Organizational Effectiveness
The Role of Psychology

Edited by

Ivan T. Robertson
Manchester School of Management, UMIST, UK

Militza Callinan
Manchester School of Management, UMIST, UK

Dave Bartram
SHL Group plc, Thames Ditton, Surrey, UK

JOHN WILEY & SONS, LTD






Organizational Effectiveness






Organizational Effectiveness
The Role of Psychology

Edited by

Ivan T. Robertson
Manchester School of Management, UMIST, UK

Militza Callinan
Manchester School of Management, UMIST, UK

Dave Bartram
SHL Group plc, Thames Ditton, Surrey, UK

JOHN WILEY & SONS, LTD



Copyright © 2002 by John Wiley & Sons, Ltd.,
Baffins Lane, Chichester,
West Sussex PO19 1UD, UK

National 01243 779777

International (+44) 1243 779777

e-mail (for orders and customer service enquiries): cs-books@wiley.co.uk
Visit our Home Page on: http://www.wiley.co.uk or http:/ /www.wiley.com

All Rights Reserved. No part of this publication may be reproduced, stored in a retrieval

system, or transmitted, in any form or by any means, electronic, mechanical, photocopying,
recording, scanning or otherwise, except under the terms of the Copyright, Designs and Patents Act
1988 or under the terms of a licence issued by the Copyright Licensing Agency Ltd, 90 Tottenham
Court Road, London W1P OLP, UK, without the permission in writing of the publisher.

Other Wiley Editorial Offices

John Wiley & Sons, Inc., 605 Third Avenue,
New York, NY 10158-0012, USA

WILEY-VCH Verlag GmbH, Pappelallee 3,
D-69469 Weinheim, Germany

John Wiley & Sons Australia, Ltd., 33 Park Road, Milton,
Queensland 4064, Australia

John Wiley & Sons (Asia) Pte, Ltd., 2 Clementi Loop #02-01,
Jin Xing Distripark, Singapore 129809

John Wiley & Sons (Canada), Ltd., 22 Worcester Road,
Rexdale, Ontario M9W 1L1, Canada

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library
ISBN 0-471-49264-7 cased

Typeset in 10/12pt Palatino from the author’s disks by TechBooks, Delhi

Printed and bound in Great Britain by Antony Rowe Ltd, Chippenham, Wiltshire

This book is printed on acid-free paper responsibly manufactured from sustainable forestry,
in which at least two trees are planted for each one used for paper production.



Contents

About the Editors vii
List of Contributors ix
Preface x1i

Introduction: A Framework for Examining Organizational
Effectiveness 1
Dave Bartram, Ivan T. Robertson and Militza Callinan

Part |

1 Psychology and Organizational Effectiveness 13
Paul Sparrow and Michael West

2 The Role of Psychologists in Enhancing Organizational
Effectiveness 45
Gerard P. Hodgkinson and Peter Herriot

3 Maximizing and Maintaining the Impact of Psychological
Interventions 61
Mary Dalgleish and Rick Jacobs

Part 11

4 Recruitment, Personnel Selection and Organizational Effectiveness 85
Kevin R. Murphy and Dave Bartram

5 Training and Organizational Effectiveness 115
Phyllis Tharenou and Eugene Burke
6 Performance Management and Organizational Effectiveness 135

Richard Williams and Clive Fletcher
7 Maintaining and Enhancing Motivation as a Contribution

to Organizational Effectiveness 159
John Arnold and Wouter Schoonman
8 Culture and Organizational Effectiveness 181

Susan Cartwright and Helen Baron



Vi

10

11

CONTENTS

Leadership and Organizational Effectiveness 201
Beverly Alimo-Metcalfe and Gill Nyfield

Competency and Individual Performance: Modelling the World

of Work 227
Rainer Kurz and Dave Bartram

Part 111

Organizational Effectiveness: The Contribution of Work
and Organizational Psychology 259
Militza Callinan, Dave Bartram and Ivan T. Robertson

Index 281



About the Editors

Ivan Robertson is Professor of Work & Organizational Psychology at the
Manchester School of Management, UMIST. He has published over 150 scientific
articles in the work and organizational psychology field and over 25 books. He
is co-editor (with Professor Cary Cooper) of the International Review of Industrial
and Organizational Psychology.

