Individual Difference and Work Performance
Origin and nature of individual difference
(1) Differentiate between the concepts of personality and individual differences, and briefly explain the origins of individual differences according to four psychological approaches or theories. 
Explanations of personality and individual differences
Personality
· an observable and consistent pattern of physical and psychological traits or attitudes
· the sum of the total ways in which an individual thinks, feels, behaves and interact with others, and  copes or adjust when necessary
· cognitive domain - intelligence, aptitudes, thinking styles, learning abilities, reasoning, memory,  problem solving, perception
· non-cognitive domain - personality traits, interpersonal traits, emotions, needs, interests, values,  attitudes
Individual differences
· personal attributes which makes us unique
· genetic attributes - physical, physiological structures
· acquired social, psychological, moral and cognitive attitudes and behaviours
Theoretical approaches
Various theories on personality
Psychodynamic or psychoanalytic
· explain personality and individual differences according to external or covert factors (unconscious  influences), and  biological factors (do not have much control)
· emphasis on people's experience of conflicts because of internal biological drives, unconscious motives,  past events, and norms of society
· depth psychology assumes that early childhood development differs from one person to the next, and is  far more  formative and important than development in adult life
Behaviouristic or learning theories
· personality is characterized by responses (behaviours), expectations and thoughts as learned  (conditioned) and rewarded in the various types of environments in which humans function
· 2 approaches  
1. people are reacting to stimuli (stimulus-response or S-R principle)
2. person can influence or self-regulate how they want to respond (stimulus-organism-response or S- O-R  principle
Humanistic, phenomenological and existential approaches
· personality and self-image best understood by people's subjective existence in their world and their  unique experiences of reality and the pursuit of self-actualization
· people strive to find meaning in live
· people are active, unique and free to make choices
Personality traits and types
· human behaviour is characterized by enduring and consistent patterns of behaviour described as  dimensions, traits, factors and types
· traits viewed as neuropsychic structures, formed by genetic and environmental influences
· observable in behaviour
· distinguishable through measurement
Cognitive and social cognitive
· view people as rational and thinking beings who form their own personality and destiny by using  cognitive powers to create and change cognitive constructs, processes and schemas about reality
· people will act according to acquired thinking or knowledge of the world
· personality will develop according to these self-created cognitive constructs
Biological and evolutionary perspectives
· behaviour firstly determined by genetic factors and biological processes
· behavioural genetics, best illustrated by similarities and differences found in twin and adoption studies
Psychosocial
· emphasize the self as a core dimension of personality and personality development
· influence of important other people in personality development
Asian and African Perspectives
· Asian culture - less emphasis on individual and related concepts like ego or self
· more emphasis on holistic nature of things; individual as part of community, interconnectedness of creation
· African view - few, no real coherent personality theory
Personality Psychology
· cybernetics and general systems theory
· consider the interrelatedness of all things, including people as consisting of various interacting and  changing systems and subsystems e.g. physical, psychological, social
· also considers interaction in various systems and subsystems e.g. person, marriage, family, work,  culture, nation
· all behaviour has meaning for people in terms of context in which it occurs and in terms on meaning or  reality attributed to it through language
Types of individual difference factors
Biographical factors/demographics
Types of biographical factors include age, gender or sex, types and levels of jobs, educational/training levels, work experience and group membership. The presumed differences between the sexes, or with regard to gender and work performance, are less significant than previously assumed – or are even non-existent, if comparable research variables and conditions are utilized.
Personality traits
Personality is the sum/integration of all the ways in which an individual thinks, feels, behaves and interacts with others; adjustments are made, when necessary.
• These traits are multifaceted and include psychological, social, biological, cognitive and intellectual aspects.
• External, visible or observable appearances are called “the mask”.
• They include invisible, covert or unconscious behaviours, emotions, attitudes, values, thoughts and feelings within people.
• They are enduring, consistent patterns.
• They illustrate the uniqueness of each person.
• They are dynamic, meaning the individual can grow and change.
• The formation and development of personality traits are influenced by genetic and environmental factors.
• People may be either extroverts or introverts, or somewhere in-between those two extremes.
Five factor model:
1. Extroversion (surgency) vs Introversion
2. Agreeableness (friendliness) vs Antagonism
3. Conscientiousness (dependability) vs Lack of direction
4. Neoroticism (emotional instability) vs Emotional stability
5. Openness to experience vs Closedness
Emotions
• Different people feel things differently and will therefore react differently.
• People express feelings such as anger, love, joy or sadness.
• People have an awareness of their own and others’ emotions.
• This knowledge and awareness leads to improved levels of work performance.
• Emotions are evident and useful in personality traits, work motivation, job satisfaction, intellectual functioning and psychological adjustment.
Cognitive factors/abilities
• People differ in their capacities to perform various tasks.
• Cognitive factors are involved when assessing what a person can and cannot do.
• Intellectual abilities are needed for mental/intellectual activities, whereas physical abilities are needed for tasks that require stamina, strength, etc.
• Knowledge is useful for employees’ work performance.
Orientations (values, interests, attitudes)
• These affect people’s motivation, abilities, personality traits, efforts and skills, and together are responsible for work performance.
• Interests affect an individual’s choice of career or preference for certain activities.
• When an individual’s tendencies or preferences match the work activities, work performance and job satisfaction are increased.
• Values are unique to a group or individual.
• Values influence the personality and behaviour of individuals; if these match the organization’s values, work performance will improve.
• Career anchors also rely on values: whether to stay or leave an organization is based on work experience.
• Attitudes are unique beliefs about certain things.
• Attitudes involve the intellect, the emotions, behaviour and the situation.
• Changed attitudes lead to changed behaviours (negative attitudes and poor work performance can be changed to positive attitudes, which then increase job satisfaction and work performance).
Work experience, health, education and qualifications
• Each of these factors is unique to the individual.
• Much work experience, coupled with values, career anchors and interests may lead to job satisfaction.
• Appropriate education and qualifications might indicate an interest in the job and lead to job satisfaction.
