978) urg.miutiotul typology, which dilferentiates four



types of strategics to adapt to the environment: the
prospector, the analyser, the defender, and the reactor.

Prospector

The prospector adapts to cnvironmental turbulence by
scanning the environment for vpportunities. Whenever a
good market opportunity ariscs, the prospector quickly
takes the chance and develops an appropriate prostuct. To
e able to do this, the prospector should have a low level
of speciatization and formalization acl a high degree of
decentratization. An example is Richard Branson. whose
many busincss interests include an airline (Virgin
Airline), a music shop and a raihway company.

Defender

"The most notable fcature of the Defender’s product-
markct domain is its narrowness and stability’ (Miles
ancd Snow 1978:37). In stable cnvironments, the

defender focuses on cfficiency, economy of scale. and a-

muchanistic nricntation. leading to burcaucratization,

Analvser

The analyser is in the middic between prospector and
defender and has clements of both approaches. The
analyscr locates and cxploits ‘new product and market
opportunitics while simultancously maintaining a firm
basc of traditional products and customers’ (Milcs and

Snow 1978: 78). Mass production and product innova- '

tion is combined.

Reuctor

Finally, there is the reactor, a company that docs not
have any stability, lacks a clcar strategy and therefore
reacts only  to “turbulences in the ¢nvironment,
According to Miles and Snow (1978), this tvpe is not
successtul, while the three others can all be successtul,
The cmpirical support for this theory is quite good
(Doty et of. 1993; Zahra and Pearcc 1990).

Organizationai factors |eading to success

Companics arc naturally interested in knowing which

organizational tactors lcad to success. Therelore, there

have been many attempts to look at such factors, One
of the most interesging nnes has been by Collins and
Porras (1994) who compared so-called ‘visionary' com-
panics with not so visionary onvs {¢.g& Hewlett-
Packard vs Texas Instruments or General Elcctric vs
sttinghuusc). Visionary companics had a strong core
ideotogy, they were driving lor progress and they were

urganinliunal visionaries.

Work and organizational psychotogy [5if

Examples of core ideologies were technical contribu-
tions in the case of Hewlett-Packard. A strong ideology
most cleariy showed up when these companices were
taking hcavy losses to defend their core ideology.
Morcover, they crcated very strong cultures which
would sometimes repel people ( ‘tove it or leave it'). For
example, Nordstrom (a visinnary company) made sure
that every employee started on the sales floor rather
than ax a manager. The core ideology is also prvscr\-cd by
recruiting top management from within the company.

The drive for progress is accomplished by developing
very high goals (*big hairy audacious goals’) and a pur-
posciul cvolution by trying things out and keeping what
works; there is continuous seif-improvement and more
long-term investments in cquipment, in people, andl in
rescarch and development. _

The visionary companics are called clock builders;
they were able to develop new urganizatinnal solutions;
for cxample, General Electric was the liest onc to build
a systcmatic Rescarch and Development Unit. The
visionary companies had organizational visions that facil-
itatcd continuous development even when the tounders
dicd or left the company.

" These arc interesting results; however, there are obvi-
ous weaknesscs of these kinds of studies (in the case of
Collins and Porras the authors know this). The visionary
companics were nominated by other managers.
Obviously, they sclected successiul ones. But what about
thosc companics that uscd the same strategics and dicd
along the way? They might have uscd the same “risky’
stratcgics but were just not lucky. Morcover, could it be
that some of the assumed causcs arc just side-products
of a high degree of success?

Orpanizational theorists have become rather sceptical
of one-dimensional explanations. People have argued too
long for organizational solutions that fit all purposcs and
cnvironments. Probably a much better answer is: success
depends on the environment; this is discussed next.

The conlingency approach: organization—
environment intcractions

The contingency approach argucs that there is no
such thing as an urganiutioml dexign that is always suc-
cossful. Rather, there has to be 2 good fit of the organi-
sation to the technology used, to cnvironmental
conditions, and 1o the state of the life cvele that the
organiution is in.,

Waoadward (1958) was the first one to point out that
Britizh firms had dilferent organizations depending
upon their manulacturing technology. Three production
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systems were differentiated: unit production (which
produccd only small batches of specialty products. c.g.
locomotives), mass production (which manulactured
farge batches of the same pm(lun. ¢.g. vars on an
assembly line) and process prnduﬂion (in which a con-
tinuous process would cxist, c.g. ina chemival firm).
Different technologics were associated with ditferent
organizatiunal features. In process control and small
batch production, supervisars had fTewer people to
supcr\'isc than in mass prmluﬂitm. The number of
levels and the proportion of highl}' qualiﬁcd emplovees
increased with level of technology (and was highest in
process cantrol). Morcover, the better the fit between
the technology and the structure, the better was the
performance of the firm.
Three environmental issucs are important:

o Simplc—complex: is it an environment that is casy to
understand or not?

o Stable~dynamic: how high is the valatility of the
market, how much turbulence is there, and can onc
predict how the market will develop?

s Munificence (gcncrosity)—-hnlsxilily: is it an casy cnvi-
ronment to work in, did the company develop a
niche product that ‘scils itsell” or is it a highly hostilc
market with many compctitors?

These dimensions arc often related. For example, the
airplanc market is complex, unstable and hostile, while
the foodstutf market is much less complex and morc
stable, and usually also icss hosiiic. Some representative
results arc that a complex cnvironment nocessitates a
more decentralized structure (Mintzberg 1979). The
morc dvnamic the cnvironment is, the better it is to
have a non-burcaucractic and decentralized structure
(Burns and Statker 1961). Finaily, the morc hostile the
cnvironment is, the more organizations tend to contral-
izc their structure (Mintzberg 1979). A good cxample is
trade unions, who had to operate in adversarial environ-
ments and became quite centralized.

Organizational cuiture

Organizations develop certain culturcs. They manifest
themselves in values and beliefs, in symbols and rituals,
in cortain habits, and in taking certain things tor granted.

One practical implication of organizational cul-
ture is that it is not vasy o ‘marry' o urganintions.
Indeed, mergers and acquisitions olten do not work out
because the different cultures do not get along
(Cartwright and Cooper 1990). A turther problem is

that peoph make implicit assumptions of how things are
to be done in'a company. Again, this Jeads to conilicts
and dilficultics when new people enter such an organi-
sation. Cultures have a tenacity that gous bevond ratio-
nality; thus, it is quitc ditficult to change a deeply
embedided culture in an organization.

Not cvery culture has the same strength; in some cul-
turcs there is a high degree of conscnsus among the
members of the nrganivmimi. in others there is not. The
assumption is that a strong culturcs will have a stronger
influence on the individuals in terms of urganizatimul
socialization (Pavne 1996)

Section summary

While there have been many attempts to describe
the one best organizational design, this may in vain.
because success comes about only in the interac-
tion with the environment - the contingency theory
of crganizations. Organizational culturs is a naw
area of ressarch which looks at what distinguishes
one organizational from the next one and dascribes
which aspects of the organization are taken for
granted by its members.

1 How could Ford in the early part of the twentieth
century with his strict hierarchical organization
and his assembly line actually produce more offi-
ciently than other organizations of his times?

c4 & *6

The concept of performance and its
differentiations

When working in an organivation, onc has to show somc
kind of performance. Usually somc kind of standard
of excellence is applied here. Raising performance is onc
of the goals of work and organizational psychology (the
others arc to increase health and to foster the develop-
ment of emploved” s personality). ¢

Performance is somectimes used to signify the
outcome of behaviour (¢.g. ' X has shown high perior-
mance') and sometimes it refers. to the action itscit.
Performance is probably better defined as an action that
is relevant to the organization’ s goals and carrics a cor-

~l Performance



rain standard of excelence (Campbell er ol 1993: 40,
Since we cquate prrt'urmancr ansd actions, this section is
based on a theory of action (Austin and Vancouver 1996;
Frese and Zapt 1994, Hacker 19861,

Actions at work are oriented towards two domains:
onc is the task domain and the other is the social
domain. As alrcady discussed (p. 000), it has significantly
acvanced our understanding of pertormance to ditferen-
tiate between task and contextual performance (Borman
and Motowidio 1993). Task performance is the morc
obvious aspect of periormance - work is defined by
having a certain task to do. The task is usually given to
the worker or a group of workers.

The following arc issucs of contextual perfor-
mance (Borman and Motowidlo, 1993):

o upholding the smooth functicning of the organization
through conscicntiousncss and compliance; this is
sometimes also called organizaliun.\l citizenship
Lehaviour (Organ, 1988)

* making the social situation conducive to cifective task
performance; altruism — anather factor ol organiva-
tional citizenship behaviour — is important here

o keeping up and servicing the technical and produc-
tion cquipment; this implics that production methods
have to be continually improved, cte.

* keeping up human procduction capabilitics; of particu-
lar importancc is participation in continuing cducation

e supporting and defending organizational objectives.

Contextual performance is not usually written into a
work contract. Thus, peoplc show contextual perfor-
mance without tormal demanuds: this implies that some
degree of personal initiative is shown by the cmployee,
Personal initiative is defincd as a behaviour syndrome
resulting in an individual’ s taking a sclf-starting, proac-
tive, and persistent approach to work that goes bevond
the job description (Frese er al. 1996). Initiative is
related to problem-focused coping and to getting a job
morc casily if somcone was uncmploved before; small-
scale entreprencurs cxhibit a higher degree of initiative
(Frese 1997) and it is related to abjective job cffective-
ness (Crant 1995).

Analysis of performance

in the following we present an action theory account of

pcrfnrm.mcc. Think for 2 moment ol your own perior-
mance as a student or an emplavee. Most certainly, you
will recognize that some things sou know how to do and
vou do not have to pay much attention 1o them; other
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tasks arc more difficult to do and vou have to concen-
trate sery strongly. This witl be discussed as a hicrarchi-
cal structure of levels of regulation. Morcover, it also
makes sense that vou develop goals, check and make
sense of the envirconment, that you have a certain plain
of action anct that you pay close atteation to the results
ol vour actions. They will be discussed under the head-
ing of action procuss.

Action process

The lfotlowing steps can be minimally dilferentiated in
the action process: goal-sctting, oricntation, plan
development, monitoring ol the exceution, and feed-

back (Diener and Schaub 1994, Frese an Zapl 1994).

Goul-setting
A goal is an “internaily represented desired state’ (Austin
arxl Vancouver 1996: 361). Goals can be developed from
within the person or through cxternal tasks. An example
of the former is wanting to do an assignment particularly ‘
well (sometimes the term ‘intrinsic goal’ is used here).
At work, peopic arc usually assigned cxtcrnal tasks.
However, we do not usually take over arganivationally
prescribed goals completely; there is a translation
process which actually changes the goals, somctimcs
quitc subtly, sometimes quite strongly — this is the redefi-
nition process (Hacker 1986: Hackman 1970; Staw and
Boctrger 1990). o

Goals have a motivating function. One of the best
practices of motivation is to give specific and high goals
to people, which lcads to higher performance than ‘do
vour best” or casicr goais (Locke and Latham 1990).

Goals change; the driving forces for such changes can
again be internal as well as external. External rcasons
arc task changes (c.g. becausc of market or job changes).

‘Internal reasons may be that onc wants to increase goal

difficulty so that cnough challenges arc present
(McClelland 1987; Whitc 1959).

Orientation

Extensive oricntation and the development of an ade-
quate problem representation is often observed in expert
task performance. For example, Klemp and McClelland
(1986) described ‘diagnostic information sceking’ as a
central characteristic of high performing managers.

Plan development

Plans (or action programmes) arc not to be confused
with their everyday mcaning. Plans comprise cvery-
thing from an claborate blucprint, a grncral idea, to an

——
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automatized schema (or framc) for walking (G.A.
Miller ¢z al. 1960). Gollwitzer (1993) has shown that
combining goals (he cails them intentions) with a con-
crete anticipatory plan (c.g specifying when and
where one will start the action) eads to a much higher
goal impiementation rate than when one has just a goal
but without the appropriate specilic plan. Think how
often vou actualiy wanted to do something but did not
do it. If you had then decided an a specilic plan of
action, the likelihood of putting the goal to work
would have been increased.

There is evidenee that high pertormers plana their
actions to a greater oxtent than a:crage or fow pcrform-
crs (Dirner er ai. 1983; Early ot of. 1987; Klemp ancd
MecClelland 1986). However, more important than
single acts of planning arc gencral strategics. Hacker
(1986) differentiated between a momentary and a plan-
ning strategy (sce also Frese and Zapf 1994). The plan-

ning strategy can be characterived as a proactive strategy

based on a long-term goal-hicrarchy. The planning strat-
cgy includes preventive actions and active scarch for
task-relevant information. In contrast, the momentary
strategy is characterized by mainly rcacting to ongoing
processes. Rescarch summarized by Hacker (1992)
shows that high performers in manulacturing tasks usc a
planning strategy more often; however, high performers
do not necessarily plan cveryvthing out in detail but the
do some sort of localized planning (Sonnentag 199N,

Monitoring of the Execution

The concept of plan alrcady implics cxecution: it is the
bridge between cognition and action (G.A. Miller er al.
1960). Nevertheless, plans are sometimes in a sort of wait-
ing linc; therefore, we differentiate a phasce called execut-
ing. Monitoring of the exccution draws heavily on working
mcmory; therefore, omission cerors appear here casily,
particularly when there arc interruptions to onc’ s work.