Militza Callinan is Assistant Director of the Centre for Research in Work and
Organizational Psychology at Manchester School of Management, UMIST.

Dave Bartram is Director of Research at SHL Group plc. He has extensive
experience in work and organizational psychology and until recently was at the
Department of Psychology at Hull University, where he was Dean of Science.
Professor Bartram has held senior posts in the British Psychological Society (BPS)
and has produced numerous publications, including the BPS Review of Perso-
nality Assessment Instruments.






Contributors

Beverly Alimo-Metcalfe, The Nuffield Institute, Fairbairn House, University
of Leeds, 71-75 Clarendon Road, Leeds LS2 9PL, UK

John Arnold, The Business School, Loughborough University, Loughborough
LE11 3TU, UK

Helen Baron, SHL Group plc, 1 Atwell Place, The Pavillion, Thames Ditton,
Surrey KT7 ONE, UK

Dave Bartram, SHL Group plc, 1 Atwell Place, The Pavillion, Thames Ditton,
Surrey KT7 ONE, UK

Eugene Burke, SHL Group plc, 1 Atwell Place, The Pavillion, Thames Ditton,
Surrey KT7 ONE, UK

Militza Callinan, Centre for Research in Work and Organizational Psychology,
Manchester School of Management, UMIST, Manchester M60 1QD, UK

Sue Cartwright, Manchester School of Management, UMIST, Manchester M60
1QD, UK

Mary Dalgleish, Occupational Psychology Division, Employment Service,
Block 3, Level 3, Porterbrook House, 7 Pear Street, Sheffield S11 8JF, UK

Clive Fletcher, Department of Psychology, Goldsmiths College, University of
London, New Cross, London SE14 6NW, UK

Peter Herriot, The Empower Group, 23 Buckingham Gate, London
SWIE 6LB, UK

Gerard P. Hodgkinson, Leeds University Business School, The University of
Leeds, Leeds LS2 9]T, UK

Rick Jacobs, SHL North America & Pennsylvania State University, State
College, 300 South Burrowes Street, PA 16801, USA

Rainer Kurz, SHL Group Technology & Policy Advisor, SHL Group plc,
1 Atwell Place, The Pavillion, Thames Ditton, Surrey KT7 ONE, UK



X CONTRIBUTORS

Kevin R. Murphy, Department of Psychology, Pennsylvania State University,
University Park, PA 16802, USA

Gill Nyfield, SHL Group plc, 1 Atwell Place, The Pavillion, Thames Ditton,
Surrey KT7 ONE, UK

Ivan T. Robertson, Professor of Work and Organizational Psychology,
Manchester School of Management, UMIST, Manchester M60 1QD, UK

Wouter Schoonman, Managing Director, Instituut voor Best Practice-4tp,
Beeklaan 395, 256 2BA Den Haag, Netherlands

Paul Sparrow, Sheffield University Management School, University of
Sheffield, 9 Mappin Street, Sheffield S1 4DT, UK

Phyllis Tharenou, Department of Business Management, Monarsh University,
Caulfield Campus, PO Box 197, Caulfield East, Melbourne, Victoria 3145,
Australia

Michael West, Organizational Studies, Aston Business School, University of
Aston, Aston Triangle, Birmingham B4 7ET, UK

Richard Williams, Principal Psychologist, Assessment & Consultancy Unit,
Home Office, London SE1, UK



Preface

This book originates from a gathering of senior practitioners and researchers in
the field of work and organizational psychology which was held at Manchester
School of Management, UMIST, UK, in September 1999. The purpose of the sem-
inar was to discuss an open question—what is the impact of individuals’ perfor-
mance on overall organizational effectiveness? Of course, given that psychology
is the study of individuals, the answer to that question is also about the potential
applications of psychology to the pursuit of organizational effectiveness.

