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ABSTRACT
A Preliminary Study of a Job Analytic Inventory
Derived From A Behavioral Consistency Method

For Assessing Intrinsic Motivation

William J. Banis
Old Dominion University 1993
Director: Wolfgang Pindur, Ph.D.

The research question for this study asked if the Job Specifications Inventory (JSI)
had acceptable internal reliability and an ability to differentiate among occupational
groups. The JSI was designed to have subject matter experts rate the importance of skill,
content, context, relationship and work focus requirements of jobs or occupations. The
JSI used a taxonomy of 268 behavioral elements derived from the content analyses of
satisfying achievements reported by a large, diverse clientele. A clinical-type behavioral
consistency method was used to extract performance dimensions from clients’
achievements to build the taxonomy. The achievement-based taxonomy was seen as
potentially enhancing productivity for employers and job satisfaction for employees.

The JSI was intended to be used in conjunction with behavioral consistency
methods to address individual and organizational problems associated with person-job fit.
The relationship between persons and jobs was viewed as having important consequences

for individuals, organizations and society. Person-job fit has been linked to employment

v
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outcomes associated with productivity, job satisfaction, and work-related stress. A
content validity strategy guided JSI development to support fairness and to avoid adverse
impact in employment decisions.

The JSI was administered to 614 subject matter experts in seven occupational
groups--certified public accountants, civil engineers, elementary teachers, insurance sales
agents, musicians, personnel managers, and secretaries. Internal reliability estimates
ranged from .96 to .98 across occupational groups and from .72 to .96 for JSI parts by
occupation. Ward’s cluster analysis method suggested a seven-cluster solution against
the seven occupational groups used as external classification criteria, but occupational
overlap did occur within clusters. The 268 JSI variables were reduced to 38 scales and
examined by factor analysis for structural properties. Seven factors were identified with
loadings above .40 and used in further evaluation. Analysis of variance found significant
differences in scores among occupational groups, clusters and JSI parts. Muitiple
comparison tests showed significant interaction effects among occupations and clusters
by JSI parts and by JSI factors.

Results suggested that the JSI displayed acceptable internal reliability and showed
discriminating ability to differentiate occupational groups. The statistically significant
differences in ratings among groups and clusters were attributable to the structural
properties of the inventory and provided evidence for construct validity.

The JSI could have utility for managers in behavioral description interviewing to
enhance selection and placement decisions. Additionally, individuals could use the JSI

to analyze job specifications for strengthening career decisions. Future use could involve
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the definition of important worker specifications in occupations to enhance mobility for

workers and transportability of skills for employers.
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CHAPTER ONE

INTRODUCTION

This study developed and tested a new job analysis instrument called the Job
Specifications Inventory. It was derived from a clinical-type behavioral consistency
method used to assess motivated behavior. The inventory was designed to identify
worker specifications rated important for effective performance in specific jobs and
occupations. Additionally, the Job Specifications Inventory was developed to serve as
a parallel procedure to the behavioral consistency method for measuring person-job fit
within an interactionist framework.

Person-job fit has been a major employment problem for individuals and
organizations. It refers to the degree of congruence between an individual’s attributes,
such as knowledge, skills, abilities, motives and other factors, and a job’s characteristics,
such as knowledge and skill requirements or situational variables that affect
performance.’ An interactionist perspective addresses the problem of person-job fit by
viewing work performance as a function of both individual differences and job
characteristics.? The behavioral consistency method assesses individual differences within
parameters thought to represent intrinsic motivation, while the Job Specifications
Inventory was designed to define job characteristics in commensurate terms. If person-

job fit could be defined and measured from an intrinsic motivation perspective,
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employment outcomes such as productivity and quality of work life could be enhanced.
As a first step toward the long-term goal of measuring and improving person-job fit, this
study evaluated the reliability and accuracy of the Job Specifications Inventory in
describing job characteristics and in differentiating occupations.

This study emerged from a broad context of public policy, organizational and
individual issues related to employment. The central public policy issue has been the
ongoing conflict between economic efficiency and social equity. Until passage of the
Civil Rights Act of 1964, ability tests were used widely to screen and select applicants
for jobs in both the public and private sectors. Ability tests have job-related criterion
validity and have been used to predict differential abilities of applicants in performing
jobs. Job performance affects organizational productivity, efficiency, costs and
competitiveness. Unfortunately, general ability testing has had adverse impact on some
minority groups, resulting in claims of unfair employment discrimination.’
Consequently, ability testing declined among employers because of the expense of
validating tests as predictors of job-related performance and because of concerns about
adverse impact and the legality of selection procedures. Recently, psychologists have
speculated that the decline in wide-spread ability testing during the past twenty five years
has contributed to lowering organizational and national productivity.* In response, the
federal government has urged employers to devise alternative selection procedures that
are valid but protect minorities from adverse impact.” However, despite advances in
validity research and pressures to improve productivity, the public policy debate on

ability testing has continued with no clear resolution in sight.® Within this context, the
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development of the Job Specifications Inventory has sought to reflect the importance of
effective performance, fairness and legal requirements.