Personality Traits
(6) Discuss the value of the factors in the big five personality traits model to predict work performance.
Research on classifications of personality factors
Trait classifications
Interpersonal trait
· a factor or trait approach to classify interpersonal behaviour is the interpersonal trait model
· based on assumption that personality is best expressed in interpersonal situations
· self-regard and regard in interpersonal relations an important principle in personality formation
· in workplace, quality of employee relations and mutual respect important factor fore employee satisfaction
· interpersonal traits will determine how a person react in social situations
Work-specific trait
· finding work-related variables and attributes which have a positive and significant relationship with  personality 
1. consumer service-related personality factors, e.g. costumer service orientation and emotional  stability, agreeableness, conscientiousness
2. managerial-related personality factors, e.g. interpersonal dealings and communication, leadership  and supervision, technical activities mechanisms of management, useful personal behaviour and  skills
3. citizenship personality attributes and behaviours, e.g. volunteering to carry out task activities that  are not formally a part of the job
Type and Style classifications
(4) Using examples, discuss at least three work-specific trait classifications
Measurements of type and style
· types and styles seen as combination of traits which result in a person having a distinct type or style, e.g.  either introverted or extroverted
· in occupational practice, type and style used to describe personality or behaviours such as communication,  leadership, management, conflict resolution, thinking and learning styles, group roles, stress management  and coping styles
· problem with use of type descriptions is labeling someone as certain type, create impression person can not  perform in any other role
Physical types and temperament style
· physical types relate to temperament styles
· Greeks identified four personality types associated with internal body fluids and natural elements
· relationship between personality and biological processes taken further with Sheldon describing three personality types  made up of the interactions between body types (somatotypes) and temperament; endomorphs, mesomorphs, ectomorphs
Work commitment and personality types
· example; differentiation of patterns of work commitment or patterns of stress management by which people are classified  as either type A or type B personality
· Type A = impatience, high standards of achievement, competitive, high risk of cardiovascular disease
· Type B = more calm, less emphasis on achievement and time constraints
· Holland differentiate six occupational types; realistic, investigative, conventional, artistic, enterprising, social
Personality types in leadership and conflict management
· leadership types or roles = administrative, bureaucratic, expert, ideological, charismatic, symbolic, democratic,  autocratic and transformational
· conflict management styles
· withdrawal (low concern for people and task execution);
· smoothing (high concern for people, low concern for task execution);
· forcing (high concern for task completion, low concern for people); 
· compromise (balance between task execution and concern for people);
· problem solving (solutions satisfy people and task execution)
Personality in different types of group roles
· eight types of roles which people assume in group, often used in facilitating interaction in work groups
· chairman, shaper, plant, monitor-evaluator, resource investigator, team worker, company worker, completer or  finisher
Coping styles
· Latack's three types of job-related coping styles; control, escape, symptom management
· Ways of Coping Checklist = identifies two styles of coping; problem-focused, emotion-focused; often used in stress  research
Determinants of personality and individual differences
Personality and individual difference determinants are:
· heredity and biological factors
· genetic influence determine biological maturation, growth and biological changes that take place notwithstanding  environmental factors
· all work demand certain physical attributes, some more than others
· tolerance for temperatures, sensitivity to chemical substances
· environmental influences; important in how genetic potential develops and affect psychological and social behaviours,  as well as the values, attitudes and beliefs that characterize individuals and groups
· family influences (micro system)
· most uniquely acquired attributes and behaviours of people develop in family interactions
· but also most destructive influences may also appear in family context, e.g. domestic violence
· mother, but also father, provide psychological and social examples
· social affiliations outside family (meso- and exo-system)
· peer groups and friends
· peer involvement could lay basis for culture of healthy competition, learning and work
· cultural membership
· often provides historical and immediate mega-environment which prescribes certain behaviours or  creates opportunities
· group to which individual belongs create legacy of socio-economic status and other identities and roles,  with related forms of behaviour that's not easy to change
· in organisational context, collective norms, values, beliefs, thinking and behaviours based on past events
· external factors (macro system
· individuals influenced by world events, events in socio-political and economic worlds over which individual have  little personal control or influence
· effects on people's lives of certain political systems in Africa
· negative effect of wars, economic collapse
Figure 1.3 p38
Work-related personality research
(1) Discuss work-related personality research according to the following aspects:
(a) Explain how personality research variables can be identified according to various psychological approaches. (15)  Section 2.1
(b) Illustrate and discuss two integrated approaches or models which, according to Furnham, can be utilised to identify and explain relevant research variables. (10) Section 2.3
Approaches to identify personality variables
Classical personality theory
· personality measurements use concepts, like specific traits and behaviours, from one or more classical personality  approaches as independent or predictor variables in order to find relationship with work-related correlates or dependent  variables, e.g. training success and work performance ratings
· theoretical concepts from classical personality theories are:
· unconscious motives and drives may cause and influence behaviours
· observable behaviours resulting from learning and reward processes determine the type of work behaviour
· unique life experiences and ways to find meaning in life is strong determinants of work motivation and work  performance
· certain inherited and acquired personality traits and types influence work performance
Types of research variables from classical theories
· personality variables defined and measured according to various dimensions: 
· single or multiple traits; measuring only one specific trait e.g. locus of control or multiple traits in a trait  system
· cognitive and biologically based traits; applied when work-related traits are measured according to cognitive  approach
· normal and abnormal traits; sometimes need to use more clinically oriented assessment techniques to  assess intensity and frequency of "abnormal" behaviour
· dynamic vs stylistic traits; try to determine possible deep-seated needs, fears and conflicts
Classical occupational/organisational psychology
· main aim to examine correlation of specific personality factors with specific work behaviours
· criterion measures determined in various ways, e.g. questionnaires, self-report techniques or interviews
Measures for work-specific individual differences
· work-related measures are developed and applied to find personality predictors of specific work behaviours
· examples are identifying individual differences or personality measures for selection within organization, or predict  absenteeism or withdrawal behaviours
· different types of measures of individual differences:
· narrow vs wide measures
· single vs multiple traits
· self-report vs behavioural measures
· attitudinal vs attributional measures
Person-work environment fit and misfit models 
· similar traits or characteristics in people and work environments are correlated to find best or desired fit, or undesired  misfit
· e.g. selection, promotion or study/career choice assessment
· one variation to emphasize either individual or jobs
· another variation to measure fit in terms of subjective impressionistic manner or more concrete fashion where fit is  based on observed bahaviours
Longitudinal work-related personality studies
· conducted over longer periods
· real cause and effect relationship can be determined in work-related personality variables in and between individuals,  organizations and work behaviour
· also in how change over time influences relationship and prediction of work behaviour
Biographical/case study research
· uses personality profiles of outstanding individuals or groups to examine work success criteria
· variations in application of this approach are: individual vs group studies; monetary vs other success criteria; impressionistic vs scholarly.