What emerged from the discussions that day were the beginnings of some
answers to what was recognized as being a very difficult question. The difficulty
is, as the following chapters testify, that while psychological knowledge and
approaches hold many responses to this question, they have not really been
placed together before.

Some of the most common fields of activity in work and organizational psy-
chology have rarely been evaluated for the impact they have at the level of the
organization, with intervention and evaluation remaining firmly at the level of
the person. While we cannot claim to be in a position yet where we can develop
a neat and coherent model, specifying elegantly the path by which individual
people make organizational outcomes, collectively, the contributors have as-
sembled a detailed picture depicting much of how individuals create the group
level phenomena that make an effective organization and the psychological in-
terventions that can aid them. The richness and breadth of the book’s content
is testimony to the quality, expertise and diversity of the professionals we were
able to assemble for this task.

The authors’ starting point was the seminar discussions, the Introduction writ-
ten by the Editors, and a deadline. It is testament to their ability and effort as
scholars and writers that these chapters can be seen as a collection. Each chapter
can be read independently, or in the context of our collective endeavour.

The Contents of the Book

The Editors” Introduction presents a general framework of organizational func-
tioning incorporating the role of the individual within which a psychologi-
cal approach to organizational effectiveness can be viewed. Effectiveness is
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characterized as a multidimensional construct and a range of criteria are
organized into four broad categories. The role of various stakeholders in the or-
ganization in defining effectiveness is also discussed. The potential relevance of
psychological intervention at various levels of organizational functioning, from
global to individual, is highlighted. Finally, the discussion, which then continues
throughout the book, is opened. This discussion concerns the path by which indi-
viduals” knowledge, skills, abilities and other characteristics lead to behaviours
and, collectively, to organizational level outcomes that may be considered as
more or less “effective”. This is discussed using the concept of competencies.

In Chapter 1, Paul Sparrow and Michael West argue that psychological re-
search has already demonstrated a “powerful linkage between the individual,
team and organizational effectiveness”. The authors review research on three
facets of effectiveness—productivity, innovation and mental health—at two
levels of analysis—individual and group—moving on to the level of the or-
ganization and the link between HRM and organizational performance.

The next two chapters focus on some of the key issues surrounding the effec-
tive translation of research knowledge into action in organizations. The process
of application and intervention is viewed as a critical area of discussion in itself
because it is only through this process that the potential benefits of psychological
research can be delivered.

In Chapter 2, Gerard Hodgkinson and Peter Herriot provide a thoughtful ex-
ploration of some issues in identifying opportunities to carry out psychological
work in organizations. They describe some structural features of the profession
of psychology that constrain and shape the type of questions addressed. They
comment on the reasons why psychology has not been at the forefront of re-
search aimed at improving organizational effectiveness, identify what they see
as its real strengths for that purpose, and suggest future directions that might
be taken.

Chapter 3, by Mary Dalgleish and Rick Jacobs addresses some of the practical
aspects of doing psychology in organizations. With the aid of some illustrative
case studies of real interventions in which they have been involved, they first
identify the kinds of organizational impact that can be demonstrated and then
outline a process model for psychological intervention, showing how thatimpact
may be enhanced and maintained.

Part II of the book contains seven chapters, each specifically addressing a
significant area of psychological research and practice in organizations and ex-
plaining its products in relation to their contribution to overall effectiveness.

In Chapter 4, Kevin Murphy and Dave Bartram provide a comprehensive re-
view of the strengths and shortcomings of the most substantial area of psychol-
ogy at work—recruitment and personnel selection. The assumptions underlying
research on this topic are subjected to critical appraisal, particularly focusing on
how those assumptions differ from the reality of how selectors make personnel
decisions. The authors examine attempts to demonstrate the utility of selection
at the organizational level and identify some of the problems associated with
linking selection test validity with organizational effectiveness.