Employment problems have become more complex because of the changing job
and labor markets. The job market has changed from a production to a
service/information economy, and its increasingly complex jobs require higher levels of
education and technical competence. Highly educated workers expect fulfilling careers
and high quality work lives, and typically place more demands on employers for
meaningful work. The number of entry-level workers with requisite qualifications is
growing slower than anticipated long-term demands. Employers could have difficulty
in recruiting and retaining qualified workers in coming years.

Further, the labor force has become increasingly divided along minority and skill
lines, especially in urban areas, because of shifts in populations and jobs. Four million
new immigrants could join the labor force by the year 2000, with most settling in urban
areas.” A high percentage of immigrants lack the skills required for jobs in the new
economy. For example, 57 percent of the immigrants settling in Los Angeles from the
late 1970s to the late 1980s had less than a grade school education.® Afro-American men
and Hispanics represent an increasing share of new entrants to the labor market, but the
jobs they have held traditionally are declining.® Jobs in the least skilled classes are
disappearing while high-skill occupations are growing.'

Employers have been caught in the middle of these demographic changes, legal
requirements and competitive pressures. They have had to recruit, select and retain

workers from an increasingly diverse, minority and shifting labor force that has skill and
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educational deficiencies. Employers have tried to remain competitive through increased
productivity by hiring skilled and educated workers, while simultaneously insuring that
their employment practices do not discriminate unfairly against protected groups.
Fortunately, alternatives to ability testing for making employment decisions have
emerged in the past decade. The methods examine the performance capabilities of
workers and show promise for enhancing person-job fit. These methods were derived
from the behavioral consistency principle which assumes that the best predictor of future
performance is past performance. This principle is well established in the psychological
literature and has guided the seminal work done by the U.S. Department of Labor on the
behavioral consistency method of examining professional level job applicants.!! The
development of behavioral consistency methods has been timely because of the inter-
related public policy, economic and social issues that have made person-job fit problems

increasingly important. These issues are discussed below.

An Overview of the Problem

Problems of person-job (P-J) fit have been central issues in both vocational
psychology and industrial psychology since the early twentieth century. Vocational
psychologists have studied problems of career choice, work adjustment, and job
satisfaction at the level of the individual," while industrial psychologists have focused
on organizational issues such as employee selection, placement, and work performance.*
Poor P-J fit has been linked to work dissatisfaction and stress-related mental and physical

health problems for individuals.' It has also been associated with organizational problems

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



of productivity, absenteeism, turnover, health costs, lower quality decisions, and missed
opportunities.” These problems have received considerable attention in recent years as
public and private organizations have struggled to become more efficient and effective.

Technical, professional and managerial workers have been viewed as key
resources for organizational survival and success in the information age;'® however,
organizations could have difficulty in recruiting such careerists because of projected labor
shortages in the mid-to-late 1990s. Further, employers could find it difficult to retain
these workers after they are hired because of their high expectations for job satisfaction
and meaningful work."” When such dynamics are coupled with the legal requirements
for valid and nondiscriminatory hiring practices, P-J fit and selection issues take on new
importance for human resource management.

To address the problem of P-J fit, this study developed and tested a job analysis
inventory based on a taxonomy derived from a clinical-type behavioral consistency
method. The taxonomy was extracted from achievements reported by a large, diverse
clientele as reflecting effective and satisfying performance. Because they were satisfying
to the individual, the achievements were thought to tap intrinsically motivated behavior.
Accordingly, this study attempted to contribute to research on intrinsic motivation by
extending the use of the assessment method into job analysis.

The upcoming section examines the broad issues associated with P-J fit and
outlines the importance of these issues for individuals, organizations and the nation.
Additionally, P-J fit is placed in a larger social and economic context and is linked with

several trends having impact on work and workers.
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Public Policy Issues and Trends

In the 1970s, the controversial government report, Work in America, brought
attention to quality of work life issues and low productivity. The report linked work-
related problems to declines in physical and mental health, family stability, community
participation, and balanced sociopolitical attitudes, as well as to increases in aggression,
delinquency and substance abuse. Urban areas were particularly affected by these social
issues as production industries declined and better paying jobs were lost. Further, the
institution of work itself was cited as the number one health problem in the nation.
However, the study also claimed that work satisfaction was the best predictor of
longevity. The report emphasized that the quality of work life associated with P-J fit
enhanced or diminished the quality of life for individuals and society, and contributed to
organizational productivity and effectiveness.” A major problem was defining and
measuring such fit.