Approaches to identify work performance variables in work-related personality research
Types of research variables
2.1 Describe various types of research variables. (10)
In section 2.2.1 of the study guide, the different types of research variables and related concepts, for example the dependent and independent variables, are explained.
Independent (influencing) variables
The predictors, or independent variables, obtained from personality theory and research concepts in work-related personality research are mostly scores on self-report questionnaires. However, scores for personality-type measures or individual differences can also be obtained from intelligence and ability tests, biodata measures, physiological measures, expert classifications or ratings in behaviour observation, such as interviews, and measures to indicate positions or roles in organizations. Predictor scores do not have meaning in themselves, nor are they the trait or behaviour; they only represent what they measure (internal traits, states and behaviours as respondents honestly, and according to their self- knowledge, report them, or as others see and evaluate the respondents). Predictor scores can never correspond exactly to the underlying trait because respondents may try to control or manage what others think about them (for example, by giving socially desirable answers). Since predictor scores will have some reliability and validity problems, it will never be possible to obtain perfect correlations in this regard. Psychological assessment, however, has developed its own psychometric and other rules for scientific measurement and best practices, providing a body of evidence to prove that many psychological measures are reliable and valid – including all types of validity, especially construct and predictive validity. Personality measures, as independent variables in assessment and research, are now considered good predictors of work performance.
Dependent variables (variables that are influenced)
Dependent, or outcome, variables in research and assessment refer to those traits, states, behaviour and other measurable concepts that are used to represent the quantity and quality levels of work or occupational and organizational performance and behaviour referred to as work performance criteria. The main objective is to define valid and reliable work performance criteria, measure them accurately and find their correlates or the relationship with measures for personality or individual differences in order to predict occupational behaviours successfully. The aim, therefore, is to explain the impact of personality on work behaviour or to have an idea of how much variance in work behaviour can be explained by personality.
Moderator (mediating) variables
A moderator or intervening variable serves as a mediator, or go-between, between other variables; or it confounds the relationship, correlation or variation between other variables. Examples include how personality factors may moderate the interaction between ability and work performance, or age and gender may confound the relationship between personality factors, ability and work performance. Like predictor and criterion variables, moderator variables  should also  be identified, conceptualized and measured (or controlled) as accurately as possible.
Although certain types of concepts may traditionally be used more as the predictor, independent and dependent  variables  outcome variables, while other variables mostly have a moderating function, the role of a research variable  will depend  on the research problem or questions and the related hypotheses. Thus, personality variables may be used as dependent variables, and work performance variables as independent variables (for instance, in the relationship between job satisfaction and absenteeism). Age, which is used mostly as a moderator variable, may be used as an independent variable (for example, in a study of age differences as a predictor of work performance).
Correlation (the strength and direction of relationship)
A correlation is a statistical indication, ranging from –1,00 (perfect negative) to +1,00 (perfect positive), of the strength and direction of a relationship between two variables. For example, between job satisfaction and absenteeism, the correlation might be 0,45, meaning that the correlation of 0,45 explains more or less 45% of the variance between job satisfaction and absenteeism. Correlations only explain the strength of a relationship as either positive or negative, and from this, the chances of predicting one variable from another can be estimated. For example, with a significant correlation of 0,45 between job satisfaction and absenteeism, assessors may use measures of job satisfaction in selection to predict which applicants may be more absent from work.
A correlation that gives a good indication of the strength and direction of a relationship between variables, however, does not necessarily explain the cause/s of behaviour. Certain genetic and acquired behaviours cause certain personality traits and behaviours. However, it is not always easy to make such an assumption about all variables.  Only if all influencing factors have been isolated and relationships have been verified and repeated by a body of research can causality be explained, for example that negative feedback causes job dissatisfaction.
Models of work performance measurement
Earlier models of work performance measurement {5}
These models are used mainly to measure ability personality factors (for example intelligence and numerical ability) in relation to work performance measures. Hunter (1983) found some validity in an early model in which cognitive ability was used as a causal factor for two types of work behaviour: job knowledge and job performance. Previous researchers (Guion & Gottier 1965; Ghiselli & Barthol 1953) viewed personality as a poor predictor of occupational or work performance.  Hunter, however, recognized that many other factors could explain the variation in work performance. Guion (1983) therefore suggested that Hunter's causal model of work performance be expanded to include work performance attributes of the employee who is being rated (such as appearance, frequency of communication with supervisors and interpersonal skills, characteristics of raters, and contextual variables). Schmidt, Hunter and Outerbridge (1986) added a further variable, namely job experience (which they found had an indirect effect on work performance), to this causal model.  Ability and job experience have a direct impact on job knowledge, work performance and performance in work sample tests. The above models started to add emphasis to the role of personality variables as part of work performance criteria.
