CHAPTER 20

30 MCQ answers

1) Answer: (b). Organizational psychology is a rich and increasingly important sub-discipline. Almost all studies in this area are conducted in the organizations themselves, from three perspectives:

1. individual – selection, socialization, training, leadership, job satisfaction and organizational commitment, and the causes and consequences of stress;

2. group – workgroup effectiveness and decision-making; and

3. organizational – design and culture of the organization, the exercise of power and the experience of women at work.

2) Answer: (c). The typical process for designing a selection system begins with a job analysis to identify the essential requirements. This information is used to create a job description, which forms the basis of a person specification. This specification translates the demands of the job into human terms and lists criteria that an applicant must satisfy if they are to perform the job successfully (Arnold, Robertson & Cooper, 1991). Selection methods determine whether the applicant’s skills, knowledge and abilities meet these criteria. For example, if the person specification states that good verbal reasoning skills are required, a psychological test of verbal reasoning may well be used in the selection procedure.

3) Answers: (a), (b), and (c). Common selection procedures (from Arnold, Robertson & Cooper 1991) include:

· Interviews – often involving more than one interviewer. At a panel interview, the applicant will be questioned by several interviewers. The most important features of a job interview are the extent to which a pre-planned structure is followed, and the proportion of questions that are directly related to the job.

· Psychometric tests – including tests of cognitive ability (e.g. general intelligence, verbal ability, numerical ability) and self-report measures which are designed to evaluate personality.

· References – usually obtained from current or previous employers, often in the final stages of the selection process. The information requested may be specific or general and open-minded.

· Biodata – biographical information about the candidate’s life history. Some biodata inventories contain several questions, including objective questions (such as professional qualifications held) and more subjective ones (such as preferences for different job features).

· Work-sample tests – using samples of the job (e.g. the contents of an in-tray for an executive position, or specific kinds of typing for a secretarial post). The applicant is given instructions and a specific amount of time to complete the tasks.

· Handwriting analysis – making inferences about the candidate’s characteristics by examining specific features of his/her handwriting, such as slant and letter shapes. 

· Assessment centres – a combination of some of the above techniques. Candidates are usually processed in groups, and some of the techniques require them to interact (e.g. simulated group decision-making exercises).

4) Answer: (b). Although the usefulness of psychometric tests in selection has been hotly debated by psychologists, their validity has been found to be relatively good (Robertson & Kinder, 1993). The drawback from the perspective of employers is that training is required for those who wish to administer and interpret these tests. Even though the financial costs of ineffective selection are potentially large, organizations still rely on techniques such as personal references, graphology (handwriting analysis) and even astrology. These techniques are demonstrably and largely invalid as selection devices (Rafaeli & Klimoski, 1983).

5) Answer: (c). Selection methods need to have good criterion validity. This is the relationship between scores on the selection method and scores on the ultimate performance measures, such as number of sales made, commission earned or other types of outcomes required by the organization (Landy & Farr, 1980). Psychological tests show good criterion validity. For example, one of the best predictors of job performance (for all but very simple jobs) is general intelligence (Hunter & Hunter, 1984). And yet the most frequently used selection method for many jobs is the unstructured interview, which has poor criterion validity. Here, interviewers ask a wide variety of questions, but without planning what questions will elicit the information that best predicts job performance. Structured interviews are much better selection methods, but they are rarely used.

6) Answer: (a). In the unstructured interview, interviewers ask a wide variety of questions, but without planning what questions will elicit the information that best predicts job performance. Structured interviews involve two or more interviewers asking standard job-related questions of all candidates and are much better selection methods, but they are rarely used (Huffcutt & Arthur, 1994; Wiesner & Cronshaw, 1988). These interviewers are likely to ask targeted questions, such as: ‘Have you ever been in a situation at work where a customer was very angry about a service you had provided? Describe the situation and how you handled it.’ Targeted questions will usually elicit clearer information about the likely future performance of a job candidate, because one thing we know for sure is that one of the best predictors of future behaviour is past behaviour. Personality tests (used for assessing traits such as conscientiousness, confidence and sociability) are increasingly popular tools in employee selection. Tests that assess specific personality traits relevant to a particular job are reasonably valid predictors of job performance (Hogan & Roberts, 1996), whereas general-purpose personality tests have lower validity (Salgado, 1997).