Matteson and Ivancevich identified poor fit between a person and the work
environment as a critical factor in work stress levels. In particular, job design, role
conflict, role ambiguity, work overload and lack of performance feedback caused work
stress. Dysfunctional work stress contributed to 1) increases in accidents, absenteeism,
turnover, physical and psychological ailments, and health care costs, and 2) decreases in
the quantity and quality of production, quality of decision making, creativity, and
interpersonal competence. According to Matteson and Ivancevich, the National Science
Foundation estimated that work-related stress costs society over $100 billion annually and

its costs are increasing.”
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From an employer’s perspective, the consequences of work-related problems
have been costly. Low morale, absenteeism, negative emotions, interpersonal conflicts,
assistance programs, and diminished productivity have reduced efficiency and added
expenses. Ultimately, these costs are passed to tax payers and consumers through
increased prices, social costs and lost national productivity.

In recent years, international competition has challenged the United States with
its comparatively lower levels of productivity and quality goods. In response, human
resource issues have gained importance. National media have reported that workers’
skills and knowledge levels required for jobs in the information age are falling behind
demand.” Investment in human capital has not kept pace with our need for skilled labor.
Given workforce changes, the problem will likely worsen in the years ahead.

Workforce issues could be summarized as follows:

1. The growth of high technology centers, mainly near urban areas, will
require the recruitment of professional workers. Competition for educated talent among
employers will increase later this decade.

2. The increased diversification of workers will require revised human
resource management practices and an appreciation for individual differences.

3. The combination of more highly educated and more undereducated workers
will require employers to invest in human resource development and in accurate selection
and placement practices.

4. The decline of union membership and the rise of professional standards that

dictate performance will require less prescribed, rule-bound management with new
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emphases on negotiation of work assignments. Assigning tasks for appropriate fit and
effective performance will gain importance.

5. The increased use of technology will alter work design and organizational
structure.

6. The migration of jobs to services and smaller firms will represent a
fundamental restructuring of the economy. Small firms typically locate in or near urban
areas in order to have access to resources, labor and markets.

7. Pressure for high productivity due to international competition will affect
most organizations and their employees.”

In Workforce 2000, the Hudson Institute reported two key trends. First, the
workforce is becoming more female, older, and more disadvantaged, and is growing
more slowly. Second, new service jobs will require higher skill levels, resulting in
higher unemployment among the least skilled and higher employment among the more
educated. A postsecondary education will be required for most new jobs.

Improving productivity in service organizations and industries has been a major
problem compared to manufacturing. In recent decades, economic growth has been
sustained, in part, by the growing numbers of new entrants into the labor force and by
deficit spending. However, with fewer young people and fewer women entering the
labor force and with concern over the federal deficit, economic growth will be tied more
closely to increases in productivity. The shortage of skilled workers willing to work for
low wages, coupled with new technologies, may provide incentives for productivity

improvement in services. These challenges may also foster public policy changes to
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improve efficiency, e.g., deregulation and privatization of services.”? However,
development and effective management of human resources will be key factors in
productivity improvement since ". . .almost all economic value in market economies is

ultimately created by human labor."?

Worker Issues and Trends

Incongruence between the values of the new generation of young professionals
and traditional jobs and management practice has received considerable attention. The
new professionals have been described as not appreciating the interdependent nature of
organizations and as wanting interesting and satisfying jobs that provide opportunities to
use their skills. They perceive their job satisfaction and success as dependent upon the
nature of their work.* Additionally, the new professionals have a high degree of self-
confidence in their abilities to perform successfully and prefer that pay raises be based
on individual performance, not group performance.

The new professionals also have high expectations for career success and hard
work but an unwillingness to subordinate personal or family priorities. In short, they
expect both career success and a fulfilling personal life. LaMarre and Hopkins offered
this advice: "If management works with the college-educated employee, acknowledging
individual differences in work style and needs, personal life responsibilities and
objectives, and the need for meaningful work, this employee will repay the company
many times over through hard work and commitment, "%

A new work psychology has emerged among young professionals. In discussing
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the new work psychology, Cascio described one important factor as, "“. . .the insistence
that jobs become less depersonalized."? Being recognized as an individual was rated as
the most important aspect of work, while autonomy was identified as the single most
important determinant of job satisfaction across income levels.

Von Glinow described how psychological factors interact with organizational
performance. She argued that professional employees will play a crucial role in helping
the United States regain international competitiveness in high technology markets.
Employers obviously cannot afford to alienate these workers, but it has been happening.
First, the number of challenging jobs has not kept pace with the increasing education
level of the population. Many highly educated employees do not feel challenged in their
work. Second, employees threaten traditional management practices by demanding
greater participation in decisions that affect their jobs and careers. Employees now
expect greater psychological and social entitlements from organizational life because
financial rewards have lost ground due to slow economic growth, international
competition and cost containment practices.?’