Later models of work performance measurement {5}
Borman, White, Pulakos and Oppler (1991) verified Hunter's 1983 model after examining the findings of Project A – a major  research project into the relationship between personality and work behaviour (Campbell & Knapp 2001). However, they obtained far better correlations with work performance measures by adding to the model the factors of achievement orientation, dependability, awards, and disciplinary infractions for problem behaviour. These findings highlighted personality as an important determinant of supervisory ratings of work performance, and also indicated how dependability determines the acquisition of job knowledge. Borman, White and Dorsey (1995) expanded their model in a study involving military employees and added other personality factors, namely dependability, agreeableness (friendliness), obnoxiousness and show or flair. These personality factors (and the factors of cognitive ability, job knowledge, technical proficiency and performance ratings) were correlated for their impact on overall measures of work performance by supervisory and peer ratings. Only agreeableness was found to have no impact on supervisory and peer ratings of work performance, and was left out of the model. The model of Borman et al (which included dependability, show- off and obnoxiousness) explained more of the variance in overall supervisory and peer ratings. Borman et al’s (1995) study  was criticised for containing some research flaws, such as inadequate theory and criterion measures (using overall  measures of work performance instead of more specific measures) and assessing only military employees. The critics’ reasoning was that it should have been obvious that the employees' agreeableness in military jobs could not have influenced supervisory and peer ratings of work performance. In a civilian sample, however, where customer contact is often more important, agreeableness could have been a good predictor of work performance, especially if teamwork was used as a job performance measure in place of overall job performance. The above findings illustrate the importance of well-selected measures and careful scrutiny of predictor and criterion measures for types of jobs and situations in order to find models that may be valid in specific and general applications, but which are also integrative in the sense that they consider all possible determinants of work performance. Examples of models that include more specific independent,  dependent and moderator variables are those of Motowidlo, Borman and Schmidt (1997) and Robertson and Calinan  (1998). Robertson and Calinan’s (1998) theory, for example, also includes genetic and perceptual factors as determinants of work behaviour.
Newer directions in work-related personality research {5}
More current theoretical and research emphasis includes outcome variables for individual and group-level criteria, dynamic or changing criteria, and typical versus maximum performance work performance criteria. For predictor, or independent, variables, the emphasis is on compound or multiple variables and the more specific analysis and measurement of personality factors (including interests, emotion and affect) and their relationship to specific work performance criteria across jobs and situations. Other predictor variables that are emphasised are group-level predictors, situational variables (including types of tasks, teams, jobs and job characteristics), job fit, and culture and research settings.  New directions in work-related personality research also consider the influence of other types of research variables that influence relationships, for example moderator and other types of influences. Other personality theories and taxonomies of personality traits are also emphasised in current and future research. Methods to measure personality and its attributes are constantly being investigated, for example measurement issues such as item theory, bandwidths of measurements, cross-cultural considerations and assessment instructions. In terms of methodology, multilevel assessment and analysis are emphasised, while social and legal issues should always be considered in a changing work and assessment environment.
Some of these issues are as follows:
(a) Dependent variables
Current and future perspectives in research and practice include the following emphasis on a more specific analysis of criterion or outcome variables:
• Individual-level criteria, that is, measuring the work performance of individual employees on more than overall measures or ratings of job performance.
• Group-level outcomes (measuring group and organisational performance) received much less attention in theory and research than individual performance outcomes. Individual-level and group-level personality attributes will determine individual-level and group-level outcomes differently; thus there will also be different types of relationships with individual-level and group-level performance criteria.
• Dynamic criteria (how the variance or relationship between work performance criteria changes). This may be particularly important because many transformation processes may have occurred in the nature of work and working environments. It is also essential to establish whether performance or outcome criteria can be described as typical compared with maximum performance measures. Personality variables may react differently from typical and maximum performance criteria. Personality factors, as predictor variables, are mostly measures of typical performance and will correlate better with typical work performance measures. The correlations between personality and other types of maximum and typical performance criteria will, however, differ according to the context or situation.
(b) Independent variables
Current and possible future research and practice emphasise the following about the role of independent variables in personality research:
• Possible compound personality variables as predictors, which, like the so-called group or multiple ability factors (for example, general intelligence or spatial ability), may entail more sub-factors or sub-facets in a specified personality factor such as the FFM. In contrast to earlier, very general descriptions of personality structure, the exact analysis and construct  validity of these compound personality variables are essential for a clear taxonomy and understanding of traits and  behaviour constituting personality structure, and also for elements such as personality development, motivation,  psychological adjustment, and how to define and measure personality variables accurately. If we can succeed in this refinement of personality description and measurement, we will be able to determine the relationship with possible compound or very specific work performance criteria, which are needed in the modern world of work. This increased scrutiny is also relevant to personality factors that are more specific or are not included in models like the big five personality traits and three-factor and sixteen-factor models, as will be their relationship with specific sets of work behaviour and situations. An example is the risk propensity of entrepreneurs compared with that of managers (or it may be different for different types of entrepreneurs). Douglas and Martinko (2001) found that personality factors or traits like anger, attribution style, negative emotionality, attitudes toward revenge, self-control and exposure to aggressive cultures account for most of the self-reported aggressive behaviours in the workplace.
With regard to interests, Holland's hexagonal model of personality and associated occupational types (realistic, investigative, artistic, social, enterprising and conventional) (RIASEC) are also used in new applications, and not only for individual-level analysis of occupational or career choice. It was, for instance, found that the big five personality  measures and Holland's six personality types have different validities in the prediction of work or employment status  (employed vs. unemployed) and the type of employment (for example, professional): Holland's six personality types best  predicted the type of working environment and the big five personality traits best predicted work status. The question of what role states such as emotionality, emotional expressiveness, emotional control and other affective variables play in work performance has stimulated a lot of research and theories. It was found, among other things, that emotionality and affectivity influence job satisfaction, leadership, organisational citizenship behaviour and workplace deviance. A research need for the future is to differentiate more clearly between the concepts of emotion, affect, mood and personality.
• The analysis of group-level personality predictor variables yielded interesting results, indicating that groups high on  certain big five personality traits correlated significantly with relationship conflict and work performance in the group.  However, the types of groups and tasks may also influence the relationship between personality and behaviour or performance in the group.