Feedbuck
Without fecdback individuals would not know where
they stand with regard to a goal (Ercx 1977; Locke and
Latham 1990; G.A Miller e f. 1960). On the other
hand, lecdback may also divert attention from the task,
actuaily producing negative learning cffevts (Kluger and
DcNisi 1996). An important issuc is. whether or not
feedback triggers scif-relevant thoughts that divert trom
the task (Kluger and DeNisi 1996; Kuhl 1992).

Some important paramcters with regard to feedback
are the degree of realism vs seil-serving interpretations

(Dérner ancd Schaub 1994) and reactions to the social
content of feedback vs performance content (e.g. losing
face instead of learining from criticism).

Feedback processing was found to be cssential for
superior performance. There is evidence from somc¢
studics that high performers engage more in fecdback
processing (Dérner et al. 1983) and seck more negative
foccdback ( Ashiord and Tsui 1991),

Hierarchical structurc of action:

regulation levels

Table 20.2 explains how these steps are related to the
levels of regulation fevels. Only the concept of hicr-
archy can cxplain that a higher fevel goal (c.g. writing a
thesis) actually regulates (atfects) fower level behaviours
(c.g. typing the word ‘behaviour’, or using the appropri-
ate muscies to strike a key) (Carver and Scheier 1982;
Miller or al. 1960). The higher levels are conscious,
thought oriented and more general, the lower levels are
automatic, specific and involve muscle movements.
There arce three levels of regulation of task-oricnted
actions and onc metacognitive fevel.

Skill level of regulation ,

This lowest level of regulation has been variously called
skill level (Rasmussen 1982), sensory-motor level of
regulation (Hacker 1986), psvchomotor (Ackerman
1988) and procedural knowlcdge (Anderson. 1983). It is
the lowest level of regulation with highly specific autom-
atized skills, usually involving some motor components.
information on this level is parailel, rapid, effortless,
and without apparcnt limitations. However, it is difficult
to modily automaticity of action at this level. In
order to change these programmes, they have to be
lifted to a higher ievel of regulation, so that somc con-
scious form of (ciTortful) processing can be applicd. An
cxample is to change a certain technique in a sport; usu-
ally it is not casy to change it and usc a somewhat ditTer-
ent technique.

Flexible uction patterns

Well-trained schematic action patterns (Norman 1981
dominate here. These readv-made action programmes
are available in memory but must be Hexibly adjusted to
situationally delined parameters. Perceptual processes of
action signals arc important ( Ackerman 1988; Hacker
1986). Rasmussen (1982) uses the concept of rule-based
regulation for this level.



Table 20.2 A model of laveis of regulation
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Levais of Skill level Levet of tiexible Conscious level Heuristic level
Action action pattern
reguiation
Consciousnass Unconscious: Acoess to CONsCiousNess Conscious represantation  Both conacious and
of regutation norTaly N0 acCEss possidie, but not NECassary nNeCessy automatic use of heuristics
10 CONBCIoUSNBSS
Goals Automatic goals . Sub-goais Goals Standard meta- and He
gonis
Action Slueprints of slenantary Waell-known pattems Conscious compiex pians, Metapians, heuristics
prograsmmes movement patterms and with situations specifications  strategies
cogritive routines
Feadbaci/ Sterectype tast Processing of known signals/  Analysis &l syrithesis Abstract (non-object-
sigais programmes. rconacious  feedbmck of new information orentad) chacks logica)
processing of kinaesthatic inconsistancies
and propriocapdve
feadback sigreis

Sources acApUC from Hackar (1968), Fress ars 2apf (1904)

Conscious level

This level is concerned with conscious regulation of goal-
oriented behaviour. It has been variously called knowl-
cdge based (Rasmussen 1982). declarative knowledge
(Anderson 1983), controlled (Shilfrin and Schneider
1977), cognitive (Ackerman 1992). intellectual level
(Frese andd Zapt 1994, Hacker 1986). Conscious process-
ing implics cffort (Kahneman 197, it is slow, it is con-
strained by limited resources of the contral (conscious
working memory) processor (Baddeley 1986), amd works
in a scrial mocde. Thus, when working on this loved, it is
stow, difficult and often not really clegant. just think
about training for the first timce to ski down a hill,

Metuacognitive heuristics

Peoplc have some knowlcdge about how they use their
thoughts and strategics (knowiedge on cognitive regula-
tion: A.L. Brown 1987). Peopic know how much they
will be able to learn and what kinds of strategics they
use {Gleitman 1985; Weincert and Kluwe 1987). Further,
people have general heuristics, of how they plan, sct
goals, and proccss fecdback (Frese e aof. 1987). We
assume that these gvm‘ral heuristics can be cither con-
sc1ous or automatic (A.L. Brown F987; Flavell 1987)
and they may be highly gvnvrahzvd or spcriﬁc.Thc high-
ost level = the meta-level = s usually not impiicated

when we receive an outsicde task and when the task solu-
tion is known. This is onc reason why we typically do
not think about cur life goals in our cveryday activitics.
The meta-level will be consuited, however, when things
go wrong or when the situation is new. Therefore, when
one moves or when one scparates from a love, onc
thinks of onc' s liic goals more generally.

Automaticity and the leveis of regulation

It is not only scnsory-matar acts that can be and are rou-
tinized andd thus become automatic, but also our thoughts
and mectacagnitive stratcgics. Mental skills may be
automatized as well. This also applics to the usc of theo-
rics. For cxample, somebody raiscd in the tradition of

" the psvchoanalytic theory will automatically think about

the importance of sexual development of clicnts when he
or she is confronted with a practical problem. This is onc
reason why theorics have a life of their own and it is ditfi-
cult (andt cifortiul) to change them (even if one becomes
convinced that the theory is wrong). The automatic usc
of the theory gives an impulse to ask cortain questions
and not other ones, for example in therapy.

Evidence for the differentiation of levels of regula-
tion comes primarily [rom training studics. Ackerman
(1988) has shown that intelligence predicts perfor-
mance better in the beginning of the training process
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(when processing s done. consciousiv), pcrccptual
speed s a gnml predictor in the middle (when process-
ing is on the level of flexible action patterns) and psy-
chomotor predictors are gnml at the end ol the training
(when the task is handled routinelyv),

Relationship between upper and lower

level processing

Routines are developed when the envirFonment is redun-
cdant and when satisfactory results can be achiceved with
the routine. Whenever possihlc, pvopic prcfcr 1o regu-
late their actions on the lower lewcls because processing
on this level is fess cffortful and the action is smoother.
It fcaves the higher levels of regulation free from the
constraims of the working memory; it also allows
people to do other !hings.'fnr example, while walking
onc can be delighted about nature’ s beauty or davdream
about one’ s future.

However. routines can alse have ncgni\'c cffects.
Keeping routines makes prople conservative. This gocs
for thought routines (c.g. using a ceruain theory and
keeping this theory even when there arc actually betrer
alternatives availabic) as well as for sensory-motor rou-
tines (¢.g. a certain way to ski or 10 do one’ s banking
although morc cfficicnt alternatives are available).
Performance problems cnsue, panimlarly whoen contin-
uous improvement IS neccssary, when innovations have
to be speedily impicmented (c.g. ‘not invented here svn-
drome’), or when team compasition is changed quickly
(c.g in project work). In all these cases, there is a ten-
dmcy to kcvp conservative routincs gm'ng cven against a
certain amount of cnvironmental pressure. On the other
hand, routines may also lead to borcdom because the
higher levels of regulation are underoccupicd.

Actions arc regulated on 3 higher level when barri-

ers, opportunitics for new goals, or cnvironmental pres-
surcs appear.

« Barricrs arc, for cxample, errors or problems that arc
difficult to soive, or a no-go situation. The consc-
quence of moving up the level of regulation is that
onc is able to think consciously about the problem.
This is (rustrating because one’ s plan ol action is
interrupted (Mandler 1964) but it can also lead 1o
new learning (Frese 1995). .

» Opportunitics for new goais may appear. if ;hé%c
opportunitics arc important given a cereain latent
action tendency or current concern (¢.¢ when some
onc cleans the kitchen and natices that a cupbaard is
not in order and rearranges the contents as welh). In

such a case the person may focus consciously on the
task and decide whether to linish it or to use the
npportunit_\‘ as a trigger of new actions.

+ Environmental pressurcs may be dircet pressures by
the environment to process semething on a higlx‘f
level. An example is a training situation, in which
people are asked to think consciously about how they
arc doing things.

Most prnbably. there is some kind of self-reflection
when processing one’ s actions on a higher level. One

positive side-ctivet of this higher level of seif-reflection

may be a highcr innovation rate (West e of. 1997).

On the other hand, pmhloms appear when moving
up the level of regulation: overload of processing capac-
ity, lower degree of clegance, and sometimes a disrup-
tion.of the smoothacss of actions. Overload is the direct
result of having mare things to do on the upper levels of
regulation (Kahneman 1973). Especially frustrating is
the lower degree of performance clegance and smooth-
ness when people are asked to control consciously a rou-
tinized action ¢ Kimble and Perimuter 1970).

Performance appraisal

Whenever we talk about people, we also make judge-
ments of their performance, for example after watching
a ballet (it was excellent) or after a dinacer (there was
incompetent service). Performance appraisal is usu-
ally a bit more systematic and is often ted back to the
emplosee in an appraisal interview. Graces scrve as per-
formance appraisais for students.

The following arc important issucs of performance
appraisal: developing good criteria, appraisal crrors,
strategics to overcome these crrors via training and rat-

ings scales, and the relationships of pcrformance

appraisal with performance.

Criterion deveiopment for performance
appraisal

Performance appraisals shouid be based on objective
and observabie criteria, which arc related to those
results that are under the control of the person to be
appraised: the criteria should alsa be representative to

the job. It ix difficult to achieve all of these. For exam-

ple, the output of an automatic tool andl dye machince
operator can be measured quite objectively. However,
this output is not under the control ol the worker, who
is dependent upon the programmer, the quality require-
ments, the repair people, the prior shift, the condition



of the machine. ote. All these factors contribute to
higher or fower output. It noe uses the criterion of how
diligently the warker works, there are problems with
observability, paru‘rularly when the managers have to
SUPCEVISC Many W orkers.

Errors in performance appraisal

Social cognition rescarch has shown that we make errors
when judging other people. These creors are related to
rater and ratee characteristics, ditlerent rating proce-
dures (more on this latery, the amount of training
received by the rater, the type af job, and other back-
grnuml variables (Landy and Farr 1980). The most
important appraisal crrors are the following:

o The halo effect implics that the manager general-
ives from onc positive or negative characteristic to
other ones, c.g. an intelligent person is also scen
to be more conscicntious (Pulakos et ol 1986).
Thus. ditferene dimensions of the rating tend to be
lumped together.

o The leniency/severily error mcans that some
people tend o be gcncral!y more positive while
others tend to give more ncgative ratings. On the
whole, lenicncy errors arc more frequent.

¢ Central tendency crrors mcans that raters only
usc the midpoints of a scale, rathor than the extremes
(Guion 19651,

“» The similar-to-me-error (Wexley and Yukl 1977)
occurs when managers judge their warkers better
when they usc similar work methods or when their
personality characteristics arc similar to them.

Training for performance appraisal

Four dilfcrent training concepts have been used to
increase appraisal accuracy (Wochr and Hullcutt 1994).

¢ in rater crror training, the menagers are taught the.

above crrors and told to reduce them. There is some¢
controversy over whether this training is usciul (sum-
marized by Wochr and Hulfeutt 1994)

¢ In periormance dimension training, the raters are
taught the pertormance dimensions in detail, how to
keep them apart and how to operationalize them
(D.E. Smith 1986).

e In a framc-of-reference training, the trainces are
taught to keep the dimensions apart, to cliscuss and
practisc on samples ot behavioural incidents for
cach dimension. Thus, commaon evaluative standards

are trained.
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o Behavioural observation  training distinguishcs
sharply between ahservation and cvaluation of
behaviour. Raters o - taught how to obscrve behav-
jour and to use appropriate records (note waking,
diary, ctc.) and not to fall into the trap of immedi-
ately judging the ratee.

The frame-of-reierence and the behavioural observation
trainings generaliy showed the best cifeets (Woehre and
Hullcutt, 1994) .

Rating scales to improve appraisal

Several different rating prmwlurcs have been developed
for periormance appraisal. in gcm‘ral. the more behav-
iourally oriented the rating svales are, the better, for
exampie, the Behaviourally Anchored Rating Scale
(BARS) (P.C. Smith and Kendall 1963) and Behavioural
Obscrvation Scale (BOS) (Latham and Wexley 1977).
Two items of an behavioural observation scale to mea- |
surc a managcr's ability 10 overcome rcsistance to
change arc ‘Describes the details of the change to subor-
dinates’ and ‘Asks the employee for help in making the
change work' (Latham and Wexley 1981: 56).