7) Answers: (a), (b), and (d). Socialization has all or some of the following stages (Wanous, 1992):

· confronting and accepting organizational reality – Wanous (1978) suggested that organizations can make this ‘reality shock’ stage smoother by providing applicants with a realistic job preview describing negative as well as positive aspects of the job;

· achieving role clarity by discovering what is expected in terms of job requirements and performance;

· becoming situated within the organizational context – settling in and getting used to how things are done; and

· detecting signposts of successful socialization – e.g. feeling accepted by colleagues, confidence in completing the job successfully, understanding the formal and informal aspects of the job, and knowing the criteria used to assess job performance.

8) Answers: (a), (c), and (d). The process of ‘learning the ropes’ in an organization has at least three elements (Van Maanen & Schein, 1979, pp. 226–7):

· acquiring the knowledge required for both job performance and general functioning in the organization (e.g. how to make a grievance, what quality standards need to be met);

· acquiring a strategic base, i.e. a set of decision rules for solving problems and making decisions (e.g. building good relationships with colleagues in your and other departments, knowing whether it is acceptable to question a senior manager’s decision); and

· learning the organization’s purpose, which may be different from what is publicly stated (e.g. employee welfare may, in practice, be rated much lower than maximizing profits).

9) Answer: (a). There is evidence that, over the longer term, an individual’s personality, values and cognitive functioning are changed by their job. Kohn and Schooler (1983) found that jobs high in complexity can enhance intellectual functioning. Von Rosenstiel (1989) showed that people who started without a strong career orientation and who were supportive of environmental protection become less ‘green’ and more career-orientated when they took a company job. Mortimer, Lorence and Kumka (1986) found that people tend to value more, over time, things like money or challenge that are characteristic of their particular type of work, and to devalue things that are not, such as unconventional dress or antipathy to rules (although they may start their career valuing these latter characteristics more). Not surprisingly, a problem with strong socialization tactics is that they tend to create conformists with little inclination to innovate. Van Maanen and Schein (1979) proposed six dimensions to socialization tactics, arguing that the more a newcomer’s experiences are like the first half of each pair given in their listing (e.g. collective, formal, sequential, etc.), the more likely the recruit is to conform; individual perspectives and attitudes will be stripped away and replaced by standardized behaviours. Socialization into the army relies on strong socialization tactics. New recruits are trained together, segregated from experienced soldiers, and socialization tends to suppress individual aspects of the self (which are then replaced by conformity to army norms).

10) Answers: (c) and (d). Van Maanen and Schein’s (1979) six dimensions to socialization tactics are:

· collective vs. individual – the degree to which the organization processes recruits in batches (where everyone has the same learning experiences) or individually;

· formal vs. informal – the degree to which the process is formalized (as in set training programmes), or is handled informally (such as via individual supervision by the immediate supervisor, and through learning on the job).

· divestiture vs. investiture – the degree to which the process destroys aspects of the self and replaces them (as in an army training camp), or enhances aspects of the self (as in some forms of professional development);

· serial vs. disjunctive – the degree to which role models are provided (as in apprenticeship or mentoring programmes), or are deliberately withheld (as in sink-or-swim initiations, in which the recruit is expected to figure out her own solutions and is not told what to do);

· sequential vs. random – the degree to which the process consists of guiding the recruit through a series of discrete steps and roles, as opposed to being open-ended (where training is based on the needs of the individual, and there is no set sequence in his/her progression); and

· fixed vs. variable – the degree to which stages of the training process have fixed timetables or are open-ended (such as in some promotional systems, where the employee is not advanced to the next stage until she is deemed ready).

11) Answer: (a). Three factors influence the transfer of training:

· the similarity of training to work tasks – the more similar the better;

· the employee’s motivation to use newly learned skills or knowledge on the job; and

· organizational support for the transfer of training, such as supervisory support for the implementation of new ideas.

12) Answer: (d). Organizations must undertake a training needs assessment in order to identify who needs to develop more knowledge and skills to successfully complete their present and future tasks. This is usually done through observation, interview, group discussion and work samples. Training methods include on-the-job training (coaching), lectures, simulations (e.g. cockpit simulation), case studies and programmed instruction (via computers). Ideally, training should be evaluated to determine whether it is achieving its desired ends. This can range from whether the individual enjoyed the training and applies it, to whether it affects job performance, customer satisfaction or even organizational productivity and profitability. Does training work in practice? Research shows that training improves individual and organizational performance in a variety of ways, including increased organizational productivity, better product quality and improved customer service.