• The recognition that situational variables (for example, the work environment) may, and mostly do, influence personality traits and behaviour is currently expressed in work-related personality research – and this is not likely to change in future.  Situational issues that have been found to impact on the relationship between personality and work performance are types of tasks, types of teams, types of jobs or job characteristics, person-job fit, culture and the research settings. An important  variable that may distort or moderate research findings and the ability to generalise work-related personality research  findings is the research setting, such as concepts relating to socially desirable test scores, faking, and when dissimilar  research groups are used (such as student responses on personality measures in relation to leadership behaviour,  compared with those of working employees or managers).
An integrated work-related personality research approach
A research model
· Furnham asserts that many of abovementioned approaches are theoretically and methodologically poor
· suggests a research and assessment model to illustrate the complex possibilities in the relationships between personality/individual differences and work related variables.
· his model explains interaction between personality and work behaviour according to four paths
· firstly, relationship between personality factors and work or organisational variables is not direct, can be  influenced by many other factors, personality may influence work behaviours
· the possible mechanisms, processes or phenomena which can explain work-related behaviour
· relationship between personality and work influences further influenced by organisational behaviours, e.g.  structures, selection
· influence of the broader environment on personality and organisational/work performance
Classifying and measuring work-related criteria
(3) Explain types of criteria for work performance which could be used in work-related personality research.
Job performance criteria
· Hackman and Lawler proposed classifying work performance criteria in four dimensions: variety, autonomy, task identity  and feedback
· rules by Smith; performance measures or rating should be executed shortly after actual job performance took place,  performance measures may be on a specific aspect of job performance i.e. satisfaction with salary
· work performance measures should be as close as possible to organisational goals at three levels:
· behaviours refer to actual observed or measured work behaviours, e.g. volume of tasks performed
· results refer to effectiveness or quality of work behaviours involved in completed work, e.g. measures of absence  or work speed
· organisational effectiveness may include behaviour and results measures of all employees and other measures of  business success, e.g. whether business goals such as sales, profit were achieved
Methods to obtain criteria scores
· counts on personnel and organisational records, i.e. illness, lateness, absences, turnover, accidents, profits, work  stoppages
· specific inventories to measure certain types of job performance
· supervisory ratings on specific or general aspects of work performance
· various types of performance appraisals\profits/income
· productivity volumes in the organisation
Biographical factors and work performance
(2) Explain what biographical factors are and their relationship with personality and work performance. Where possible, refer to specific research findings.
Nature and importance of biodata in human performance
Biographical and demographic factors
· certain facts about a person's social status, life history and environmental experiences
· example age, gender, language grouping, income, marital status, educational level or qualifications, type of work, work  history, nationality, religious affiliation, and race or ethnic group
· fig 3.1 p78
· demographic factors refers more specifically to person's status regarding geographical location, i.e. rural or urban  origin, ethnic or race group, factors related to birth, marriage, death
· biodata questionnaires may include factors like:
· social orientation
· economic stability
· work ethics
· interpersonal confidence
· parental relationships and control
· various types of interests
· biodata can include 'hard' items, concrete and factual data like age, gender
· some items may be related to assessment of personality, because a person's readiness or capability for a certain job  situation can be deduced
Biographical determinants
· mostly unique to each person because of each person's specific circumstances, perceptions and experiences in life
· cultural values, habits, myths and rituals, social roles and expectations, leadership styles, family influence.  communication patterns
Types and predictive impact of biodata
· biodata: a good predictor of work performance
· 
Age-related differences
· one of most used biographical factors in assessment and research to explain personality or other psychological differences, and predict work performance outcomes
· often used in combination with other variables
· used in various ways; age groups, birth order, seniority and experience index
· age relates significantly to period of employment, the older employees get the less they will change jobs
· low absenteeism not necessarily related to higher age
· older employees generally experience increased positive job satisfaction
Gender differences
Gender differences, as a type of biodata, are described in study unit 3, section 3.4.2, and pages 85 to 86. Biodata are personal factors, attributes or influences from people’s past, or history, that determine or predict human development and performance in a work context.
Biographical or demographical factors primarily relate to historical personal factors, which are different for each person. Gender, as another form of biographical data, has been found to correlate with work performance or to function as a moderating or mediating factor in the relationship between personality and work performance.
Many micro, meso and macro influencing factors (see figure 1.3) determine the nature and dynamics of human development and of biographical personal factors. In study units 1 and 3, reference is made to influencing factors in a person’s immediate and surrounding environments, which determine a person’s progressive development and unique personal history. Some of these important factors are parents, family, peers, groups, culture, religion, work, and the larger socio-political and economic factors, which all contribute to the times and opportunities in a person’s life.
A body of research indicates the direct predictive value of various biodata factors for work performance, or the moderating effect of biodata on the relationship between personality factors and work performance. In this regard, gender, for example, has sometimes proven to be a good predictor of successful work performance, but in other studies of work performance differences based on gender comparisons, gender has not proven to be a good predictor – or, at least, differences between people have not proven as significant as was previously assumed.
Examples of findings on gender differences between men and women:
· • Fontana (2000) indicates that women may behave in a more mature manner at work than most of their male counterparts.
· • Emotions are often neglected by men (Brody & Hall 1993).
· • Many research findings indicate that men are more effective at work than women, especially in male-related jobs or tasks.
· • Perceptions on withdrawal behaviours are that women are absent from work more than men owing to family responsibilities.
· • Marital status is linked with gender, and some findings indicate that married employees have a better work ethic because of financial responsibilities.
· • Men and women are considered to differ in terms of their perceptions of work and work performance.
In conclusion, there are inconsistencies regarding differences between men and women in terms of work behaviour: while some studies can indicate differences, others reflect that there are no differences between the sexes.
Types and levels of jobs
· post level and type of job often used as independent or moderator variable to predict successful work performance, or distinguish between successful and unsuccessful work performance.
· examples = research engineers, oil industry researchers
· biodata used to assess work performance in various types of jobs, like clerical, skilled or unskilled jobs
· social orientation (enjoys meetings and interacting with others) and interpersonal confidence (easy to introduce one and others) indicated as good predictors of job success.