Performance appraisal and performance

It has been assumed up to this point that performance
appraisal interviews alwavs have positive consequences on
subscquent performance. However, doubts have been
raiscdd about this presupposition. Kluger and DeNisi
(1996: 254) found little evidence in their meta-analysis
that fecdback interventions (fecdback given in addition to
the task, as in an appraisal interview) had gcncrall_\' posi-

. tive cifects on performance. The majority of their studics

were experimental; thus one cannot gencralize from
these findings to all appraisal systems. However, these
results cast some doubt on the ndive assumption common
to most psychological theorizing in this arca. Kluger and
DeNisi (1996) have provided a comprehensive theory of
fecdback intervention. important for our discussion is the
fact that whenever the self-system gets involved, feedback
can cven have negative conscquences on performance.
You might think that this is truc oniy for negative feed-
back. If you are told that vour class paper is really infc-
rior, vou may be lexs motivated later on. However, this is
also true for positive feedback, c.g. getting the feedback
that vou have done a marvellous job with vour paper. Your
attention is then diverted to the seif and away from the
task; vou are thinking about vourscif, about how great
vou are, and so on.



m Psychoiogy

Thus, pvrfnrmmcc appraisal svstems are far trom
trivial and have many inherent problems that need to be
taken into account before they con produce positive per-
tormance cifccts.

Action errors: the opposite of good
performance?

Action crrors are discussed here tor three reasons: first,
they arc often scen as the apposite of _gncd perfor-
mance. Il individuals pertorm well, they should not
make any crrors, Sccond, crroex are intrinsically fasci-
nating, partly because they are se frequent. Most proba-
bly, vou do nnt cven realize how many crrors vou have
madc today. Third, errors are the ‘building blocks’ of
positive and ncgative events in the warkplace: crrors
may lcad not only to negative cvents like accidents and

low quality, but also to positive events, such as learning

and cxploration.

Definition of errors

Errors imply the non-attainment of a goal and they
should have been potentially avoidable (Frese and Zapf
1994; Reason 1990). Errors and violations have to be dit-
ferentiated, the latter being a conscious behaviour against
somc norm. Errors should also be diffcrentiated from
faults (c.g. product or machinc {auits). Since machines do
not have goals, they cannot make errors. However, there
faults may be the result of a designer crror.

COI‘ICCP( of error managemcnt

Usually, propic try to prevent cerars from occurring.
However, recently, | have become convinced that it is as
important to think of error management. This term
should be distinguished from error handling. Error han-

dling is a descriptive term and implics any tvpe of

response towards an crror, whilc crror management is
prescriptive. Error management means that crror han-
dling is supported with the goals of avoiding ncgative
error consequences, of dealing quickly with crror conse-
quences onee they occur, and ol learning from an crror
to reduce the future occurrence of this l'\‘.p&' of error. The
issues of crror management will now be cxplainvd.

Avoiding ncgutive crror conscquences

Onc prerequisite of the concept of error management
is the differentiation between the error itsell and the
negative ¢rror consequences. People do not break an

arm cvery time they trip over. Tripping is the crror, the
negative vrror conscquence is to break an arm. The
concept of cPFOr mManagement argucs that the negative
crror consequences have to be avoided, not the error
per sc. Figure 20.3 cxplains the differences between
crror prevention and crror management, The strategy
of crror prevention attempts to reduce the humber of
faulty actions. Thus, a barricr is crectetl to prevent a
faulty action occurring. The error man.xgémcm strategy
is not concerned with a specific error but attempts to
crect a barricr between the error and the potentiaj neg-
ative crror consequences. Learning how to lall over
without breaking an arm would be an crror mapage-
ment approach (as is routinely donc when fcarning a
sport like Judo). ‘ ‘

Deulinyg quickly with the negative error
consequcnces once they occur

This aspect of error management works from the
assumption that crrors have more ncgative cpnsce
quences il the person does not detect errors immedi-
atcly and/or docs not correct the error conscquences
quickly. This is so particularly in dynamig systems, for
example organizations which deal with'a campetitive
market (Doérner 1989). ‘

Learning from an error to reduce the j'uturc
occurrence of this type of error

Error prevention strategics attempt to prevent crrors.
The concept of crror management is much more scepti-
cal about the viability of such an approach. More likcly
than not, crrors will appear anyhow. However, individu-
als shoukd not repeat the errors that they have made.
Theretore, crror management implics that prople
shouid lcarn as much as possible from théir crrors.

ACHION weememelie ErrOr =i EFTOF CONSIGUINCES
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Figure 20.3 Error prevention and error management



Errors and organiulional learning

Error training was discussed in the section on training,
whero it was shown that crrors can lead to learming.
Prerequisites to learn from crrors are that people get
gnod crror feedback, are not too upset sbout an crror,
and are able to explore (Frese 1995). These principles
can also be used in organizalinml learning. Therelfore, a
PUSILIVG OF NCEAIVe crror culture will determine organi-
zational learning to some extent. Organizations that arc
strong on crror prevention and sanction errors nega-
tively will prnlubl_\' have the following probiems:

¢ A reduced anticipation of errors: people assume that
crrors will not really appear but il =0, that other
people or subsystems will tind the vrror and deal
with the crror consequences.

* Losing onc’s ability to cope with errors: it error proe-
vention works, actions to cope with crroes are
rehearsed less frequently and are, thercefore, not
available when really needed.

e Errors arc not accepted: this lcads to concealing
errors, less communication about crrors and, there-
fore, less individual and collective learning from
them,

Errors and accidents

Up to this point, we have talked about ridding the crror
concept of some of its ncgative connetations. Thus,
cerors may icad to cxploration. opportunitics to lcarn
and cventually to higher performance. But crrors arc, of
course, also related to accidents amd acgative events
such as inferior quality of products. A good casc is the
Three Mile Incident that ncarly led to disaster (scc
Reason' s account of it in the casc study),

Figurc 20.+ cxplains how an accident may occur
(Maurino ¢z of. 1995;. There arc nrganizalional
processes that lcad to working conditions and to
defences and barricrs against accidents. An active crror
occurs when there are local conditions (triggers) that
mismatch with the working conditions and with the pro-
cedures. Usually, there are also organizationaily pro-
duced latent errors when an accident occurs (because
otherwise the sal’cguards prevent an accident even if
there individuals make errors). Theretore, urganiunnnal
defences should be strcng!hcncd to avoid accidents.
Thus, crrors may lead to accidents, but -we should
remember that an organization that attempts to mini-
mize crrors may ha\'c."its own prnl)lcms because it is too
much focusced on error prevention.
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Organizational
processes

Defencas, barriers
and safegaurds

Local working
conditions

Active ervor

Figure 20.4 How errors iead to accidents
Source adaptad form Maunmno et al (198% 24)

\.lf Section summary

performance and weli-being are the two most
important criteria of psychological interventions at

_ the workplace. Performance falls into two parts:
task and contextuai performancs. Performance can
be analysed according to the action process and the
levels of reguiation. Performance appraisal is the
systematic appraisal of empioyees. Action errors
are not Just to be seen as negative events, aithough
they can aiso isad to accidents.

1 Analyse a fellow student's high or low perfor-
mance in a study task (You can aiso observe a bar
tender and analyse this performance in the same
was, if you prefer.) Ask yourself where the stu-
dent (or bar tender) is high or low in performance
and in which was, how the person works on the
task. what errors he or she makes, and so on.

2 Think of an error that has happened to you: how
can you analyse the error and in which way did
you respond? How could have error prevention
and error management been supported?

—o—
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- ) Case study

Three Mile Island
Chain of events and active erruis

Maintenance crew introduces
water into the instrument air
" system.

Turbine tripped. Feedwater
pumps shut down. Emergency
{eedwater pumps come on
automaticaily, but flow blockec by
two closed valves.

Rapid rise in cors temperature

and pressure, causing the reactor
to trip. Relief vaive (PORV) opens
automaticaily, but then sticks in the
open position. The scene is now s&t
for a loss of coolant accident (LOCA)
13 seconds into the emergency.

Operators fail to recognise that
the relief vaive is stuck open.
Primary cooiing system now has
hole in it which radio-active
watar, under high pressure pours
into the containment area. and
thence down into basement.

Operators failed to diagnose
struck-open PORV for more
than 2 hours. The resuiting
watar loss caused significant
damage to the reactor.

The crew cut back the high-
pressure injection (HP1) of the
water into the reactor cooiant
system, thus reducing the

net flow rate from arsund
1000 gallons/min to about

25 galions/min. This ‘throttiing’
caused serious cors damage.

Source: Reason (1980: 250)

Contributing conditions and latent fullures

Although this error had occurred on two previous occasions, the
operating company had not taken steps to prevent its recurrence.
(Management failure)

The two bicck vaives had been erroneously left in the closed

position during maintenance, probably carried out two days

prior to the accident seqguences. One of the warning lights showing that
valves were closed was obscured by a maintenance tag.

(Maintence failures)

During an incident at the Davis-Besss plant (another Babcock &
Wilcox PWR) in September 1877, the PORV aiso struck open. The
incident was investigated by Badcock & Wilcox and the US Nuciear
Regulatory Commission. However, these anatyses were not collated,
and the information obtained regarding appropriate operator action
was not communicated to the industry at large.

( Regulatory failure)

1 Operators were misied by controf panel indications. Following an
incident 1 year earfier, an indicator light had been installed. But
this merely showed whether or not the vaive had been commanded
shut: it did not directly reveal valve status.

{Design and management failure)

2 Operators wrongly assumed that high temperatures at the PORV
drain pipe was dus to a chronicaily leaking vaive. The pipe tamperature
normally registered high. '
{Management/procedural failure)

1 The control panel was poorty designed with hundreds of alarms that
were not organised in a logical fashion. Many key indications were
sited on the back wail of the control room. More than 100 alarms
were activated with no means of suppressing unimportant ones.
Several instruments went off-scals, and the computer printer ran
more than 2 hours behind events.

(Design and management failures)

2 Opsrator training, consisting largely of lectures and work in the
reactor simulator, providing an inadequate basis for coping with
real emergencies. Littie fesdback given to students, and training
(Training and management failures)

1 Training emphasised the dangers of flooding the core. But this
took no account of the possibility of a concurrent LOCA. ’
(Training and managament failurss)

2 Following the 1977 Davis-Besse incident, the Nuctear Reguiaroty
Commission issued z publication that made no mention of the fact
that these operators had interrupted the HPI. The incident appeared
under the heading of ‘vaive malfunction’ not ‘operator error’,
(Regulatory failure} ’
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7 ) Stress and Health

Stress

In an organization you have to perform but this may lcad
to stress. Work is interesting because it can contributc
not only to well-being (consider the lact that depressed
uncmployed become well again, when they find a job)
but atso to ill-heaith, Work and organiulimul psyeholo-
gists have, theretore, attempted to understand the issuc
of stress better.

Stress at work is a major factor contributing to ill-
hcalth, 10 human sultering, andl 1o productivity Inss.
Rosch and Pelleticr (1989) have estimated the costs of
stress at work to be USS150 billion in the USA because
of increased absentecism, diminished producti\'il_\'. com-
pensation claims, health insurance and medical expenses.
About 33 per cent of the European emplovees said that
they were working at high speed, 40 per cont that they
were carrving out repetitive tasks, and 27 per cont said
that they are working in painfu! positions; 39 per cent
said that they could not change the work specd by them-
selves (Paoli 1992),

Rescarch has suggested that many difteérent ill-hcalth
problems arc related to stress, for cxampic. coronary
heart discasc, elevated blood pressure, psvchosomatic
disturbances, depression, ctc. (Cooper and Marshali
1976: Fictcher 1991; Karasck and Theorell 1990). Pain-
related discases, such as musculo-skelctal discases” may
also be related to stress at work (Osterholz e ul. 1987).
Even cancer and the common cold may be related to
stress because stress has an offcet on the immune system
which in turn influcnces the development of cancer cells
and infections (Fletcher 1991 Herbert 1993,

Specific stressors at work

A list of stressors is presented in Table 20.3. Stress
rescarch has always cmphasized the fact that there is an
interrelationship between the physical and the psvcho-
logical side of the human. This is also truc ot physical
stressors. For cxample, noisc that people can control has
less negative impact than uncontrollable noise (Glass and
Singer 1972). Work-related stressors tax the peeson's
capabilitics. Role contlicts cxist when a scerctary has
two bosses and role ambiguity means "uncertainty about
what the occupant of a particular office is supposcd to
do’ (Katz and Kahn 1978: 206). Social stressors are
aversive interactions with co-workers and supervisors
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Tabie 20.3 Stressors at work

Phenomanon Timescale

Phyriosl stressors

* roise, dirt, heat, vibrations, chemical substances
* danger

Worti-ruiatad Strossors

time prassure (quantitative overtoad)

work too compiex (qualitative overioad)
monotony (SuanEIIETEONNTIN

not enough to 40 (QuAlitetETvETNY)
gisruptions (e.g. machine breakdown)

Rols in organization .
o rols ambiguity (unclear role requirsments)
o roie conflicts (conficts from different rois requirements)
¢ responsibliity for psopie
Caresr
‘s goverpromotion
¢ underpromotion
+  job insscurity
Social stressors
» poor reiations with supervisor, collsagues,
subordinates, others (8.8 customers)
[} mm
Timing of work
.o night-work and shift-work
o odd hours or badly designed shift schedules

@ Research update -
Mobbing or harassment

Harassment (sometimes calied mobbing) has been dis-
cusaed in the press. Mobbing impiies that individuals at
work are bullied and harassed over a long period by
several peopie (usually including the direct superior).
Mobbing is directed against an individual and occurs
fraguentiy {(once a week) and over a long period of time
(at ieast six months) (Leymann 1996). There are clear
relationships of nobbing with psychosomatic and psy-
chological disturbancss aithiough the causal connec-
tion is as yet unciear (Leymann and Gustafsson 1996
Zap! at al. 19986). in Norway 8.5 per cent had bssn bul-
lied at work in the previous six months and in Sweden
3.5 per cent (Einarsen and Skogstad 1998),
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and harassment (sce the rescarch update). Other organi-
sational stressors mav be related to carcer-related stress.
Finally, night-work and shilt-work are serious stressors.