Phyllis Tharenou and Eugene Burke begin Chapter 5 by voicing the doubts
that many organizations have about whether training does actually pay off in
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significant ways. In what appears to be the first published review of research
addressing this question, the evidence of the impact of training on a range of
individual and organizational effectiveness outcomes is described. Some expla-
nations are then offered for the impact that training does appear to have on
overall effectiveness. The final section of the chapter outlines some approaches
organizations might take in order to maximize the positive benefits that accrue
from training.

In Chapter 6, Richard Williams and Clive Fletcher review the area of perfor-
mance management. Three types of model that come under the description of
performance management are identified and described. Some issues surround-
ing the definition of performance are discussed. The authors distinguish between
the antecedents and determinants of performance, viewing performance as be-
ing determined by the interaction between multiple person and system factors.
Finally, the impact of work psychology-based interventions that come under the
banner of performance management is considered.

The topic of motivation is covered by John Arnold and Wouter Schoonman in
Chapter 7. The authors first trace the history of motivational concepts and ap-
proaches and then take a critical look at their usefulness. They go on to describe
how some of these ideas might be applied to some conditions of modern work-
places, and highlight some areas of potential conflict between individual and
organizational goals and motivations that may impact on overall effectiveness.
Some new directions in the field are also outlined—in particular, a concern about
the lack of attention that has been given to the self and identity in motivation
research. A case study focused on individuals” values is offered as an example
of a more self-orientated approach to the topic of motivation.

In Chapter 8, Sue Cartwright and Helen Baron examine the various defini-
tions and concepts of organizational culture and some of the ongoing debates
within the field about how culture is best described. The use of cultural concepts
to analyse differing perceptions between organizational members is illustrated
in three cases studies, each addressing a different problem. The authors also
discuss cultural assessment methods, and the potential consequences of cul-
tural consistency between individuals and organizations. They suggest some
of the future challenges that may impact on the management of organizational
culture.

In Chapter 9, Beverly Alimo-Metcalfe and Gill Nyfield discuss the impact of
leadership on organizational functioning and review the history and progress
of leadership research. The effect of gender and cultural dominance on the re-
search process and the interpretation of findings is discussed. The authors go
on to outline the new directions leadership research and practice is now tak-
ing. Issues covered include an increased focus on leaders’ self-awareness and
the subsequent development of 360-degree, multi-rater feedback assessment in-
struments, as well as the relative contribution of stable and learnt qualities to
leadership ability and the implications for organizations’ selection and devel-
opment practices.

The final chapter in Part II, by Rainer Kurz and Dave Bartram, extends and
develops the ideas presented in the Introduction on competency and perfor-
mance. It presents an attempt to outline a model of performance at work that
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integrates academic theory and occupational assessment practices into a unify-
ing framework that can be used as the basis for human resources management
in organizations.

In Part I, the Editors have written a concluding chapter which attempts to
bring together some of the themes and conclusions that have emerged in the
individual chapters.



INTRODUCTION

A Framework for Examining
Organizational Effectiveness

Dave Bartram, Ivan T. Robertson and Militza Callinan

This Introduction outlines an overall structure within which to consider the
impact of individual performance on organizational effectiveness. The struc-
ture provides the framework for demonstrating how psychology can provide,
through appropriate modes of intervention at the individual level, the means of
enhancing organizational effectiveness.

ORGANIZATIONAL EFFECTIVENESS

In order to explore ways in which the behaviours of individuals at work can
impact on organizational effectiveness, we first need to define what we mean by
“organizational effectiveness”. Both words need consideration.

There are many ways in which we could define an organization. Typical
dictionary definitions focus on a number of key features:

¢ Organizations are structured, orderly systems—they are “organized”.

® They are constructed to serve a particular end or set of objectives.

® They provide the means of controlling performance in the pursuit of those
goals.

® They are primarily social arrangements—organizations are organized goal-
oriented collections of people.