Educational/training levels
· better training enhances work performance
· but, educational achievement do not necessarily relate to personal success
· other personality factors could also be an influencing factor, e.g. traits, i.e. teachers demonstrated traits like liberal, sociable, extroverted, a leader
Work experience
· experience showed only moderate predictive validity for supervisory ratings and no validity for years of service
· thus, experience not equal to performance
Group membership
· can explain uniqueness and similarities, and way in which different life roles are expressed and lived out by people through their personality and behaviour
· 
Using biodata in assessment practices
Section 3.5 of study unit 3, pages 91 to 93 gives a detailed discussion of the use of individual differences for decision making purposes, with specific reference to biodata. It is important for industrial psychologists to use individual differences to make decisions regarding research, selection, promotion and training. The principle of fair discrimination in this context is applied to make decisions based on human resources assessment practices, such as questionnaires, interviews, ability tests, work samples, personality tests and assessment centres. These psychological assessment measures enable one to discriminate fairly when the measures are reliable and valid.
Valid and reliable measures can be used to
· gather information for psychological research
· determine occupational capability in order to predict performance
· • verify data gathered through other measures
Most people find personality an intriguing topic. They are aware that human beings differ in many ways and that these differences are important in everyday life. How relevant, though, is knowledge about personality to the study of individual differences and work performance? Does knowing something about the topic really contribute to enhancing both productivity and the quality of working life? We feel that it does.
Differences between individuals often play a key role in determining who is best suited to a given job and how that person actually performs once appointed to the position. Although we also support equity or equality as a human rights principle, most people are quite focused on their own uniqueness and should be treated and respected as individuals with rights. Thus, distinguishing between people based on individual differences, when it is necessary for certain purposes, does not imply unfair discrimination. We believe that to respect and act on differences between people in a fair and scientific manner is fair discrimination. This is also the objective of relevant, valid and reliable psychological assessment.
Cognitive individual differences and work performance
Cognitive processes and behaviours
Learning
· influenced by individual differences
· positive relationship between learner motivation and scores on learning measures
4 types of learners
Learning types are valuable in different types of work and learning tasks; for designing training courses with different types of learning material, instruction and assessment methods; and for trainers of learners and supervisors who manage people.
Divergers
· mostly use reflection on different experiences
· will use various approaches
· strengths - imaginative, understand people
· Weakness - poor decision makers, problem selecting between many alternatives
Assimilators
· will develop theoretical framework from their reflection
· strengths - ability to create or build theory
· weakness - poor in applying ideas
Convergers
· like to test theory in practice
· strength - strong deductive thinkers
· weakness - tend to be rather unemotional, may not be good at working with people
Accommodators
· will use results of testing phase in learning as feedback for new learning
· willing to take risks
· will try new things in different situations
Emotions, personality and work performance
(5) Discuss the relationship of human emotions to personality and work performance
Relationship between emotions, personality and work performance
Individual differences in emotional expression
· personality strong predictor of work performance
· emotions and personality influence work performance
· recent research suggest that positive affect and positive emotions are more likely to improve work performance than job satisfaction only
Impact of emotion-arousal events on work performance
· certain situations influence emotional reactions in work performance
· emotions result in behavioural consequences which will influence employee and organisational functioning
Impact of cognitive emotional appraisal on work performance
· nearly all research on appraisal processes indicates that different performance standards and goals in job expectations (emotional-arousal events) will determine the intensity of the emotional-generating processes
· perceptions will influence work performance
· but, the research also highlighted that it is not the appraisal process as such but individual differences in the source or origin of the appraisal process that are more important in the affect or emotion-generating process
Impact of emotional regulation on work performance
· not only events evoke emotion, appraisal processes and emotional reactions but also individual differences or personality factors in emotion or affect regulation that influence work competencies and effective work performance in the workplace
· efforts of employees to control emotional arousal or expression of emotions in the workplace put additional demands on cognitive and other work competencies or resources
· example, disruptive impact which negative emotions may have on learning processes in the workplace
Impact of emotional reactions on work performance
· emotional responses influence work performance
· emotions, mood and affective dispositions (especially negative emotions) that are often embedded in personality traits may influence cognitive or intellectual behaviour, may create bias in work-related judgements and decisions, will increase underachievement and will influence employee relationships
· in contrast, positive emotions can broaden employee's immediate thinking and reaction patterns
· happy employees are generally more active, sociable, creative, healthy and self-confident
· employees who have high positive affectivity will have better and quicker strategies to process information
· nature of tasks and environment will however determine impact of happiness on productivity
Individual differences, work motivation and work performance
You are a human resources specialist and are requested to submit a proposal to a management team on how to use motivational concepts and techniques to improve the work motivation of a diverse workforce in a South African company. Now write your proposal. To this end, you need to explain diversity factors and use your knowledge of theories, concepts and research findings on work motivation and individual differences, as well as motivational techniques, to explain motivational strategies that will accommodate all employees and the company.