Resources in the stress process

Up to this point we have just talked about the stressors.
From a practical perspective this would mean that onc
should reduce these stressors. However, this is often not
feasible and may sometimes even lead to negative effects
(sce the case study on p. 0003, There is also a paradox
from this viewpoint. Managers have stresstul jobs. They
work long hours and they have to make complex deci-
sions at hth speed. Nevertheless, their psyvehological iil-
ness rates or the degree of stress-related discases are
much lower than those of bluc-collar workers (Karasck
and Theorell 1991; Schacfer and Blohmke 1977), .

Onc answer is that resources play a role. Resources
arc conditions and personal characteristics that can be
used to attain goals ( Hobloll 1989; Schinptlug 1985).
Internal resources are qualifications and knowledge.
External resources are control and social support. Since
both internal and external resources of managers arce
higher, this would cxplain why there is less ill-heaith in
managers than in bluc-collar workers.

Just think of whether or not vou can control a stres-
sors. if it is no probiem ta walk over to vour neighbours
and ask them to turn the music lower, the music does
not bother you. But if vou know that no matter what
vou do, vour ncighbours will blast the music into vour
cars, you may become annoved (and fecl strain).

Thus, instcad of a simple relationship between stres-
sors and ill-health, we now have to consider the moder-
ating factor of resources. Figure 20.5 shows that there is
a high correlation when control at work is low (that is,
stress producces ill-hcaith for these people) and a low

Low control

High control

Psychosomatic Symploms

Figure 20.5 The moderating effect of control

relationship when control is high (that is, these people
do not become il from health because they are pro-
tected from having a higher leve -l of control).

Control

Control (autonomy or job discretion) means to have an
impact on the conditions and activitics in corrcspon-
dence with some higher order goal (Frese 1989; Gardell
1971; Karasck and Theorell 1990). Control is an impor-
tant variable because it explains why managers have less
strain than non-managers although the stressor level of
managers is probably higher than those ol non-managers.

Control has been shown to be a moderator, both in
experimental and (to a lesser extent) in ficld rescarch.
Glass and Singer (1972) showed that noisc as a stressor had
stronger emotional and performance ctfects on people
when they thought that they could not turn this noisc ofl.
Somctimes it is cnough to know that one has potential
control. Subjects had a button that could turn off a loud
noisc; they were asked, however, not to use this button (all
of them complicd). This condition produced less stress
than not having a control button (Glass and Singer 1972).

The basic experiment by Scligman (1975) was to
shock two groups of animals. One group was ablc to
turn the shock off (c.g. by pressing a bar). Another
group of animals received cu('tlv the same amount and
time of clectric shock as the first group, but the helpless
group had no control over the stressor. In a sccond phase
of the experiment, the animals were put in a shuttle box
and were shocked again. But this time, 2il animals could
cscape the shock by jumping across a barricr. This was
no probiem for the animals that had had control over the
stressors: they quickly jumped over the barrier and
learncd that it was safe on the other side. However, the
helpless animals sat in the shuttlc box and did not
attempt to jump across the barricr. They showed all signs
of cmotional turmoil, such as defecating, urinating and
whimpering. Scligman likened their state to human
depression and showed that there was considerable sym-
metry between fcarned helplessness in animals and
depression in humans.

Gardell (1971), Frankenhacuser and Gardell (1976)
and Karasck (1979) showed the importance of control at
waork. In cach case, ill-hcalth was more frequent if there
was little control at work. However, this so-called moxi-
crator vifeet could not be shown reliably in non-cxperi-
mental ficld studies (Kasl 1989). Currently there is 2
debate about what this means: some peopic arguc that
this means control is simply not 3 maderator, others
argue otherwise, Most of those studics that failedt 1o tind



a moderator clfect have shown a direct relationship
of non-control at work with ill-health (Caravon,
1993; Clegg er of. 1987, Kauppinen-Toropainen ¢t ol.
1983; Mclamed er al. 1991; Payne and Fletcher 1983,
Sonncntag et al. 1994; Spector 1987). Morcover, there
arc several studies that showed the h_\'pulhcsiv.cd modcra-
tor cffect (Dwyer and Ganster 1991; Fox et al. 1993;
Parkes et al. 1994; Wall et of. 1996). There are three rea-
sons for the difficultics in finding a maoderator clfect.
First, the statistical method (moderated regression analy-
sis) is quite conservative and often does not find the
effect, for example, because the sample sive is too small
(Aiken and West 1991), Sccond, stressors and non-con-
trol at work may be confounded; if the emplovees have
control, they have reduced the stressors in the first place.
Thus, people whe have high stressors usually also have
littlc control; thus, when onc asks them about stressors,
they usually report on non-controllable stressors. Finaily,
affectively charged stress scales or subjectively worded
control scales are used. The more subjectively worded
items should confound control and strain because people
perceive stress situations that arc non-controllable as
morc straining. Better scaie development may lead o
getting interaction cffccts more reliably (Wall ez al.
1996). For all of these reasons and the fact that there is
ample support from the laboratory, it is my contention
that we should assume control to act as a mexderator with
low levels leading to a high relationship ol stressors and
ill-health and with high levels of controi producing no
impact of stressors on strain.

Social Support

Sacial support — another resource - is characterized
by atfective support (i.c. love, liking, respect), confirma-
tion (i.c. confirming the moral and lactual ‘rightness’ of
actions and statements) and dircct help (aid in work,
giving information or moncy) (Kahn and Antonucci
1980). Onc promincnt hypothesis about the function of
social support is the so-called butfer hypothesis {Housc
1981; LaRocco et al. 1980) whercby social support is
supposcd to moderate the relationship between stressors
and ill-health; high support should protect individuals
from the negative cifects of stressors. Social support
works like sun-cream, IF one uses sun-cream, the radia-
tion (the stressor) is still there but it does not affect the
skin m‘gati\'vl_\'.

As with control, the moderator effect hypothesis
has reccived confirmation (House and Wells 1978,
LaRocen er af. 1980: Narbeck and Tilden 1983 Raoos
and Cohen 1987; Winnubst er of. 1982), but there have
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been apposite finclings as well (e.g Ganster er ol 1986;
LaRocco and Jones 1978; R.]. Turner 1981). In their
overview, Cohen and Wills (1985: 314) arguc that butfer
effects oceur when there is a ‘reasonable mateh between
the coping requirements and the available support’. For
practi('al purposcs, it makes sense to assume that social
support has positive cifccts at work, aithough there are
some inklings in the literature that also thow same nega-
tive offects under special circumstances (c.g. when social
support undermines self-condidence: of. Pecters 1994),

Theories of the stress process

The two most inllucntial theorics about stress arc by
Sclve and Lazarus.

General adaption syndrome
Sclve coined the term ‘stress’ in 1936. Sclve (1976) has
described the geaenl adaptation syndrome (GAS)
as a general response of the organism to cvery stressor.
The first stage of this syndromc is the alarm rcaction. In
this alarm rcaction, the organism is madc ready for a
flight-or-light respansc. Like other animals, humans fcar
predators. When a predator comes near, the organism
has to be prepared for fight or flight. Thus, there is an
arousal ol the sympathetic arausal system which Icads to
stronger pumping of blood to increase oxygen transport
to the body cells. it also leads to morc support for the
heart muscles, but less to the stomach and the skin.
Further, the biood clots more rapidiy, which helps stop
bleeding in casc of an injury (but it also contributes to a
heart attack when the arteries get blocked). Further,
many dilferent hormoncs arc excreted. for cxample cat-
ccholamines which have an cnergizing cifect. After this
alarm reaction, there is a resistance stage, which is fol-
lowed by the exhaustion stage if the stressor persists.
Sclve rightly cbscrved that in the workplace, there is
no opportunity for flight or fight. People cannot attack
their boss (fight) or get away ( flight). When pcopic arc
trapped in the stresstul situation, the psychophysioiogi-
cal system becomes exhausted in the work cnvironment.

Cognitive stress theory

Scive's theory has one problem: as a purcly physiological
theory it does not tell us anything about the cognitive
processes which play a role, as Lazarus e al. (1962)
showed. They comparetd dilferent soundtracks on a film
an the initiation rites of Australian Aborigines. This film
showad in excruciating cdetail their Stone Age mcthods
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of circumeision. Soundtrack of denial (it does not hurt
that much’) and intellectualization Clet s look at how
different cultures do theie initiation rites') reduced the
physiological strain of the subjects vonsiderably.

Figurc 20.6 describes Lazarus’s cagnitive transac.
tional stress theory (Lazarus and fFolkman 1984; Lazarus
and Launier 1978); its central concept is the appraisal
process. External stimuli arc appraised on whether they
constitute harm or joss, a threat or a ('hallcngt‘.This
primary appraisal of stress is the phase in which the
person finds out swhether or not there are stressors. A
sccondary appraisal of stress process looks at
coping resources and coping options o deal with these
strossors. There are two broad coping strategics: coping
with the problem (c.g. ‘et me change this situation
now’) or coping with thc emations (c.g. ‘et me relax
now’). The appraisal determines the reactions; peactions
can be to escape the negative stimulus, to attack it (i.c.

do something actively about the negative situation), or .

to be passive. A form of passivity is just to sit and take
the negative situation (as in helplessness). Finally, there
is the possibility that the person reappraiscs the stress
situation (possibly in the sense oi a defensive reappraisal)
and comes to the conclusion that there is no harm or
threat in the cnvironment.

Prevention of stress: practical approaches

Stress prevention can be achieved with ditferent sorts of
programmes. Figure 20.7 gives an overview. In the

USA, stress managemoent programmes are usuall_v
directed at the individual. In Europe, there has been
maore cmphasis on job-oriented stress prevention pro-
grammes {Cooper and Pavae 1992y, Howoever, it would
not be usciul to pit one methed against anather; the best
approu‘h is probably to attempt to reduce the stress
problem via several methads.

Figure 20.7 displays institutional and pcrsnnal
appmarhcs and stressor, strain and resource .:ppr(m'lws.

Stressor-reduction

Stressors can be reduced by technical and organiz.\tional
mcans {¢.g reduction of noise, change of assembly line
speed in accordance with the circadian rhythm, reduc-
tion of interruptions of work). This institutional stres-
sor reduction approach is uselul, aithough there arc 2
few problems:

¢ Reducing one stressor and concentrating on just this
stressor may actually jead to an increasc of other
stressors (see the case study on p. 000).

¢ Reducing stressors may somctimes lead to a reduc-
tion of challenges. If there is high qualitative over-
load, onc may be tempted to reduce this overload
by decrcasing the cognitive demands of this job.
Often this is suggested by cngincers and lcads not
only to a reduction of overload but also to a reduc-
tion of challenges and resources (sce the case study

on p. 000).

Primary Secondary
appraisas appruissl
Chailengs «afemcne m
Probiem and
Rarm  -effumucos Harmm emotion-orientad Resction
foe—p= " Escape
Threat <dpons Threat
i e —
A Attack
Defersive
. aporaisal
Passivity

Figure 20.6 Lazarus's cogritive stress theory
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Figure 207 Stress prevention in an organization

o Since technological changes arce quite frequent,
rescarch is too slow to tell us which stressors are par-
ticularly problematic and nevd to be taken carc of.
For this reason, reduction of stressors should usually
be arcompmicd by an increase in resources.

Increase in resources

Resources in the sense of control help individuals to
have an intfluence on how to do their work and to
increase or reduce stressors appmpriatcly. Stressors that
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come about through new technology can best be dealt
with when resources are given to influcnce one's work.
Thus. restructuring work by increasing job content and
responsibilitics often has a stress preventive function as
well. However, this should be complemented by
improvements in skills because skills are needed to make
usc of the higher resources.

Strain reduction
Stress management programmes are oriented to reduce
the appraisal that somcthing is stressful and to rather
appraisc something as 3 challenge. it also attempts to
tcach a person to increase the quality of onc’ s coping
stratcgics ad to aitempt to reduce strain {stress immu-
nization or relaxation techniques). In addition, they
often attempt to improve dict, to support healthy living
(c.g reducing aicohol and tobacco consumption) and to
increase physical exercisc (c.g. Nvidhardt ct al. 1985).
Stross immunization works by helping the person to use
more rativnal scli-instructions. For cxample, a person
might cxaggerate a given stress situation and sce cata-
strophics when somcthing gocs wrong (primary
appraisal). Alternative sclf-instructions are then trained
(tor cxample, it is not catastrophic it somcthing gocs
wrong, because it happens to most people from time to
time) (Mcichenbaum er . 1975).