Within organizations, the role of individual members is varied; but for the
organization to be effective, the members need to gear their activities towards
defining and attaining shared goals (i.e. the organizational goals). An organiza-
tion’s effectiveness can be judged by the extent to which its members are suc-
cessful in this endeavour. We can distinguish between primary and secondary
organizational goals.

Organizational Effectiveness: The Role of Psychology
Edited by I.T. Robertson, M. Callinan and D. Bartram. © 2002 John Wiley & Sons, Ltd.



2 ORGANIZATIONAL EFFECTIVENESS

® Primary goals reflect the organization’s raison d’étre, and will generally be
described in commercial terms (market share, profit levels etc.).

® Secondary goals are about how to achieve the primary goal, and often focus
on internal organizational criteria (levels of job satisfaction, developing the
“right” culture, effective internal communication and so on).

Organizations are more than justa collection of people in pursuit of some com-
mon objectives. From the perspective of individuals, their organizations have a
physical dimension (it is their place of work) and provide them with physical
space and resources for their work. They also provide more or less effective com-
munication channels (formal and informal) and may be more or less effective in
providing people with the information and knowledge they need as and when
they need it. As has already been noted, organizations are social arrangements.
This means not only that they consist of collections of people, but also that the
effectiveness of the organization will be dependent on the nature and quality
of relationships between those people. Organizational structures, training, se-
lection procedures etc. can all impact on the quality of the social environment
within which people work.

While the realization of collective organizational goals is dependent on the
performance of people in organizations, organizations also provide people with
the opportunity to meet a range of individual needs (see, for example, Fryer &
Payne, 1986).

Specifically, organizations can provide people with:

money and physical resources
power, authority and control
status, prestige and self-esteem
security, support and protection
order and stability

meaning, relevance and purpose.

From the perspective of employees, the extent to which an organization can
provide satisfaction of the needs associated with this range of variables is a major
consideration in judging the effectiveness of that organization.

While the collective approach towards the pursuit of common goals is easy to
identify within small organizations, as organizations increase in size, so job posi-
tions become increasingly specialized and each individual has a proportionately
smaller impact on the overall effectiveness of the organization. In addition, each
individual will “see” only a small part of the organization and have increasing
difficulty in owning general organizational goals and objectives.

As a consequence, individuals will tend to identify with their own particular
partor section of their organization. As an organization increases in size, so issues
of controlling individual performance in the pursuit of collective goals become
more and more complex. It may also be the case, that the goals themselves
become more diffuse and complex. Not only does this make it more difficult to
describe what the organization’s purpose is, but it also becomes more difficult
to communicate that purpose effectively to all those who work in it.
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Kaplan and Norton (1992) proposed the use of a balanced scorecard approach
to dealing with the need for multiple indicators of performance effectiveness.
However, their approach tends to conflate stakeholder groups with categories
of effect (economic or social). Kaplan and Norton proposed the measurement of
performance in terms of four perspectives: Financial, Customer, Internal Process,
and Growth and Innovation. Atkinson et al. (1997) have argued that this ap-
proach ignores some key stakeholder groups (notably suppliers, employees and
the broader community within which the organization operates and on which
it can have indirect but significant effects).

The model proposed here extends their approach and makes a separation be-
tween whois affected and how they are affected. Key to developing a framework
for the consideration of organizational effectiveness is two questions.

1. What are the characteristics of an effective (as opposed to an ineffective)
organization?

2. Which groups of people are affected by the success or otherwise of an
organization?

These are related, in that each stakeholder group will have a different view on
what may be regarded as “effective”.

¢ Investors and shareholders look to the organization to provide a good return
on investment, long-term stability and growth.

¢ Customers want value for money, quality of product or service, good support
and after-sales care.

® Suppliers want to work with an organization that is dependable and provides
them with long-term stability as a market and reliability in payment, and is
aware of the constraints on the suppliers’ ability to supply.

® Employees look for job satisfaction, stability of employment, career prospects,
personal development, good pay and rewards.