Individual differences in occupational choice and withdrawal behaviours
how various theoretical explanations help us understand people’s occupation choices, as well as why withdrawal and certain career-related problems may appear
Approaches to career development and occupational choice
· no real agreement about how occupational choices are made
· some theories, classified as follows:
· structural approaches deal with career development behaviour, such as career choice uncertainty according to personality traits, styles, types, needs and ability factors; in this approach said factors are assessed; often used in career guidance and counseling
· process theories emphasise developmental phases and processes of career development
· developmental theories deal with specific phases of development or the processes of career development in a person's life span
· psycho-analytical theories explain vocational choice according to personality dynamics such as unconscious motives
· sociological approaches use the influence of social factors and circumstances during development (example geographical location) to explain career development behaviour
· decision making theories specifically focus on the decision making process, emphasising certain cognitive processes, how people make choices, how they obtain and process information, and how they arrive at career decisions
· cognitive perspectives, which can include more recent emphasis on appraisal, may include concepts like cognitive control, self-regulation, locus of control, self-efficacy and expectance
· learning theories, including social learning theories, emphasis choice behaviours as a result of the type of learning by conditioning, modelling and imitation, and the types of rewards which learning has facilitated
· existential approaches may link occupational career development and related choices to concepts like the will-to- meaning, freedom of choice, intrinsic motivation and the tendency in people to self-actualise or to reach a state of optimal functioning
Specific concepts in occupational choice behaviour
Person-job fit
· falls within the structural approach
· a relationship is assumed between certain attributes of people and the characteristics or requirements of certain jobs (person-job fit), work environments or organisations (person-organisation fit)
· the more congruent the fit between the employee and the workplace, the better the changes for effective work behaviour, good work performance and job satisfaction
Career choice and other problems
Vocational choice uncertainty
· career maturity refers to the level of people's vocational development, attitudes and decision making skills at different stages of life
· vocational uncertainty has many causes, e.g. adjustment problems, indecision, incongruence between personal attributes and the requirements of the job, and behavioural traits such as dependence, choice anxiety, lack of information
Withdrawal behaviours
· imply opposite to the choice to be or stay in a workplace
· these are choices which refer to a misfit or non-fit between employee and organisation, because one or both cannot meet expectations of the psychological contract and would prefer to escape the unsatisfactory work and work relationship
· organisational withdrawal can manifest in lateness, absenteeism and personnel turnover, resignation, job change and retirement (all voluntary)
· or non-voluntary withdrawal such as lay-offs and dismissals
· another form of withdrawal is "psychological absence" reflected in attitudes and emotions such as dissatisfaction, lack of commitment, loafing, wasting time and daydreaming
· personnel turnover relates to general job dissatisfaction with regard to organisational and work variables which include work attitudes toward managerial practices, the quality and nature of work conditions, remuneration, the worker's feelings on whether management is treating them fairly and work group attitudes; emotional conditions such as anxiety, depression, personality problems and drug addiction can also contribute
· certain high levels of leaving jobs are manifested by the 'drifter' and 'hobo' employees; drifters move between transient and contractual jobs and seem to have little work commitment, work ethics or loyalty to employers; they are seemingly not conscientious, place a high value on leisure time and will respond to job dissatisfaction by leaving jobs without trying to solve or improve matters
· absenteeism refers to unscheduled non-attendance at workplaces or work activities when employees are expected to attend; stable periodic lateness can usually be coupled with leisure time, income trade-offs and family responsibilities, while random lateness refers to sometimes uncontrollable events like accidents and transportaton problems; absence from work can be a main indicator of organisational stress and incurs great costs, especially in loss of productivity; illness, especially respiratory problems, stomach disorders, and stress conditions such as headaches, insomnia, fatigue are responsible for most absences; other factors that contribute to absence include dissatisfaction with organisational and work factors such as insufficient training and supervision, disturbed work relationships, poor work group cohesion and morale and physical job design
· withdrawal behaviours could also be a manifestation of undercommitment, especially if this type of behaviour points to anti-organisational behaviour such as dishonesty, laziness and disloyalty
· psychological determinants of absence could be some of the following characteristics of people with an extensive record of absence: uncertainty, stress, self-pity, anxiety, incidence of compulsive tendencies and phobias, paranoid and schizophrenic qualities, conversion hysteria, alcoholism, broken marriages, behaviour that indicate defence, suspicion, unhappiness, an inability to make friends easily, dissatisfaction, hostility and resistance to change
Various personality factors and withdrawal behaviours
· withdrawal behaviours can be seen as people's adaptive and coping responses to unhappy work experiences or dissatisfying work
Biographical factors
· age and gender have an influence but is modified by factors such as period of service and changes to people's circumstances and personalities that come with age
Types of personality traits and withdrawal
· research indicates that absence patterns across certain people and times are quite consistent
· past evidence of absence behaviours should therefore be a good predictor of possible future absence
Individual difference, entrepreneurship and work performance
Discuss the psychology of entrepreneurship with reference to the following aspects:
(a) individual difference factors related to psychological needs, personality traits and influencing factors (20)
(b) an example or scenario that will illustrate entrepreneurship (5)

Psychology of entrepreneurship
Nature of entrepreneurship
· an entrepreneur is a person or a process that does things differently than usual
· people who drive entrepreneurial efforts have abilities or attributes that are innovative or new; they often take initiative to use and explore opportunities and resources optimally in order to create not only more than the expected outcomes or results but also new and adapted products
· entrepreneurs are people who have the ability to see and evaluate business opportunities, to gather the necessary resources, to take advantage of them, and to initiate appropriate action to ensure success
· concepts of entrepreneurs, some visible others implied:
· awareness of opportunities
· future orientation
· strategic planning ability
· goal-setting behaviour
· ability to evaluate and appraise
· achievement or success orientation
· leadership skills
· managerial ability
· but also, shrewdness (common sense), creativity (finding or generating new ideas), emotional intelligence (should be in control of themselves and should work well with other people)
· innovative (implementing new ideas)
Economic analysis of entrepreneurship
· in times of uncertainty the entrepreneur should have foresight and be willing to take risks and be sensitive to what the business world and customers require
Specific personality traits and entrepreneurial behaviour
· characteristics (traits or competencies) generally accepted as important for entrepreneurial success:
· drive and energy
· self-confidence
· long-term involvement
· money is regarded as measure of success
· persistence in problem solving
· ability to set clear goals and remain committed to them
· initiative and personal responsibility
· and also:
· persuasion and influence strategies
· business expertise
· research skills
· assertiveness
· concern for high-quality work
· systematic planning
· monitoring processes
· internal locus of control
· respect for business relationships
· type A behaviour
· autonomy
· time management
· communication
· negotiation
· delegation

Needs for achievement (nAch)
· McClelland's theory of work motivation closely associated with learning and coping in the environment
· he explains individual differences by referring to factors such as heredity, challenges from the environment and economic, political or social disadvantages
· the expectancy to achieve directs the innovative behaviours of entrepreneurial people, which may have its origin in the growing expectations in childhood
· the high nAch person will take on challenging but realistic tasks and possibly tasks of medium difficulty levels that will result in success and valuable outcomes
· social context of nAch, the more individualistic the orientation of the person or culture group, rather that collectivistic, the higher the level of achievement motivation
Internal locus of control
· entrepreneurial individuals should have a strong internal locus of control because they tend to be internally motivated and self-reliant
· if a person perceives that an event is contingent upon his own behaviour or his own relatively permanent characteristics, we term this a belief in internal control
· research showed that entrepreneurs with a high nAct and internal locus of control were significantly more active than those with a low nAct and low internal locus of control
Other motives
· nPow - power needs - reasonable to expect entrepreneurs to have strong power needs even if they don't like other power figures themselves
· nAff - need for affiliation - intrinsically affiliation needs not that important to entrepreneurs, which can be explained by their self-reliance and achievement orientation and their use of human resources to achieve their innovative goals
· nAff reflects a desire to interact socially with people and entrepreneurs are know for working on their own, often forgetting to involve other interested parties
· entrepreneurs will manipulate affiliations to avoid being rejected, but like to be admired for being successful and want to gain approval by using other people's assistance
Linking leadership/managerial attributes to entrepreneurship
Unique entities or a three-way mix?