The success of any onc approach is usually overrated.
There arc success storics on stress management pro-
grammes, however; for cxampic New York Tclephone

Case study

A case of wrong stress reduction

An instructive historical example for the-problems
that appear when taking a one-sided approach to
dealing with stress at work is the introduction of
typing poois in Germany. Cantral typing pools were
introduce partly because they seemed to reduce
stress. T. Peters (1978) had found that interruptions to
work because of telephone cails, peopie waiking into
the office, etc. was the most important stressor for
typists and secretaries. A steady state of the puise
rate could be maintained if thers were no interrup-
tions. Therefore, he suggested homogenizing work and
reducing ail potential disruptions. A typing pool
seemed ideal for this purgose pecause it precluded

the boss storming into the office, clients to take care
of, and intrusive phone calls. :

Unfortunately, typing poois sliminated not only the
stressor disruption of work. but aiso the positive
aspects of work. After the ‘homogenization' of work,
thers was no more complexity, challenge and control in
the typists' work. Previously, they could do their work
according to their own ideas and thay had a sense of
the importance of their work becauss of their close
association with their boss. After homogenization, their
work was given to them by the typing pool supervisor
without regard to the variety and content of work. The
end-resuit was that monotony increased and chai-
tenges and control at work decreased (Jacobi and Weitz
1981; Saupe and Frese 1981).
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Company' s ‘wellness’ programme caved 52.7 million by
decreasing abscnee and treatment costs (Cooper and
Cartwright 1995). A meta-analvsis of such programmes
found a good cffect size ol 0.41 (Bamberg and Busch
1996). Howerer, it is quite plausiblc that negative or
soro offects do not find their way into the journais. For
this reason, a certain degree of scepticism hax to prcvail
{Murphy 1984). An additional constraint of most stress
management programmes is that they presuppose that
the employees can actually do something about their
stress level (i.c. have at Jeast some measure ol vontrol at
work). For this reason, stress management programmes
arc probably fess uscful for bluc-coliar workers than for
white-cotlar workers and managers.

\If Section summary

Stressors at work can arise from several areas:

~ physical layout and snvironment, work itself. role,
career, social situation and timing. However, a com-
plete picture not oniy looks at those strsssors but
also looks at the resources, most notably control
and social support. The most important theories
ars by Selye (this theory is more physiological) and
by Lazarus.

1 Think about the job of an operator of an auto-
matic tool and dye machine. What stressors
might exist in this job? What can a psychologist
do to raduce stressors and strain at work?

4 f 1 Leadership and management

‘We now go onc step further in our travel through the
organization: you work in an arganization but usually
vou do not work alone. Unlortunately we cannot discuss
group work here duc to space constraints. But morc
likely than not, the most signiticant person tor you is
probably your supervisor or manager, who witl tell you
what kind nf work vau have to do and will give some
appraisal of how well you daing. Morcover, we know a
lot about managers becausc shis occupation has been
studlied more trequently by work and orgmiutimul psy-
chologists than any other onc.

Leaders and managers are olten conceptually distin-

guish\'ll; lcaders are thought to help cdetine the gnals of

the organivation or the group, while managers are those
with lormal authority who make sure that the organiza-
tion is lunttioning well and that people behave in accor-
dance with its guals (House 199%5). -

Because of their popularity as rescarch topics, there
have been numcrous theorics of lecadership andi man-
agcment. Five issucs arc (in my opinion), the most
important oncs and will be discussed here: ditfferences
between emergeit and cffective leaders, hichavioural
theory of leadership, Fiedler's contingency theory of
fcadiership, charismatic and transtormational leadership,

and leadership substitute theory.
!

Differences between emergent and
effective leaders

Some kind of lcadership occurs in every group of people
(whether the leader is a manager of not). Think of a
study group that comes together for the first time —
some person will emerge as Icader. The leader will be
most active in the discussion, structure the discussion
and suggest when to mect again, ctc. However, this
cmcergent leader docs not have to be an ctfective and
oot lcader, who helps to increase the chances to
achicve the group’ s goals and to motivate the partici-
pants to do their work weil. There arc many cxamples of
politicians who have emerged but have not been good
lcaders. Thus, an emergent leader is a lcader because
people pereeive this person to be a leader, but not
becausc this person proves to be cffective as a lcader.
This differcatiation between cffectiveness and
cmergence of leaders is important for the debate,
whether or not personality traits play a roic in lcader-
ship. At onc point, there was 2 consensus in work and
organizalioml psvchology, bascd on the reviews by
Mann (1959) and Stogdill (1948), that personality fac-
tors <o not matter in lcadership. This conclusion turned
out 1o be wrong in the light of a meta-analysis (Lord et
al. 1986) which proved that personality measures were
indeed important in leadership. However, porsonality
di<l not predict cffectivencss but emergence ot leaders
(i.c. perceptions by the followers that this person is a
leador). Intelligence (corrected r=0.50), adjustment
(r =0.24), cxtraversion (0.26), as well as masculinity
(0.34), adl conservatism (0.22)‘ show appreciable rela-
tionships with followers’ pereeption of lcadership. Such
correlations did not appear for leadership cifectivencss.
Thus, these personality traits are probably important
for the emergence of a feader but not for the cilective-
ness ol leadership.

——



Behavioural theory of leadership

The Ohio studics (Fleishman 1973) led 1o a two lacter
description of leadership behaviour. The lirst factor is
consideration, which means that the leader is con-
cerned about the pcuplv. cmphasizes satisfaction with
the job, treats the subordinates as equals, cte. The
secondd factor is initiation of structure, which
implics that the leader activates, arganizes and delines
wark for the subordinates. Clear work tasks are given
without consulting the group. Reviewing the evidence
on the leadership behaviour approach, Bass (1990) con-
cluded that consideration increases job satistaction and
ini:iating StrUCtUurc increascs pcrlbrmann:.

In contrast to !aypiroplc's opinion, consideration and
initiating structure arc independent (orthogonal) dimen-
sions; thus, leaders can be high on beth, Jow on both or
be high on onc andl low on the other. It follows that onc
should attempt to tcach leaders to be high on both so
that the group is satisticd and shows high performance
(Blake and Mouton 1964).

When vou think about this theoretical approach.
vou will probably sce the probiem very quickly: man-
agers do not just behave in one way, without regard to
the situation. Morcovcr, in onc situation, one stratcgy
may be more successful. in another, the manager
should behave differently. Thus, the situation was be
taken into account as well. This is the core of Fiedier's
theory (cliscussed next).

Fiedler’ s contingency theory of leadership,

Ficdler (1971) took two {zctors into account: the
person’ s leadership style anel the situation. The pcrsan'
s leadership style was ascertained with 3 measure of the
least prefcrrcd co-worker. A high score means that
leaders say nice things about the co-worker they like
least and they are, therefore relationship oricnted. A low
scorc mcans that lcaders say nasty things about this
person which makes them task oriented (Ficdler and
Chemers 1984).

With rvgard to the situation, Ficdler differontiated
leader-member relations thow good is the relationship
with the subordinates), task structure ( how much is the
task structurcd) and position power (the cxtent to
which the lvader has power over the subordinate and the
suboedinate accepts it). These three factors make up the
difficuity of the situation because they determine how
much ct;mrnl the superyvisor has. If the leader-member
relations are gmul. it the tasks are clearly structurcd, and
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if the leader has a lot of power, then the leader has a high
degree of control.

Figure 20.8 shows the results of Ficdler' s theory. The
X-aXis spans the vight situations. The high control situa-
tion is on the lelt, the low control situation on the right.
The dots in the figure are correlations, Thus, this ligure
is different from others — you actually see the correla-
tion between the least preferred co-worker (LPC) score
and the group performance. A fow score (¢.g. =0.40) as
in the lirst octant) means that those w ith a high score on
the prvfcrn‘(l co-workers’ scale (they like even the most
disliked co-worker) have groups that perform badly. In
other words, in this situation it is much better to be task
ortented and not relationship oriented. In octant IV, on
the other hand, you sce a positive correlation of 0.40.
This means that being relationship oricnted as a lcader
helps to have a goexd group performance. Thus, rclation-
ship-orimucd lcadership is better in this situation. If you
have a situation in which there are poor rclations, an
unstructurcd task, and a weak leader position, the cor-
relation is again regative: the group will perform better
if vou are task ariented in this situation. Thus, if the situ-
ation is VOTY Casy, You can be task oricnted and cven
authoritarian because vou are accepted anvhow. If the
situation is very difficult, task oricntation may be neccs-
sary to get the group oll the ground. in the middle, it is
berter to be relationship oricnted.

Given the complexity of the theory, it is surprising
that meta-analyses have been quite positive; there is
good evidence for Fiedler's theory to be correct
(L.H. Peters e al. 1985; Strube and Garcia 1981).
Suppart for the theory is better in laboratory studics,
however, than in ficld studies (L.H. Peters e al. 1985).

Nevertheless, there are weak points in this theory
{Landly 1989). First, the dependent variable (as displayvd
in Figurc 20.8) s a correlation, which means that we do
not really know anything about the absolute level of per-
formance, we just know somcthing about the relation-
<hip between lcadership style and group performance.

Sccond, Landy (1989) distrusts the least preferred
co-worker scale and questions whether the validity of
this scale has been established well cnough.

Third, the characteristics of the situation arc not
indepeadent of the leadership stele. This problem is
most obvious lor leader-member relations which should
be intlucnced by how the leader behaves.

These criticisms notwithstanding, Fiedler was the
(irst one to develop a theory that took into account situ-
ational and leader characteristics at the same time, thus
advancing our knowicdge considerably.

-



Lsader member Good Good

Relations poor poor paor poor

Task Structure Structured Structured Unstructured Structured Unstructured
Unstructured Structured Unstructured

Leader position Strong Weak Surong Weak Strong Yieak Strong Weak

p !

Figure 20.8 Fiedler's view of the least preferred co-worker and group efectiveness performance

Source: Fleider (1971

Charismatic and transformational
leadership

Charisma mcans originally a gift of god and implics that
people follow a lcader bascd on their emotions. House
and Bass and their co-workers have used the concept of
charismatic lcadership to understand why some lcaders
can get the followers 1o make an extra cifort while
others do not. Charisma is defined as ‘the ability of a
leader to excreise diffuse and intense inlluence over the
belicts, values, behaviour, and performance of others’
(House et ai. 1991: 366). Central features of charismatic
jcaders arc to be high in dominance, self-confidence,
neetd to influence othcrs, and belicls in awn vatucs. These
lcaders articulate their goals andt visions well which leads
to favourable perceptions of the leader in the cyes of the
{ollowers. Charismatic lcaders have high cxpectations of
the followers’ periurmance. All of this leads to better
self-contidence, trust, ote. in the followers which in turn
helps o increase performance (House 1977).

The concept of transformational leadership is
similar to House' s theory {Bass 1990), although Bass
difterentiates between the foue tactoes tthe four Bs):

o idcalized intfluence: charismatic lcadership in the
sense of being & model and symbeol for the followers

* inspiration: inspiring the subordinates to put in oxtra
cffort to achicve the goals of the organization and
having high cxpectations of the followers

o intcllcctual stimulation: in the sense of creating and
cncouraging new idcas and making scnsc of things

s individual consideration (similar to the factor consid-
cration of the Ohio stucdics.

There arc three types of studics that have supported the
claim that charismatic lcadership enhances productivity.
First, it was shown that lcaders who are pc‘rcci\'cd to be
charismatic, have highcr productivity {Gever and
Spevrer 1997; sce rescarch update on p. 000), praducc
higher levels of cifort and satisfaction in their followers
(Housc et al. 1997).

Second, an vxpcrimcmal study showed that charis-
matic leaders dctually causced higher performance and
satistaction, particularly in groups with low productivity
norms (Howell and Frost 1989).

Finaily, former US presidents were vappraiscd as to
their charisma in several different wayvs. Moreover, their
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power, achicvement and affiliation motives were coded.
It could be shown that several performance indicators
{e.g. cconomic performance, great decisions made, ctc.)
were refated to charisma and power oricntation (House
et al. 1991; Spangler atcl House 1991)

Thus, charismatic feadership is of high importance; it
is also somcthing that can be changed through training
(because it was possible to cnact it in an cxperiment, it

- is also possible to learn to be more enthusiastic and to
be inspirational). Charismatic leadership has given the
cmotional appeal of lcaders to their followers its proper
place in lcadership theory.

However, it is obvious (parsicularly for this German
author) that charismatic lcadership can also have nega-
tive conscquences. Hitler certainly was charismatic.
Howell and House (1995) have, therelore, distinguished
between personalized and sociaiizcd charismatic leader-
ship. Socializcd means that the feadership

mhnndummmm“mw
mummumdeumwtc)m
momommmmnumm:.
work through legitimate sstablished chasaeis and systsms of
mwmwmmmwuuwf-ammm

followar-eriented rather than aarcissistic.
(Heweit and Nouss 1995: ).

Personalized charisma is the oppositc.Thus. onc can dis-
tinguish psychologically between Icaders like Hitler who
uscd pcrsonalizc(l charisma and other figurcs who show
the more helplul sacialized charisma.

work and organizational psychoiogy B3

43,'/ Research update

Transformational leadership

Geyer and Spayrer (1877) have looked at transforma-
tional leadership and productivity in Austrian banks.
In all. they had 1,456 direct reports of 116 branches of
20 banks fill out the questionnaire by Bass and Avolio.
Unlike other studies, this study was extremely careful
to davelop a good measure of productivity. Therefore, .
they daveioped a number of categories for banking
{such as voiume and number of checking accounts)
and weighted these by market conditions (because
evary branch works under different conditions) and

_ deveioped in this way an objective performance indi-
cator. They showed that transformational leadership
was clearly related to such objective indicators. Thus,
it pays off for companies to enhance transforma-
tionial ieadership in their companies.