13) Answers: (a), (c), and (d). In a review of training research, Tharenou and Burke (2002) report that training is related to:

· the acquisition and retention of essential employees;

· employee satisfaction;

· employee turnover rate (i.e. the percentage of employees quitting their jobs each year);

· work productivity (e.g. sales per employee);

· product quality; and

· customer ratings of service and product quality.

14) Answer: (a). Howell and House (1995) caution against the charismatic type of leadership style because, they argue, it can also have negative consequences. Think of charismatic historical figures who have initiated destruction in their societies (e.g. Adolf Hitler); or particular characters such as the People’s Temple cult leader, Reverend Jim Jones, who persuaded his followers to feed a poison-laced drink to their children and then drink it themselves. Nearly 1,000 people died in this incident (Osherow, 1981). Howell and House distinguish between socialized and personalized charismatic leadership.

15) Answer: (b). According to Howell and House (1995), ‘socialized leaders’ emphasize egalitarianism, serving collective interests rather than self-interest, and developing and empowering others. They are altruistic, self-controlled, follower-oriented (rather than narcissistic), and work through legitimate authority and established systems. ‘Personalized leaders’ are more self-interested and manipulative and can engender pathological relationships with their followers, leading to unhappy work outcomes such as poor performance, conflict-ridden relationships and poor individual well-being.

16) Answer: (c). Selection, socialization and training are all ways in which the organization acts upon the individual at work. But how might individuals react to these processes and to the experience of work in general? Job satisfaction is a judgement we make about how favourable our work environment is (Motowildo, 1996). Job satisfaction can be reflected in our thoughts and feelings. It is the most researched construct in organizational psychology and the subject of literally thousands of studies. There are two main approaches to assessing job satisfaction. The first main approach to assessing job satisfaction sees it as a single, global affective experience. So people are asked to give an overall assessment: ‘In general, how satisfied are you with your job?’ The second, and more widely adopted, approach is to view job satisfaction as a cluster of attitudes towards different aspects of the job, such as pay, supervisory support, autonomy, variety, working conditions and promotion prospects. A mean score is calculated to represent a composite measure of job satisfaction.

17) Answer: (c). Many studies (e.g. Fried & Ferris, 1987) have found significant relationships between job characteristics and job satisfaction. There is strong evidence that simple and monotonous jobs (e.g. repeatedly undertaking a simple task on a factory production line) are associated with job dissatisfaction (Melamed et al., 1995). On the other hand, some people do not respond favourably to more challenging and complex jobs (Spector, 1997), so personality factors may well also be relevant here. Other environmental factors that show significant relationships with job satisfaction include supportive supervisors and co-workers (Arvey, Carter & Buerkley, 1991) and equitable rewards (Sweeney & McFarlin, 1997). In the case of rewards, it is the extent to which employees view these as distributed fairly that affects satisfaction, rather than actual pay levels. Job satisfaction has also been found to be related to IQ, mental health and personality variables (e.g. O’Brien, 1983; Staw, Bell & Clausen, 1986). It has even been argued that there is a genetic component to job satisfaction. 

18) Answers: (b) and (d). There are numerous stressors in the work environment that can result in distinctive physiological, psychological and behavioural responses.

· Physical stressors can lead to both physical and mental health problems. They might include the noise in a heavy construction manufacturing site or at an aluminium smelting plant, or the dirty and hot physical environment of a coal mine or steel plant. Dangers in the work environment also cause stress – think of the jobs of police officers or nurses in accident and emergency departments of hospitals; both of these sets of workers are often subject to violent attacks.

· Work load can be quantitative (too much work to do) and qualitative, where work is too difficult for the individual (French & Caplan, 1972). Work underload can also act as a stressor (Cox, 1980) – again this can be quantitative (not enough work to do) and/or qualitative (repetitive, routine, under-stimulating).
· The person’s role in the organization can also lead to pressures in the form of role conflict and ambiguity (Kahn et al., 1964). Role conflict occurs when we have to deal with conflicting job demands. It is not unusual for an individual to be caught between two groups of people expecting different behaviours. This might occur when a non-management employee is promoted to a supervisory role and then has to balance the expectations of previous colleagues with the new demands of management. Role ambiguity occurs when we are unsure about our work requirements, responsibilities and co-workers’ expectations.

· Stress can also arise from career development issues, such as fear of redundancy, failure to achieve promotion, or promotion into a role we are not prepared for.

· Social stressors include poor relationships with supervisors, peers and subordinates (characterized by, for example, low trust and supportiveness).
· Finally, many studies have shown that the timing of work (such as long hours or shift work) affects stress levels.