® Otherslook for the impact of the organization’s activities on their environment
and way of life (economic, social, political, and cultural) to be positive and
beneficial.

Broadly speaking we can break down effectiveness criteria into four cate-
gories:

1. Economic. This is fundamental, as commercial organizations that are econom-
ically ineffective will not survive. As with all other criteria, the effectiveness
or otherwise of an organization in economic terms is inextricably linked with
the external economic environment. Effective organizations must be able to
adapt to changes in the economic climate.

2. Technological. Organizational effectiveness requires use of technology for in-
ternal communication as well as for service and product development and
delivery. The nature of the business will impact on the roles technology can
play, but effective use of technological resources can be as critical in organi-
zational success as effective use of people.
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3. Commercial. The nature of the commercial environment within which an or-
ganization operates is critical to its success. In this sense, one could identify
competitors as another stakeholder group. Effectiveness can be defined in
terms of finding or developing a specific market niche, or confronting the
competition head-on and taking market share.

4. Social. This is intended as a broad notion of social, to include socio-political,
ethical and cultural measures of effectiveness. Organizations are not only
collections of people, but also impact on people (customers, suppliers, share-
holders and the public at large). The effects of economic success or failure are
social effects (employment, standard of living and quality of life). Organiza-
tional goals may have ethical, social and political dimensions. As such, they
may conflict with purely economic goals.

Finally, we need to consider the scope of each of four categories of criteria for
each of the stakeholder groups:

¢ internal to the organization

® within the immediate local environment of the organization
® national

¢ international.

By combining these various categories together we end up with a three-
dimensional matrix containing 80 cells, of which most are meaningful
stakeholder-by-environment-by-scope combinations.

Organizational effectiveness is a complex multi-dimensional construct. While
there are some essential criteria (e.g. maintaining financial viability) for effective-
ness, organizations will differ in their overall concept of “effectiveness”. They
will differ in terms of the emphasis they place on factors such as: internal levels
of job satisfaction; pursuit of an ethical sales policy; contribution to the social
development of third-world countries, and so on. Such differences will be re-
flected in an organization’s espoused values and missions. Each organization
constructs its own definition of effectiveness and its success needs to be eval-
uated in terms of that construction. Although each organization constructs its
own success criteria, these criteria may, in some cases, be externally influenced
or imposed. For example governments may prescribe effectiveness criteria for
public sector organizations.

IS EFFECTIVENESS AN ORGANIZATIONAL
CONSTRUCTION?

The above discussion could be taken to imply that effectiveness is a purely rela-
tive term: that there are no absolute criteria that could be applied. While it is clear
that organizations differ in the degree of emphasis they place on different crite-
ria, much of this variation can be related back to the overall nature and purpose
of the organization (public or private, large or small, production or service ori-
ented etc.). Perhaps the organization’s capability to choose and balance various
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effectiveness criteria is in itself a contributor to overall effectiveness. Clearly,
both the clarification of criteria within an organization and decisions about dif-
ferences in emphasis are actually achieved through the actions of organizational
members.

When we consider the characteristics of an effective organization we tend
to find common themes emerging. For example, Dunphy (1981) provided the
following list of characteristics that define an effective organization:

clearly-defined goals

structure related to goals

constant scanning of the environment and appropriate adaptation
consistent clear procedures that evolve purposefully

exercise of power in a manner that recognizes mutual influence
flexible, participate decision-making

information openness

initiative in external relations

well-defined concept of social responsibility

meaningful, varied work with learning opportunities
commitment to personal growth (planned skills development)
mutual trust, respect and support

accurate timely performance feedback

just and equitable rewards.

These can be summarized in terms of five main areas:

1. goal specification

2. clarity of goals and clear communication of objectives throughout the orga-
nization

3. awareness of the commercial environment and ability to change and evolve

within it

. a management structure that facilitates goal-related performance

5. a well-motivated workforce, valued by the organization, with competencies
that are aligned with the goals of the organization.