Leadership substitute theory

Reading some of the management literaturc gives the
impression that managers arc the real heroes of organi-
zations and that cverybody cisc in the fiem is really quite
unimportant. The poct Bertolt Brecht (1935) has aptly
suggested that it was not Alexander the Great who con-
queree Inclia but that it was his soldicrs who did it.

?am 20.4 Specific substitutes and neutralizers: supportive and lnstrumwtal leadarship

Substitute or neutraiizer Supportive instrumental
leadership ieadership

Subsordinute sharsataristios

s experiencs, ability, training Substitute

e ‘professional’ orientation . Substituts Substituts

o indiffsrence toward rewards offered by organization Noutralzer Neutraiizer

Taak cheractaristios

o structured, routing, unambiguous task Substituts

o feedback provided by task Substitute

o intrinsically satisfying task Substituts

Organisstion oheracteristios

o cghesive work group Substituts Substituts

* [ow position power (thmwwwmnﬂ rewards) Neutraiizer Neutraiizer

o formalization (expiicit plans, goais, aress of responsibility) : Substituts

o infiexibility (rigio, unyieiding ~uies and procedures) Neutralizer

o leader located apart from sucordinates with only imited communication possible Neutralizer Neutralizer
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To counter this heroization of leadership, it is usciul
to acknowledge that Icadership is often not really that
important for high pertormance. This has been discussed
under the topic of leadership substitute theory
(Keer and Jermier 1978: Podsakotf et al. 1993).
Examples are tirst, lcadership in terms ol giving direc-
tion is not important when the subordinates know how
to do things because they have lreen trained. Sccond, on
the assembly line, much of what the leader docs is actu-
ally materialized in the line itself, lor vxample; giving a
rhyvthm to work, making surc that there is alwavs
cnough work around to be done, cte. Third, the rela-
tionship with the leader is less important, when the task
is intrinsically satisfving (Kerr and jermicr 1978; sce
also Table 20.4).

While cmpirical roscarch on the substitute for lcad-
crship model was only partially successtul in the support
of its claims (Podsakot et al. {993). the notion is uscful
and) should be pursucd further. This view will become
morc important in the future, because there will be less
dircet contact between a manager andl the subordinates
in future virtual and ican companics.

We began this section on lcadership by describing
the importance of icaders; we have appropriately
ended with some findings that call the heroization of
lcadership into question. We alrcady know quite 2 bit

\lf Section summary

There are many theories of lzadership and each one
seems to cover one particular part. For trait
approachad, it is important to gifferentiate betwesn
emergent and effective jeadership; traits are more
important for the emergence of leaders than for the
affectiveness of leaders. We have discussed behav-
ioural, contingency and charismatic leadership the-
ories. To avoid the idea that jeaders are the only
important heroes of orgnaizational success, we
have aiso coversd the |eadership substitute theory.

1 Write down as many comments, sentences and
adjectives that you can this of that describs
leaders. Discuss these {rom the background of
the different theoriss and critcally examine
where these theories can help you to descibe
effective leaders and where they do not.

2 Differentiate between leaders and managers and
discuss ho you can sasily make this differentia-
tion and wihere it may break down.

about how to describe and change Jeaders' behaviours
and it is still an arca of great interest for work and
organintion.xl psyrhoiogy.

~1 Work and organizational design & 4 j

Organizationai development and change

In Figure 20.1, you saw a person trying to move the
organi'atiun. that is to change it. 1 am surc that after you
have entered an organization, you have thought about
the necessity to change some features ol it. It is not
cnough to describe an organization well, it is also neces-
sary to change it. Thus, lor work and nrganizalioml psy-
chologists it is nccessary to know not only how
something works but also how to make it better. An
organivation functions better if work is done skillfully, if
cMiciency and cffectivencss arc high, if there is general
well-being and no short- or long-tcrm damage from
work, and if cmployees develop their skills at work
(Hacker 1986; Ulich 1991; Warr 1987).

This list suggests that all of the issucs discusscd so far
arc relevant for job design. Morcover, the reason why
Europcan work and organizational psvchologists have
traditionally insisted on the unity of work and organiza-
tional psychology is that work design can be done only if
you have cxpertisc in crgonomics (the study of the inter.
action of the human with the machinc), work design
(how work should be designed to decrease strain, maxi-
mizc knowlcdgc arxi officicncy), and organiutional issucs
(organi'nlioml devclopment and change). In the USA,
there has been an unfortunate division between person-
nel psychologists (testing, training), organizational psy-
chologists, and crgonomics (called human-factor
specialists in the USA) that lcads to scparate develop-
ments with little cross-relerence to cach other's arcas.

US theories of work design

There have been a number of grand theories or
approaches to work design. Two important oncs that
origimtcd in the United States are Tavlorism and the
human relations school. :

Taylorism

Frederick W, Tavlor (1856-1915), the father of scientific
management, started out with the problem of loating
(emplovees buing idle or wasting time ). To reduce it, he
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eventually came up with the following strategivs. First,
he made the workers' income depending upon their
output. Monuy was the all-important motivator in his
management syStem. Second, he divided up the labour
in various functions. Taylur broke radically with the
handicralt tradition of work which was prv\‘alcm then.
e argucd that pcuplc could do only onc task well.
Third, the various functions would be devised by a sci-
entilic planning department. In this way, he would work
against the rubes of thumb that were prv\'aicm in the
craftsman tradition. An important method used in plan-
ning was time and motion studies developed by the
psychologist Gilbreth. This helped to cut owt supcrﬂu-
ous movements. Fourth, work would be supponcd by
exactly planned tools, again arranged by the planning
department or by the supervisor. For cxample. ditterent
size shovels were developed for materials with ditferent
weights. If you have to shovel iron into a wagon, you
need a smaller shovel than il you shovel grain.

Tavlor® s teachings werce highly controversial in his
day. Workers usually went on strike when they heard
that Tavlor was asked to be a consultant in their com-
pany. However, for better or {or worse, Taylorism laid
the foundation for modern work with its high division of
labour and its detailed planning, with an cmphasis on
saving scconds. Morcover, Tavlor helped to detine the
rolc of supervisors (the functional jorcmen) so that they
would become helpful managers who had the task to
increasc prmlucti\'it_\'. However, many prcsvm-day pmb-
jems. such as stresstul jobs with fittle control at work
and a division of labour that reduces individuals’ respon-
sibility for their work and makes them ‘cogs in the
machinc'. were also a resuit ol Taylor's tcachings.

Human relations

The human relations school was developed during
the so-called Hawthorne studics {Rocthlishberger et al.
1956} and scus itscif as an important alternative to
Tavlor’ s scientific management, The first sct of experi-

ments conceened illumination. This was still done within

the tradition of Tavior: the cngincers wanted to see
whether productivity was incrcased or decreased by illu-

mination. The amazing finding was that productivity .

went up oven when there was very low illumination (in
One CXPCrIMEent it was as little as uncler moonlight). The
rescarchers interpreted this to be due to the gmxl rela-
tions between the cXperimenters and supervisors with
the workers. Relations were g(md because workers
received friendly attention dduring these experiments.

Work and organizational psychaiogy [ 657 |

Thus. the human relations at work became the focus of
turther experiments.

In a sceond set of experiments, a kind of human
relations supervision was introduccd - rchx’crl. with
little Tayloristic discipline. Rocthlishberger et ai.
(1956) thought that the relationship between the work-
ors and the supervisor had improvcd which led to
higher produnivity.

In contrast 1o Taylor, the human rclations school was
interested to overcome workers' loaling by developing 3
commaon goal and by human rouch. Mavo (the popular-
zer of the human relations school) actually thought that
through the human relations idea, trade unions would
wither away iLandy 1989). ‘

The Hawthorne studics have been criticized by seve
cral scicntists. For example Bramcl and Fricnd (1981)
maintain that it was actually external pressure and not
human relations that led 1o remarkable improvements of
productivity in the onc group that was studicd most
intensively. | lowever, in spite of these criticisms, there is
no doubt that hurnan relations play an important role in
the workplace.

European tradition of alternatives
to Taylorism

Taylorism cssentially took away rcsponsibility for pro-
duction from rank-and-tile workers and gave it to super-
visors and to the planning department. This kind of
system had several disadvantages: industrial cnginecring
cannot anticipate all the mishaps that arc possiblc; there-
forc problems and faults regularly occur in a well-
designed workplace. If workers behaved as Taylor
thought, they would simply not carr; the result would
be cxtreme quality probicms. However, workers do not
behave the way Taylor thought. Rather, workers fre-
quently compensate for work design probicms and
adjust flexibly and intelligemly (for cxample, in onc car
company that } visited, control tags were marked by the
biue-collar workers because otherwisc wrong headlights
would have been installed). Thus, spontancous responsi-
bilities wore assumed by the bluc-collar workers. The
paradoxical result is that Tavloristic job design could
function only because the workers did not behave as

" Taylor thought.

However, workers” interventions of this kind are not
done systematically, theretore quality problems do arisc
because of Tavloristically designed jobs. Morcover, the
workers do not have an overview of what they are doing.
For example, car company workers would sometimes
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drill too tar because they did-not know that they could
damage the previously instalted cables hving on the other
sice of the metal to be drilled.

Taylur' s critiques wanted to give rcspun.\'il)ilily back
to the workers. One of the more radical .xppmachus was

group work.

Autonomous work groups

The first group work experiment was done by Lang ancl
Helipach (1922). In this cxperiment, whole product —
a motor — was pru(luccd by a group and the authors
argue that productivity and job satisfaction were higher
in this group (Lang and Hellpach 1922y,

After the Sccond World War, Trist and Bamforth
(1951) showed in a detailed account of voal-mining that
a new technology installed without regard to human
factors. led to a number of problems; for example,
warkers did not trust salety precautions donc by a prior
shift — so there was inctlicient double checking (in the
previous system, cvery shift took carc of their own
safety work). Morcover, peopie did not co-operate as
well as they had donc in their aid system. Peopic
became sick more often and productivity decreased
with the new technology. These problems were solved
when group production was intraduced (Trist et al.
1963); group work led to lower rates of absence, fower
accidents and higher ctficiency.

Autonomous work groups (somctimes also
calicd semi-autonomous because there is no complcte
autonomy in companics)} were rcgardcd as alternatives
to traditional assembly lincs and machine operating. The
assembly line was dissolved and, for example, a group of
three workers produced a motor (Ulich 1983). The
work groups were allowed to make all the nccessary
decisions: who woukl work, where, and how iong. The
supervisors were not supposml to interfere with the
functioning of the groups but were suppuscd to serve as
resource persons to help when needed and to train the
workers. The group was respansible for the upkecep of
their tools and simple ropairs. Group leaders were
clected by the group {and could be deselected if the
group chose to do that). In some cxperiments, the
groups couldl also decide on their own compuosition
(Gulowsen 1972) and select new members. Pay was
determined by how many 1asks an individual coutd do
and by how much the group avtually prmluﬂ-tl.Thcrc
was a weekly or manthly negotiation on how many
products the group would produce. .

Unfortunately, there are oniy a few well-controlled
studies that look at the effects of autonomous work

groups (Cummings ct al. 1977. Goodman et af. 1988;
Wall er of. 1992) Some of the best controlled studics
have been done by Wall, Clegg and colleagues (Wall and
Clegg 1981 cWall er af. 1986, 1992); by Schumide and co-
workers (Schmidt et ol 19813, 1981h), by Cordery
(1991}, by Antoni (1996) ancl by Den Hertog (1977,

" All of them reported positive outcomes of group work,

aithough in Wall ct af. (1986). and Antoni (1996), not ail
of the expected rosults prc\'ailcrl.

Introduction of group work was also scen as an
answer to many prohlcms that beset European compa-
nies in the 1960s and 1970s (Den Hertog 1977; Ulich e
al. 1973):

¢ high degree of absentecism from work

» high fluctuation, parxicularly in assembly-line work

e dilliculty in finding workers willing to takc assembly-
linc jobs because people became more interested to
actualize themselves in work than carlicr cohorts

o co-ordination problems, c.g. when absentecism or
machine trouble led to standistills at the assembly line

e lack of tlexibility
product quality concerns

o strikes and sabotage by the workers

Morc comprehensive productivity studics concluded
that local productivity improvements may somctimes
lead to productivity losses of the whole system. For
cxample, the introduction of central tvping pools led to
higher productivity il one considercd the number of
keystrokes typed in a particular typing pool. But at the
same time, turnover of mail actually slowed down
because of the number of mistakes made by the typists
and the lack of co-ordination between the specialists and
the typists — thus, the whole system became less cfli-
cient (Gaugler et al. 1977). ,

introducing semi-autonomous work groups is onc of
the most powertul interventions to enhance productiv-
ity, as shown by a mcta-analysis (Guzzo et al. 1985, scc
also Table 20.7, p. 000). Only goal-sctting and training
were more powcriful. Another meta-analysis showed that
productivity (output and quality) was incrcased but
absentecism and fluctuation were not reduced much
(Beckun 1989). Beckun (1989) also showed that the
clleets of scmi-autonomous work groups were lower in
the USA than in other countries. This may be related o
the higher degree of individualism in the USA in com-

“parison to Lurope (Holstede 1991). The following is a

summary of the cflects of autonomous work groups:

¢ morc job satistaction (although in some cascs. it
decrcased alter a while)
¢ increased well-being

——



* higher work involvement

o absenteeism and fluctuation are reduced only slightly

e more flexibility in production (v.g W hen products
are ('h.mgczl or nes technology is introduced)

e more dircct costs (workers receive more money for
their higher qualilications) and fewer indireet costs
(fewer repair people and supersisors, cte.)