19) Answer: (d). Stress management programmes have multiplied since the 1970s (Payne, 1995). Many of these programmes help participants to perceive a situation as challenging rather than stressful. They teach coping strategies and advise on diet, exercise, alcohol and substance abuse. Some programmes use techniques such as self-help groups, relaxation and meditation. Unfortunately, systematic evaluations of stress management programmes have shown them to be of limited effectiveness (Briner & Reynolds, 1999). Employers will sometimes try to reduce stress through changes in the workplace, such as job redesign (techniques to increase the variety, autonomy and completeness of a job).

20) Answers: (a) and (c). In the 1920s and 1930s, several studies were carried out at Western Electric’s Hawthorne Works in Chicago, USA, to examine the effects of illumination levels on workers’ performance in assembling and inspecting relays used in telephone equipment. The researchers varied the level of illumination and studied the effects on workers’ performance. The results showed that any variation in the level of illumination (down to a level almost the equivalent of moonlight) led to improvements in performance. This effect was explained in terms of the workers’ appreciation of the attention and interest shown in their work by researchers and managers, which manifested itself in better work performance. This effect has come to be known as the Hawthorne effect, and field studies that test methods of intervention in organizations have to demonstrate that positive results are not simply due to this effect (this is somewhat analogous to the ‘placebo effect’). Further studies in the Hawthorne Works examined the effects of several other factors (such as number and length of rest periods, and hours of work) on the performance of a small group of female workers. The results suggest that the characteristics of the social setting or group are at least as important as the technical aspects of the work in explaining performance (Roethlisberger & Dixon, 1939).
21) Answers: (a) and (c). Sundstrom, De Meuse and Futrell’s (1990) four main types of formal work teams are:

· advice/involvement teams – e.g. committees, review panels, boards, quality circles, employee involvement groups, advisory councils;

· production/service groups – e.g. assembly teams, manufacturing crews;

· project/development groups – e.g. research groups, planning teams, specialist functional teams, development teams, task forces; and

· action/negotiation groups – e.g. entertainment groups, expeditions, negotiating teams, surgery teams, cockpit crews.

(Divestiture/investiture and formal/informal are two of Maanen and Schein’s (1979) six dimensions to socialization tactics.)

22) Answer: (a). A good deal of effort is now directed toward understanding the factors that promote group effectiveness and this has led to the development of models for understanding teams. A typical model combines inputs, processes and outputs. Inputs include (for example) organizational context and group composition; processes include decision-making leadership. Outputs refer to group performance and team member well-being.
23) Answer: (a). A principal assumption behind formal workgroups is that a group will make better decisions than members working alone. And yet a good deal of research shows that social processes can undermine the effectiveness of group decision-making. While group decisions are better than the average of the decisions made individually by group members, experimental groups consistently fall short of the quality of decisions made by the best individual member. The implications of this for board and top management teams are serious. Organizational and social psychologists have therefore devoted considerable effort to identifying the processes that lead to poor group decision-making. There is evidence for a catalogue of deficiencies, indicating that group decision-making within organizations is more complex than is commonly appreciated or understood.

24) Answers: all of the above. Possible factors governing poor decision-making are:

· Personality factors – e.g. shy members not volunteering their opinions;
· Social conformity effects – group members withholding opinions and information contrary to the majority view;
· Communication skills – some members may be unable to present their views and knowledge successfully;
· Domination – by particular individuals;
· Egocentricity – people with this trait tend to be unwilling to consider opinions and knowledge contrary to their own;
· Status and hierarchy effects – can cause some members’ contributions to be valued and attended to disproportionately;
· Group polarization – tendency of workgroups to make decisions that are more extreme than the average of individual members’ decisions;
· Groupthink – when a tightly knit group makes a poor decision because it is more concerned with achieving agreement than with the quality of its decision-making;

· Satisficing – or making minimally acceptable decisions;

· Social loafing – tendency of individuals to put less effort into achieving quality decisions in meetings than they do when individual contributions can be identified and evaluated;