~

Organizations may become ineffective in achieving their espoused goals for
one of a number of reasons associated with problems in these areas. While the
role of psychology might appear to be most obviously relevant in the last of
these areas, psychology has a contribution to make in all of them.

INTERVENING AT DIFFERENT LEVELS

In considering organizational effectiveness, we need to look at problems that
can arise at a number of levels of social aggregation, which relate to the areas
outlined above.

o At organizational level: are the strategies being followed the appropriate ones
for achieving the corporate goals, has the wider commercial and socio-political
environment been understood and taken into account?
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o At inter-group level: do the various work groups within the organization com-
municate and co-operate effectively and share a common understanding of
the corporate goals?

o At intra-group level: does the organization provide the environment and re-
sources necessary for groups to work effectively?

o At the individual level: is each individual role defined in a way that does not
create overlap or confusion and are individual needs and competencies con-
sidered and managed?

While these may reflect different functional levels and impact on increasingly
larger numbers of people within the organization, they are all fundamentally
concerned with the performance of individual people.

e It is people who perform at the individual level.

e It is people within organizations who are responsible for providing the work-
ing environments for work groups.

¢ It is people who manage the communications within organizations.

¢ It is people who manage organizations, from Board level downwards.

e It is people who set the strategy, and define the goals and objectives.

Although it can be helpful and sometimes illuminating to consider organiza-
tions as a whole, it is important to remember that the “behaviour” of organiza-
tions as entities is determined by the actions of individual members, or groups of
members. Organizations, as such, do not take action. Consideration of concepts
such as the strategy of an organization, or the state of readiness of an organi-
zation, should not lead to the false view that organizations may be treated as
independent entities, without recognition of the key causal role of the people
who make up the organization.

To change an organization, you have to operate at the level of changing the
behaviour of the people who make up that organization. While the role and
breadth of impact of the CEO may be different from that of the receptionist, both
have an impact on the effectiveness of the organization and psychologists can
play a role in enhancing that impact in both cases.

HOW IS ORGANIZATIONAL EFFECTIVENESS DELIVERED
THROUGH THE PERFORMANCE OF INDIVIDUALS?

At the heart of the process of managing individual behaviour is the need to
direct that behaviour toward the production of results that help build towards
realizing the organization’s objectives.

Competencies have become an integral part of modern people management
throughout the world. To manage people effectively, managers need a way of
accurately assessing each individual’s strengths, development needs and po-
tential contribution. Competencies have become popular because they meet the
need for increasingly sophisticated measures, while remaining firmly linked to
observable behaviour.
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By defining constructs in terms of clearly specified behaviours, competencies
havebecome a powerful tool for assessing the performance of people. In addition
competencies have given managers and their people a common language for
discussing development and career potential issues, and a way to express the
culture and values of the organization in terms of the behaviour expected of
employees.

WHAT DO WE MEAN BY “COMPETENCY”?

We define competencies as sets of behaviours that are instrumental in the delivery of
desired results or outcomes.

Itisimportant to note the focus here is on behaviours, not on results or personal
attributes. The present competency model (Figure A) distinguishes four main
sets of variables:

1. Competencies themselves—defined as sets of desirable behaviours, where
“desirable” is defined in terms of the outcomes to which such behaviours
lead. Competencies reflect the behaviours that a person does in order to
achieve specific business objectives—these objectives can either be actions
to achieve business results or actions to support the general operation of the
organization. The goal of a competency approach is to provide specific guid-
ance regarding which behaviours organizations are encouraging among their
members.

2. Competency potential—the individual attributes necessary for someone to pro-
duce the desired behaviours. These attributes are not always reflected in actual
behaviour, since the behaviour that an individual displays is moderated by

Competencies

Behaviours

Competency
potential

Results and
outcomes

Context

Situational factors

Figure A A model of competency
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the context. For example, an operative may have the capability to work more
effectively and increase output but will not do so, because the rewards (such
as recognition, praise or additional pay) are not available.