¢ concomitant tcchnological change made the inter-
vention less successtul for reasons vet unknown

 higher product quality and in many cases also highcr
nutput

¢ works much better when pay svstemy is changed
accordingly

s works much better if there is a higher degree of
autonomy in the groups

¢ both whitc-collar as well as blue-collar workers are
positively affected

¢ workers who once participatc(l in these groups did

not want to go back to the ol production system.

In spite of public and goverament support, most
autonomous work groups have cither disappcarcd with
time or have continucd only as isolated experiments.
This was truc ot the work groups introduced in the
British coal-mincs as well as of many experiments in the
automobile industry. Even the Volvo plant in Kalkar -
the showcasc for this design concept — was recently
closed down. There are several complex reasons for this.
Many times, the first-linc supcrvisors and middle man-
agement sabotagcd the autonomous work groups
because they did not want to give up powcr. Sometimes,
a change in management led to a change in management
style. More autocratic managers have little interest in
autonomous groups. ln some cases, the trade upion was
against it (particularly in the USA and to a fesser degree
in Germany) because they fearcd that their traditional
strategics of negotiations would be undermined by
shopiloor participation. In many cascs, management
thought that roboterization and increascd usc-of tech-
nology would do away with assembly lines more cffi-
ciently and were better alternatives than autonomous
work groups. Moreover, increased unemplovment lovels
and reduced welfare support reduced uctuation and
made workers more interested in jobs they would not
have taken before, Finally, the threat from Japan to
indusery in the USA and Europe convinced people that
one had 1o took for answers sith assembiy lines intact
(see lean production, p. 000).

Flowever, in the late 1990s there is a revival of group
work both in Europe and in the USA (in Asia group
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work was abways done more frequently). The old ideas
of autonomous work groups are often taken as a starting
point (as in the case af Opel in Germany). There is an
attempt to combine the old ideas of humanization of
work with the newer ideas of empowerment, lean pro-
duction and modern technology. ‘

In a way, the history of what happened to
autonomous work groups is typical of many ilcas devel-
oped by work and urganimtinnal psyrhnlogy: an idea is
around for a while and it takes many experiments, mad-

ifications of these idcas, new challenges from the out-

side, and newly cducated managers until it is really used.
The time has to be ripe for a new idea. Self-managed
groups arv alive and well again and scem to be used
more lrequently today than ever before although the
more recent uses of group work arc not exact replicas ot
older approaches in this arca.

Sociotechnical system approach \
The sociotechnical system approach was devel
oped by Trist and Emcry to understand the cffects of
group work (Alioth 1980; Cherns 1976; Clegg 1979;
Emery and Thorsrud 1969; Emery and Trist 1969). The
following propositions explain the theory (note that they
contradict Taylor' s concepts in nearly every point):

e There is a technical and a social side to cach job.
Neither the technical nor the social side should be
optimizcd without regard to the other; thus, only the
complete sociotechnical system shoukd be optimizcd.

¢ Svstems are conceptualized as open systems. This
muans that turbulences in the environment also lcad
to problems in 2 company's work groups. Thesc prob-
lems should be regulated via scif-regulation in thosc
groups affected (in traditional firms only the highest
management decides and then gives ordoers to the
cmplovees). This allows a more flexibic and task ori-
ented reaction to environmental turbulences.

o Work practices should not be specified any more than
is necessary so that people can use their own ingenuity
in making a procuct; however, there should be continu-
oys training and scarch for improved procedures.

e All problems of product and production quality
should be dealt with as near to the point of origin as
possible {¢.g. machine failures or errors).

o The work group should get all the inlormation in
arder to do the job optimally (c.g customer com-
plaints should be quickly communicated to the group).

o Sclf-regulation is best done within the work groups.
Evervbody should be able to do all the tasks within a
group to maximizc lexibility.
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us tradition of alternatives to Taylorism

s Boundarics between groups should be drawn to
reduce interference but these bowmdarivs should be
pcrnwablc 10 allow sharing of know !ﬂlgc.This mcans, Job E arichment
for cxampie, that planning of an action, executing it,
and quality inspection shoukl not be done in different
departments but should be kept in one group.

¢ Ditlerent work groups, different departments within
an organization have dynamic interactions with cach
other, Negative clfects on the whole organization
may appear if only a part of an organivation is opti-
mized (as in the example of a typing pool above).

s The function of supervisors in a s«-ll‘-n*guhlod group
shoukl not be to disturb svli'-rcguiatiuu but to support
it. Thus, the supervisor is a trainer, helps with tips andd
ideas and communicates with the other departments.

individualism in the USA has made job enrichment
much more pnpular. In contrast to Jutonomous groups,
job enrichment doés not leave it up to the group to
organizc task distribution, but cxpands the job content
for the individual worker. Herzberg put forward the
idea of job enrichmens (Herzberg 1968 Paul et of.
1969). An cxample for job enrichment is to cmpower
sales representatives to make deals within cortain limits
without having 10 ask anybody. Thus, they can immodi-
ately scttle claims, can recluce or increase prices and do
e There is no one ‘bost way’ as described by Tavlor, In - not have to Write Feports on Cvery customer calls (Paul

a complex task, there arce several effective ways to ct al. 1969). Introducing job cnrichment has been
shown to havc a major positive impact on productivity

do work. :
e One should look not only at the short-term but also  (Guzxo 1985).
at the long-term consequenes of change. For cxam- The most suphisticm‘d theurctical concept (as well as

ple, rigid division of labour may have positive consc. 2 mcasurement maodel) has been put forward by
quences in the short term, but may lvad to rigid Hackman and Oldham (1975). Figure 20.9 describes
this madcl: it diffcrentiates core job characteristics from

organivations which cannot react Hexibiv to changing
environmental demands. critical psychologiﬂl states. The five core characteristics

Growth need strength
Contaxtual satisfaction
 Knowtedgs. skiks, & abisty
Critical
Core jud _l’ |
charactaristics W” m
SRS s
Skill visraty
Experienced
Task identity frasrndne  masningfuiness
Task significance . of the work B
responsioiity i arres
amnensssmm—— of the work motivation
Knowiadgs of
Fesdback from job $maemape  TOSUILS Of the
{ work activities
e

Figure 20.9 Joo characteristics modet of Hackman and Oldham
Source: Hackman and Olanam (1976: 256}

While there have been work group, the high degree of



are skill varicty (how many ditferent activities arc
required), task identity ( complating a whole identitiable
piece), task .\'igniﬁcan('c (important tor others), auton-
omy (independence and job discretion) and feedback
from job (informauon on periormance). The critical
psychological states are expericncetd meaninglulness ol
the work, vxpcrivnrcd responsibility for outcomes of
the work, and a knowledge of results of the work activi-
tics. These in turn arc supposvd to produce better per-
formance outcomus through higher maotivation. A
malerating factor is grmnh need strength. This mcans
that pc-oph- who bave a highvr need for self-actualization
react more positively to job envichment.

Hackman and Oldham’ s madel has stirred up some
controversies (well described by Higen and tiolicnbeck
1991). Whilc the details of the model can certainly be
called into question. the gvm:ral motivating tunction of
the core job characteristics has been well substantiated
{Berlinger et al. 1988).

The Japanese challenge: iean production

Traditional mass production - as in the example of the
assembly line for cars — has scveral implications: work-
ors arc scen as variable capital (thus, workers arc dis-
missed if therc is not cnough work for them and
reducing training costs is positive). Eificicnt usc of
machincry implics that many parts are produced and put
into a storage room to be later assembled with other
parts produccd later. Thus. stocks are high. An assembly
linc mav not be stopped. Thus, when problems and mis-
rakes occur, the line still has 10 move on. At the cnd of
the linc, skilled workers are then repairing the newly
produccd cars. This is wastehul because as Womack and
jones (1996) arguc, somethitg that can be repaired for
s1 at the assembly line may cost § 100 ai the end of the
linc and $ 1000 after delivery of the car.

This mass production systcm can be contrasted to
lcan production.

mmmmmmmmwmmnm-
fmmmmmmmlrdtMleumnmou
m«:«mmmmum«rummmnmm
placs a systam for datecting defects that quickly traces svery
probiem, oncs discoversd, to its ultunate cause. '

(!umdotall"ﬂ: 99).

The workers arc highly skilled, work in groups, arc
cmpowered to make decisions and to participate in 2

quality improvement system, produce quality instead of

uspecting quality after the praduction. This is coupled

work and organizational psychoiogy

with & just-in-time technique which implics that the
parts to be assembled are delivered when they are
necded (reducing costs for stocks). For cxample, at

. Porsche 20 per cont ol all parts delivered from supplicrs

came more than three davs. late (30 per cont having
wrong numbers of parts) and 10,000 parts per million
were detective, before Porsche switched to lean prodac-
tion. In contrast, Tovota’ s supplics came on time and in
the right quantity in 99.96 per cont of the cases and
there were Hive defeetive parts per million ( Womack and
Jones 1996).

From an org.:_nizatinnal point of view, responsibility is
given back to the workers. Rank-and-lile workers are
traincd continuously, quality control and improvement
rests with the workers and they get the necessary infor-
matien in highly visible form. The assembly line is orga-
nized in sclf-managed tcams that troublc-shoot
immediateiy when problems occur. in this sensc, lean
production shares the theorctical concepts of the
sociotechnical system and the job characteristics modecl
of Hackman and Oldham. However, it couples this with
a much stronger cmphasis on reducing waste through
rcorganization, on product innovation, and just-in-time
techniques (Womack and joncs 1996). Sincc the
shopiloor is supposcd to participate in the rationaliza-
tion process, it is necessary 10 give guarantees that no
worker will be dismissed because of lean production.

Tible 20.5 shows the superiority of lean production.
Automobile productivity was much higher and numbcer
of defvets much lower in Japan than in North America
and Europe (these figures were assembled in the late
1980s: since then both US and Europcan car manufac-
turcrs have done a lot to increase producti\‘ity),Thc size
of the repair arca was smaller in fapan: the samc gocs for
inventorics. Many morc people worked in teams andd did
some job rotation; there were fower job catcgorics, and
training was frequent. However, there were no differ-
ences in the degree of automation: lcan production is
not dependent on new tcchnulogy.Tch 20.5 also shows
that the Japanese firms in the USA do as well as the
Japanese firms in japan (with the exception of the
number of suggcstions).Thus. in principle it is possible
to transplant lean production to other countrics. The
Opei plant in Eiscnach and Porsche’ s turnaround show
that this is also possible in Europe (sce also Taira 1996).
This docs not mean, of course, that such a transplant is
cayy (Young 1992 deseribies the problems).

% modern version of combining the sociotechnical
svstem approach with lean production has been pre-
sented by Wall and Jackson (1993). They suggest that




the organintional ones; this is the essence of the
saciotechnical svstem  approach (discussed on pp.
000-0). Fortunately, in Europe, the unitary function of
work and organizational ps)‘chulugy still exists.

Human—computer interaction is one  part of
crgonomics and, since nearly all machines are now com-
puter driven to a cortain extent, it is the most important
part of crgonomics (for a review sce Frese 1987h;
Obornc 1987) Table 20.6 presents one aspect, the
crgonomic requirements tor uiﬁc ¢ work with comput-
ers = the so-called dialogue principles (which are based
on Dzida ce al. 1978).

Organizational development and
its difficulties

Change in anv organization mcans trouble. The follow-
ing arc the main difficultics:

e lack of readiness and motivation for change
¢ too little power behind the change process
conflicting intcrests

anxictics

resistance and reactance

passivity, helplessness and overconformity
keeping old routincs

double work

We arc not able to discuss these issucs in detail. Often,
there is too littie managerial support for a change
provess (French and Bell 1995). Most trequently,
changes Icad to conflicting interests, for cxampic, the
¢ hnnqc process may make onc dcpartmcm bigger and
more intluential in comparison to another one. Contlicts
arc not a probiem per se; as a matter of fact, work and
organizational psvchology has a rather positive view of
conilicts because they are nceessary for innovations;
however, contilicts have to be managed well (De Dreu
and Van de Vliert 1997; Greenhalgh 1987),

Whenever changes occur, there is resistance to
change (Cach and French 1948; see the case study).

A change situation can be.a non- -control situation
which mav lead to lcarncd helplessness (Scligman 1975),
that is to passivity and overconiormity. Changc may lead
to situations ol non-control, because old skills and idcas
tlo not work anv more and new skills may be difficult 1o
learn. Morcover, peoplc may have repeatediv learnt that

the change situation itself cannot be controlled because

management does not allow participation.

work and organizational psychology m

Table 20.6 Standards on Diatogue Dasign of the
international Standards Organization (150 9241, Part 10)

Principle Example

Suitability for Om‘mouummdo oniy a faw

ths task teps from turning on the computer to
baing abie to work on the task

Seif~ In ane text-processing program, a flls

descriptiveness wﬂhmmbi&ﬁlmmmw
nomvn mbmmmm
texg program nesded the name.
‘DESIGN.’ (with the full point). No grror
meassage axpiained this.