· Diffusion of responsibility – can inhibit individuals from taking responsibility for their actions when they are in a group;
· Production-blocking – when individuals are inhibited from both thinking of new ideas and offering them aloud to the group by the competing verbalizations of others;
· The hidden profile – the unconscious tendency of team members to focus on information all or most team members already share and ignoring information that only one or two team members have.
25) Answer: (b). Research on groupthink has revealed that the phenomenon is most likely to occur in groups where a supervisor is particularly dominant, and cohesiveness per se is not the crucial factor. Supervisors can therefore be trained to be facilitative, seeking the contributions of individual members before offering their own perceptions (see West, 1996). Rogelberg, Barnes-Farrell and Lowe (1992) have offered a structured solution called the ‘stepladder technique’. Each group member has thinking time before proposing any decisions, and then pairs of group members present their ideas to each other and discuss their respective opinions before making any decisions. The next step involves pairs of pairs presenting their views to each other. The process continues, with each sub-group’s presentation being followed by time for the group as a whole to discuss the problem and ideas proposed. A final decision is put off until the entire group has presented. Initial evidence suggests that the quality of group decisions made using procedures like this is at least as good as that of decisions made by their best individual members. Teams can avoid the hidden profile problem by ensuring that members have clearly defined roles so that each is seen as a source of potentially unique and important information.
26) Answer: (c). The choice of structures and associated managerial processes that enable an organization to operate effectively are described as organizational design. These structures and processes will largely determine how we experience an organization (Pugh, 1998a, b, c). An army is large, highly structured, very formalized and hierarchical; a small firm of consultants, on the other hand, which offers advice to companies on how to select people for job openings, may have an entirely different form. There are five interrelated concepts within the overarching theme of organizational design:

1. organization;
2. how they design themselves;
3. structure;
4. effectiveness; and
5. choice.
Until the 1980s, the general trend was for organizations to grow, but now reductions in size are more common. This is partly because the spread of information technology, the development of networked computers and the evolution of the personal computer have all enabled networks of smaller organizations to collaborate. Organizations are also creating flatter, team-based and less centralized structures with fewer levels of management. And there is a trend towards outsourcing (or contracting out) certain core organizational services.
27) Answer: (c). The five interrelated concepts within the overarching theme of organizational design are:

1. Organization – The concept of organization can refer to a range of types, e.g. businesses, hospitals etc.

1. Design – Design as a concept implies a deliberate effort to find an appropriate and effective organizational form (Daft, 1992).

2. Structure – An organization’s structure consists in its rules and regulations (degree of formalization) and the organizational elements that determine procedures for making decisions (degree of centralization).

3. Effectiveness – Organizations are designed to be effective, but defining ‘effectiveness’ is not easy (Cameron, 1986). One model for analysing effectiveness is based on two core but complementary dimensions – (i) internal vs. external orientation and (ii) flexibility vs. control.

4. Choice – Structures and processes do not simply evolve; they are a consequence of managerial choices, external factors and stakeholder pressures.
28) Answer: (c). Quinn and Rohrbaugh’s (1983) model suggests the following four domains:

· human relations (internal flexibility);

· goals (external control);

· internal processes (internal control);

· innovation (external flexibility).

29) Answer: (c). Martin’s (1992) three approaches to understanding culture are:

1. The integration perspective – Those who adopt this view believe that a ‘strong culture’ will lead to more effective organizational performance. A strong culture is consistent throughout the organization, and there is organization-wide consensus and clarity. Senior management set the values and develop a mission statement. When this is effectively communicated and implemented via managerial practices, organization-wide consensus is shaped. So employees know what they are supposed to do and agree on the value of doing it.

2. The differentiation perspective – This view recognizes that employees or members have differing interests, task responsibilities, backgrounds, experiences and expertise, which means that work attitudes and values, as well as pay and working conditions, will vary throughout the organization. Add the differing social identities due to gender, class and ethnic background, and, according to this perspective, the concept of a unifying culture seems inappropriate. Instead, it is proposed that within the organization there are overlapping and nested sub-cultures, which co-exist in relationships of harmony, conflict or indifference. This is something of a ‘pluralist’ view, contrasting with the notion that organizations can (with appropriate management) be one ‘happy family’ with everyone in the organization believing in the same ideals as the strong leader. This latter perspective is the ‘unitarist’ view (Burrell & Morgan, 1979).
3. The fragmentation perspective – Ambiguity is a defining feature of many organizations. According to the fragmentation perspective, this ambiguity occurs because there simply is no consensus about meanings, attitudes and values of the organization.
30) Answer: (d). Some possible causes of redundancy are:
· Downsizing – the cutting of jobs that seem to add cost but little value.

· Skills obsolescence – e.g. when email networks reduce the need for an internal post system and the traditional mail coordinator is no longer required.

· Outsourcing – i.e. farming out parts of operations that other companies can do less expensively.

· Some employees volunteer for redundancy, and are happy to leave the organization with some financial package as compensation.