· from the attributes and the behaviours related to the entrepreneurial profile, it seems a viable assumption that entrepreneurs should be effective leaders in initiating innovation, setting direction and motivating other people involved, aligning and influencing people and processes, and adapting to change
· their management skills relate to their planning skills, ability to organise and delegate tasks and processes, and to control and monitor progress, while also using available financial and other resources
· entrepreneurs differ significantly from leaders and managers in their string orientation for innovation and achievement
· managers seem to be recognised by the functions (planning, organisation, control, delegation and coordination) needed to align all the processes and resources in an organisation
· leadership is commonly defined as the process of influencing others in a manner that enhances their contribution to the realisation of group goals
· effective leaders seen as activators of human potential to make organisation productive and effective
· this seems to tie in with entrepreneurial profile, except that entrepreneurial role should excel beyond organisation's past achievements and be better than its minimum or usual performance or achievement goals and objectives by continuously being aware of opportunities to innovate the existing products and services
Entrepreneurial traits in leaders and managers
· leaders are forceful and persuasive
· high energy and stress tolerance
· emotional stability and maturity
· personal integrity
· only internal locus of control, self-confidence and low need for affiliation also applicable to entrepreneurs
Entrepreneurial behaviour in leaders and managers
· decision-influence behaviours, leaders described in three ways:
· autocratic - leader makes all the decisions
· participative leadership - consult with employees on appropriate matters and allow some input
· laissez-faire leaders - allow their group to have complete autonomy

·  task and social behaviours, two dimensions identified:
· consideration - extent to which leader will likely have job relationships characterised by mutual trust and consideration for other's feelings
· initiating structure - extent to which leader will likely define and structure his/her role and those of subordinates toward goal achievement
Managerial motivation, leadership and entrepreneurial behaviour
· difference with leadership training is the heavy emphasis in managerial training on management functions, which put many managers in an administrative role as a 'paper pusher' who is busy planning, organising, coordinating, delegating and controlling
· need for power, a positive attitude toward authority figures and willingness to perform administrative functions are supportive of being a strong leader as manager
· Coetzee found following intrapersonal characteristics indicative of managerially motivated people:
· cognitive characteristics; pragmatic approach to problem solving, conventional, focus on objective realities and rely on practical judgement
· affective characteristics; respect for authority figures, highly socialised power motive
· conative characteristics; perseverance, self-confidence
· interpersonal characteristics; enthusiastic, talkative, reflect the values of the group that they manage
· coping behaviours; ability to cope, have their own coping strategies to buffer the hardships of life
Background and biographical factors in entrepreneurial behaviours
Age as a determinant of entrepreneurial behaviour
· 25 to 40 most likely age when entrepreneur make decision to go into and succeed in business
· at that age the entrepreneur has gained sufficient experience, competence and self-confidence, but not yet reached position of prestige and responsibility in organisation
· changing nature of world of work and ever-increasing demand for newer and better products, and decreasing number of formal jobs available, may force young individuals and groups to follow route of entrepreneurship
Education as a determinant of entrepreneurial behaviour
· level of education of entrepreneurs found to be significantly lower than that of managers
· thus, education does not play a significant role in the making of an entrepreneur or in contributing to his/her success
· yet, other studies have concluded that entrepreneurs have higher educational qualifications
· more realistic view is that entrepreneurship has an important intellectual component, not necessarily related to only higher or lower of formal qualifications, and that entrepreneurs are evident at all levels of society and types of jobs and businesses
Support as a determinant of entrepreneurial behaviour
· family support affords the entrepreneur greater access to capital and support in decision making through a network of family connections
· also a possible practice area because skills of networking is deemed an important asset to the entrepreneur
Previous or current employment situation in entrepreneurship
· type of work experience will provide the entrepreneur with valuable expertise in business knowledge and skills
· knowledge of possible partners and business competition, and of possible opportunities and customer requirements for products and services
· organisations with culture of achievement and innovation will encourage entrepreneurship in its own employees
Strategies to enhance entrepreneurial behaviour
· a new psychological contract that addresses self-sufficiency, self-responsibility and mutual viability instead of the old psychological contract which stipulated that employees had to perform their job in a way that the supervisor prescribed
· three phases in implementing a new psychological contract is identified:
· cognitive intelligence focuses on participation in a long-term relationship with the organisation, with a view to mutual gain; team orientation and interdependence are crucial
· relationship intelligence focuses on maturity and trust in employee's self-management, interpersonal and technical skills
· value intelligence is indicated by saying what you do and doing what you say
· Furnham mentions that achievement motivation, as a determinant of leadership and entrepreneurial behaviour, can be fostered in adults by means of training courses with the following as goals; teach participants how to think, talk and act like people who perform well
· organisational philosophy, vision, mission, values, strategies, climate factors, methods, and the walk and talk should grow into a culture of innovation that is recognised by each individual, work groups, competitors and community, and becomes part of the organisation's image
· create opportunities for creativeness and innovation; in a positive work climate where employees work optimally, have autonomy and are rewarded for high achievement and special contributions without strict managerial controls, creative ideas and innovative work have a chance to start and grow
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