3. Context—the implicit and explicit situational factors, which influence indi-
viduals within a work setting to behave in certain ways and not to behave in
others. In addition to instructions (e.g. the line manager’s setting of an indi-
vidual employee’s goals), a wide range of contextual and situational factors
in the work setting will also influence an individual’s effort and affect the
individual’s ability to produce the desired sets of behaviour. Important situa-
tional factors in the workplace include: work colleagues; supervision; reward
systems; physical environment. There are also situational factors outside the
direct work setting which can have an impact on the competencies displayed
by an individual. These include: domestic relationships and leisure pursuits.

4. Results—the outcomes or goals of behaviour, which have been defined either
explicitly or implicitly by the individual, their line manager or the organiza-
tion. The distinction between results and behaviour is important and serves
as a reminder that sometimes people may be displaying many of the neces-
sary competencies but things go wrong—perhaps due to unforeseen external
events.

It is only when an individual performs within a setting that we can judge
whether they are displaying the competencies required to generate the outcomes
needed. As that may be too late, we need to provide organizations with effective
methods of measuring competency potential.

Competency Potential

A person’s potential, or capability, to behave competently in the workplace is
partly a function of their personal attributes. These include underlying aspects of
the individual (aptitudes, interests, values, motives and personal style) as well
as their knowledge and their skills. Campbell et al. (1993) have similarly dis-
tinguished between “antecedent” person factors (personality and abilities) and
“determinants” (knowledge, skills and motivation) of job-relevant behaviour.
The concept of competency potential is important in that it enables us to
draw a distinction between measures that predict competency and measures of
competency. This is a crucial difference that many other approaches blur. It can
also appear to be blurred by the use of common language. For example, some
personality questionnaires use terms such as “persuasiveness” and there are
competency definitions using the same term. The new model requires us to be
very clear in differentiating these: the trait describes a propensity to act in certain
ways, the competency is based on evidence that a person does act in those ways.

Situational Factors

The differences between competency potential and competency arise from the
impact of situations on behaviour. In any work setting, there are factors that
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tend to facilitate or encourage some behaviours, and factors that will inhibit or
discourage other behaviours. These factors range from the communication of
instructions down from line management to the physical arrangements of space
within the work setting; from the relationships between work colleagues to the
provision of the necessary resources and materials.

Situational factors can be divided into two types: drivers and barriers. As their
names imply, drivers act to encourage or increase the likelihood of desirable
behaviours being elicited. Barriers, on the other hand, act to reduce the likelihood
of these behaviours occurring. In short, the same person may be able to act
competently in one work setting but unable to do so in another. This is not
because he or she lacks the necessary knowledge, skills and other attributes, but
because the situation makes it difficult to impossible for them to be displayed.
As a consequence, the desired outcomes or results are not achieved.

Characteristics of the work environment act as barriers to or drivers of be-
haviour both formally (e.g. through training, provision of equipment, objectives
setting) and informally (e.g. through social relations, ease of communication,
work place design influences on activities and so on).

The environmental factors that affect an individual’s ability to demonstrate
competency, given a clear set of performance objectives, range from physical
and geographical factors, through provision of resources, to organizational
culture and the patterns of formal and informal person relationships within the
work setting.

Relationships represent the social structures that make up the surrounding of
each individual. Relationships moderate the objective work demands by pro-
viding multiple perspective of authorities, peers, dependants and external rela-
tions that may be supportive of each other or conflict. Their operation is central
to understanding and managing performance at work. The formal and informal
structure combine to set the framework against which behaviours are shown
and judged.

SUMMARY

This book is focused on building a detailed picture of how organizational ef-
fectiveness stems from the actions of individuals, and, consequently, how psy-
chological interventions can aid its achievement. This Introduction has sketched
out the structure and boundaries of a broad framework within which the link
between people and their organizations can be viewed. In the following chap-
ters, the authors have addressed the issues within the framework that relate to
their own areas of knowledge and expertise.
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