Controliabiity T?wuu'habhtoukho&mnmo
data bank is being used taday to
MMMGNMW

» can still be answersd

conlm The user works with a dialogue systam

with user with different application programs. ,

expections lnaﬂaooﬂatbmthomc‘anmqm
msynuxwumm

Error tolarance mmwnaneonmmmh
somwlnomurrororomy
mwmoﬂmhm

Sultability for mmmummm

individuaiization memwmim
and skills.

Suitability for ﬂu;ysumwmmm

iearning ' -

Source iSO (1998)

Ovcrconformity is'a form of helplessness because
peopic do nat question the rules and just conform to
them without adaplmg them creatively and without
showing initiative. The ppposite of hvlplc}am‘ss aml pas-
sivity is a high degree of initiative. Initjative itself is
rclated to how much control individuals have at the
workplace; people Icarn through organil.a;'yoml social-
ization to approach thmg« actively (Frosc e gl. |996)

Change mcans we have to break our oid habits which

i

lcads to the lollowing pmblcmq T

s We fall back into uqr old habits, par{iruhrlv under
stress and when lhang« have to be done quickly.

. Sm( ¢ the new lwhq\ iour has to be rpcuhthl con-
sciously, we find it dilticult and ctiorttul,

o The new lwha\mun do not run as smoothlv as our

old habits.

—o—
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Table 20.5 Summary of assembly piant characterics. volume producers. 1989

(averages for piants in each region)

Japanese Japanese American in Al

in Japan in North America North America Europe
Performancs
Productivity (hours/vehicle) 16.8 n2 281 368.2
Quality (assembiy defects/ 100 vahicie) 60.0 65.0 82.3 7.0
Lysut
Spaca (sq. ft/vehicie/year) 57 LY 18 18
Size of repair arsa (as % of assembiy space) 43 439 129 14.4
Inventories (days for 8 sampie parts) 02 18 29 .20
Workforos
% of workforcs in teams 69.3 n3 173 0.8
Job rotation (0 = non, 4 = frequent) 3.0 7 0.9 1.9
Suggsstions/empioyse 616 14 0.4 0.4
Number of job classes 1n.9 81 LTA] 1“8
Training of new production workers (hours) 380.3 3o 484 13
Absantasism 5.0 48 1"? 121
Autommtion
Welding (% of direct steps) 86.2 85.0 782 78.8
Painting (% of dirsct steps) 54.8 407 338 38.2
Assambly (% of direct staps) 17 11 1.2 31

Source: Womack st al (1990:92)

just-in-time, total quality management and
advanced manufacturing technology have similar impli-
cations for the work organization. Just-in-time means to
reduce the stock costs organizationaily. Total quality
management implics that ‘high quality is built in
throughout all stages of manufacturing from product
design 10 delivery’ (Wall and fackson 1993 t44). The
just-in-time and total quality management approaches
make up lean production. Advanced manufacturing tech-
nology implics that flexible manufacturing is done in
small batches by computer-driven machines. First, these
svstems lead to an increase in cognitive demands; this
may contributc to psychological stress. Sceond, higher
responsibility for production is given to the workers. For
cxample, every interruption of the work Hlow has scrious
consequences with a just-in-time system; theretore,

there are high attentional demands and a high degree of

responsibility for the work flow. Similarly under total
quality management, the shopfioor workees arc sup-
posed to take care of problems immediately and improve
production, and thus, have to assume responsibilitics,
Finally, there is a high interdependency because modern
production strategics imply that the links between work
reams have to run smoothly. Thus, there has to be good
communication between the workers, There are two

mechanisms by which modern production processes lead
to higher productivity. One mechanism is via higher
motivation: here Wall and Jackson agree with Hackman
and Oldham. The other mechanism is that a higher
degree of knawledge on the production process is devel-
oped and used by the workers. ‘

The more. gemersl implication is that thers are twe underiying
mmuiﬁﬂd%dmwmm
mandate to rectify fauits necessarily brings bessfits through
enabling & guicksr respenss, and & subsequent develcpment of

(wall and Jackses 1995: 180-1)

Human-computer interaction

It may scem surprising to tind a short description on
human-computer intéraction here. As we have seen, lean
production was an organizational improvement that
did not per se depend on new technology. Further,
human-computer interaction is often relegated to
human tactors specialists. But the important point is that
change processes arc unitary: work and organizational
psvchologists have to be able to deal with the ergonomic
andl human factors part of the problems as well as with



Tabie 20.8 Corrected effect size for intervention
programmes on productivity factors

Efltect size
All programmes . 0.44
Training 078
Appraisal and feedback 0.35
Management by cbjectives 0.12
Goal-sstting . 0rs
Financial incentives 0.57
Word redesign 042
Supervisor mathods Q13
Work rescheduting o2
Sociotechnical .82

Sourcs: sdapted from Guzzo et al. (1585)

ing supervisory techniques (c.g. increasing participation
in decision- mang) alone does not have a large cffect
on e riormance.

Job satisfaction is increased by laboratory training
and tcam-building techniques, which arc similar;
trainces discuss how decisions are made in the group,
how they feel in the group, and which problems should

be sobved by the group. job enrichment and sociotech-

nical intcrventions are cffective for productivity
improvements but not so effective for increasing job
satisfaction. Note, however, that goal-scetting is onc of
the best intervention strategics both for job satistaction
and productivity enhancement.

The most important message of these two meta-
analyses is that organizational development methodds
derived from psvehology are cifective in most circum-

Work and organizational psychalogy [

stances (possibly with the exception of linancial incen-
tives which somcetimes leads to productivity [osses).
Thus, if once uses organizational dv\‘vlupfh(ﬂt techniques,
the effects may not alwavs be very high but they ape most
likely not negative. This stands in contrast to other inrer-
ventions (¢.¢. purcly technical or Toy lorlstlr ones) which
have been shown to decrease output in mam caspes.

Y/ section summary

Work-and organizational psychotogy cannot he con-
tent with just describing a job. It shoul aiso be gbie
toc suggest how to change jobs so that people can
work better, with better resuits and with an
increased weli-being. It is possible to differentiate
Tayloristic, human relations, sociotgehnical Job
enrichment and lean production pcrspecuvos.
although there is cleariy some overiap qmona them. |,
Regardless from which perspective workplaces ars
changed, there are certain difficuitias. The most
important ones are anxiety, resistance, heiplgss-
ness, breaking old rountines, and lack: of personal
and instituticnal power to back up the change
process.

1 Think of anay job you know well. Can you change
the workplace to make it more efficient and/or
increase well-being? Attempt to change the job
from each perspective described.

2 What do you have to do in the change process so
as to make the change mors effectlve? '

'\_p' Chapter summary

s organizational sociaiization
Socialization means that the organization has an

Impact on the person working in it; sometimas this is
intended (6.2. when changing values), sometimes not

(e.g. when reducing inteitigencs).

® training

Training works via assessment of training needs, the
training design, transfer anc svalustion. Two training
designs are behaviour modeiiing and action training.

o saelection

Selection Is done with tasts which have a cemln reiia-
bility and validity, Intorvtlm can be lmmvcd by
having two interviequ or structured lﬁtowiqws.
Assessment cantres and intelligence tu}s ara glso
valid seiection procadwu

. rorganizatlonal ,tructuu ‘ j

The organizational structure can be dasgribed in dif-
ferent ways; some of the more prominent configura-

i
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‘ . case'st'.udy

Resistance to change

Coch and French (1948) observed that many employees
were lass productive after a new technology was
introduced than before. There was also aggression
towards management. To reduce this resistance, they
suggested participation in decision-making. Three
groups were formed:

« diract participation in the Jecisions of how to intro-
duce a new technology

o indirect participation with siected representatives
talking to managemsnt about how to introduce the
new technology

o ng participation (which was similar to how changes,
are ‘normally’ introduced in companies). '

The group without participation showed resistance to
change; after 30 days they wers still 2 per cent below
the work rate they had achieved before. There was
aggression, lack of co-operation, and high absen-
teeism. The group with indirect participation was much
more co-operative. After 14 days they had reached
their normal work rate again; after 30 days, their pro-
ductivity was 10 par cent higher than before. The group
with direct participation showed the best resuits. They
reached the same work rate as before after S days and
they were 14 per cent more productive after 30 days.

e We make more crrors in our new behaviours than in
our old habits.

e There is a fecling of reactance when we cannot apply
our old babits anv longer with the concomitant feci-
ing of {rustration and negative cmotions.

Comparing different interventions
at the workplace

Organivational change interventions are frequently
unsuccessful (Porras and Robertson 1992}, but compa-
nics have to change to adjust to new demands by the
market, by technological development, by socicty, and
by emplovees. Therelore, it is an important question
which change concepts are mare suceessful than others.
Two mcta-analyses help us to answer this question. In
one, the cffects of organivational development interven-
tions on satisfaction arc described (Ncumann er al.
1989) and the other onc looks at productivity of the
workers (Guzvzo et al. 1985}, Tables 20.7 and 20.8
describe their results, Table 20.7 (Neumann) presents
correlations and Table 20.8 (Guzro) shows effeet sizes,
The correlations have to be read as relationships

whereby a correlation of 0.30 is sizcable. Effect sizes .

have to be read as ditferences between the intervention
group and the non-intervention group. An effeet sive of
0.40 is sizcabic.

Tables 20.7 and 20.8 suggest that some methods
work better on attitudes \\'fli!c others produce better

productivity enhancement. The most cifective methods
to increasc productivity arc goal-setting (that is
giving high and concrete goals to the cmployees),
sociotechnical improvements (which is a mixed bag of
scveral procedurcs including autonomous work groups
to improve the technological and social demands at
work) and increasing qualifications (training). Financial
incentives also have an cffect size above 0.50; however,
its variance is very high which means that in many casc
it works very well but in other cases it may lead to neg-
ative clfects (Guwo et al. 1985). Also notc that chang-

Table 207 Correctad correlations of interventions and
satisfaction and othar sttitudes combined

Corvelation

Spesifie haman precses tarventions

® iaboratory training 0.587
¢ participation ) 0.254
¢ goal-sstting/managment by objsctives 0.438
o peaiistic job preview ‘ 0.204
* survey fesdback 0324
® team butiding 0.57%
Scaiotachninnl Mriervertions

*  job eniargemant 0.219
* jobenrichment 0183
* figxibis working hours 0.238

Source: adapted from Nsumann et ai. (1989)

——
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tions are simply structure, machine bureaucracy,
professional bureaucracy, divisionalized form, aghoc-
racy, prospector, defender, analyser and reactor.

succeass. It seems most likely that interactions with
 the environment are most crucial. o

¢ performance

Parformance falls into two parts: task and contex-
tual performance. Performance can be analysed
according to the action process and the ievels of

appraisal of employess. Acticn errors are not just to
be sesn as negative events, aithough they may lead
to accidents.

There ars many attempts to understand the relation-
ship of the organizational structure with business .

regulation. Performance appraisal is the systamatic -

e stress and heaith at work

Stressors at work interact with lack of resources to
bring about ili-heaith. The most important theories are
by Selye and Lazarus. o

o leadership and management ;

It is important to distinguish between smergent and
effactive leadership. There are various theories of ..

effective ieadership: behavioural, contingency, and |
charismatic leadership. i

¢ work and organizational design

Job and organizational design can be done from a
Tayloristic, human reiations, sociotechnical, job enrich-. |
ment, or fean production perspective. Changs processes
always isad to some difficuitias in ths way.

Further reading - !

® Work and Personality (special issue cditor: Nicholson,
N.) dAppiied Psycholoyy: An International Review (1996,
vol. 45, issuc 3). A good overview of the issucs of orga-
nizational socialization is given in this cdition of the
journal. '
* Pacrick, J. (1992) Training: Rescarch and practice.
London: Academic. Consult this for details on training.

® Smith, M. and Robertson, 1. (1993) Systematic
Personnel Selecrion. London: Macmillan. A good account
of issues in selection.

® Mintzberg, . (1979) The Serucuring of Organizations.
Englewood Clills, NJ: Prentice Hall. A classic reading on
organizational structure. :
® Warr, P.B. (1987) Work. Unempiorment. and Alental
Health. Oxford: Oxford University Press. Gives an
overview on well-being and Wair’ s vitamin maodel.

® Karasck, R.A. and Theorcll, T. (1990) Healthy Work:
Stress. productivity, and the reconstruction of working life.

New York: Basic Baoks. The authors use their well-

known demand-control moxdel to cxplain stross at work.

" @ Bass, B.M. (1990) Bass and Stogdill’ s Handbook of

Leadership, 3rd cdn. New York: Free Press. The most:
authoritative book on icadership.

* Wall, T.D. and Jackson, PS. (1995) New manufactur- -
ing initiatives and shoplloor job dcsi‘gn; in A, Howard
(cd.) The Changing Nature of Work. San Francisco, CA:
Josscy-Bass. A good introduction’ to madern systems of
job design.

® ilgen, D.R. and Hollenbeck, J.R. (1991) The struc-
turc of work: job design and rolcs, in M.D. Dunnctte
and L.M. Hough (cds) Handbook of Industrial and
Oryanixational Psychology. Palo Alto, CA: Consulting
Psychologists Press. A more in-depth discussion of all
the theoretical and cmpirical problems of job design can
be taken from this chapter.

® French, W.L. and Bell, C.H., Jr (1995) Orgumization
Development, Sth cdn. Englewood Cliffs, NJ: Prentice
Hall. A very good and casily readable introduction to

organizational development.
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