Recent articles have described the psychological profile of young people between
18 t0 29 years old. Called "baby busters," "twentysomethings," or "Generation X," they
are the second largest group of young adults in U.S. history after the World War 11
"baby boom" generation.”® Focus group research has identified several characteristics
of Generation X college members.” First, they crave stimulation and variety. This
group wants short-term work assignments that demonstrate their skills. Second, they

want regular, personal contact with supervisors who show interest in them and offer

10
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constructive feedback on their performance. Third, Generation X members prefer
specific, concrete information that instructs them how to do something right immediately.
Ambiguity confounds them. Fourth, this group desires to learn leading-edge
technologies, techniques and systems that develop skills and expertise. Fifth, this group
seeks jobs that gain peer approval and eliminate boredom. Finally, Generation X
members want to keep their options open and to avoid commitments. As suggested, they
are different than preceding generations who now run most organizations.

Regardless of generational differences, professional employees bring special
challenges to the work place. As knowledge workers, they value occupational authority
over managerial authority. Their hopes, values, expectations, and fears shape
organizational cultures. They hold high expectations about organizational satisfactions
and rewards, but they place a higher stake in their own career development than in the
success of their organizations. These careerists are loyal to themselves and their
professions, not to their employers. Their attitudes have been reinforced in recent years
by organizational downsizing, mergers, acquisitions, and short-term profit strategies that
undermine job security.*

Management solutions are crucial to the survival and success of organizations,
yet, managers seem uncertain how to approach the new careerists. The United States
never has faced the problems of employee motivation that it now confronts.?! The new
careerists resist organizational controls, yet they want to control both the means and ends
of doing their jobs. Their autonomy expectations clash with management’s expectations

about the proper role of employees. These conflicting expectations, the dramatic changes
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in the workforce, and the discontinuities in the larger business environment make
effective human resource management of knowledge workers a crucial task for managers.
Von Glinow suggested that job design, which emphasizes the "work itself," is an
important motivator for professionals and may aid retention more than participation in
decision making.®

The policy and worker issues described above have not gone unnoticed. Two
broad responses have emerged. The first, human capital theory, created an economic
perspective on the strategic importance of human resources in the new economy. The
second, the quality of work life movement, reflected organizational responses to the

interaction of the worker with the job to improve productivity and job satisfaction.

Responses to Problems of Person-Job Fit

Human capital theory responded to the concerns of national productivity,
organizational effectiveness and management of people in the work place. The theory
represented a paradigm shift from viewing people as costs to viewing them as capital
resources that must be acquired, developed, deployed, and managed strategically.
Human capital theory claimed that ". . .educated, healthy, trained and spirited people are
the ultimate source of economic growth, {and} are the wellspring of productivity,"*
Unfortunately, managers historicaily have ignored the long term value of human
investment. However, the projected scarcity of skilled workers will require that manage-
ment thinking and practices adjust to changes in the broader business environment and

to the expectations and values of the new careerists. The human capital perspective
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advocates investment in workers as capital resources who must be developed and
managed like other capital resources. In particular, employee work motivation is seen
as a key economic resource that must be harnessed to productivity. Carnival argued the
following point:

. .the key difference in productivity among firms and nations
cannot be attributed to the quantity of resource inputs but to some measurable
qualitative human "factor x." Research shows that productivity differences
between workers in the same plants with the same pay and equipment can
vary by a factor of four, and differences between plants with identical
equipment, labor and pay can vary by 50%. According to available research,
the variation in "X" efficiency is rooted in motivational and cultural
differences.*

The quality of work life (QWL) movement addressed both employee fulfillment
and organizational effectiveness. During the 1960s, QWL reflected the civil rights and
social responsibility issues by focusing on ". . .the growing concern of a generally
affluent society for the health, safety and satisfaction of workers."* During the late
1970s, international competition focused attention on management practices abroad that
resulted in higher quality and lower cost goods. Consequently, QWL issues and their
effects on productivity gained new attention. This second phase of QWL embraced
employee satisfaction, productivity and environmental issues such as foreign competition.

Huse and Cummings defined quality of work life as a way of thinking about
people, work and organizations that considers both workers’ welfare and organizational
effectiveness. QWL interventions may include participation in decision-making, work
design, reward systems and work environment improvements. The assumption has been

that QWL interventions lead to higher organizational productivity and higher employee

work satisfaction.  These outcomes may be accomplished through improved
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communication and coordination in the work place, improved employee motivation and
performance, and improved capabilities of employees that affect performance. Within
the QWL context, more accurate P-J fit should enhance performance, motivation,

satisfaction and quality of work life.*

Perspectives on Person Job Fit

The central thesis of this study was that the quality of the relationships between
people and jobs has a major influence on productivity and work satisfaction. Several
researchers have supported this view.

Hackman and Oldham argued that management should support good P-J fit to
foster high organizational productivity and personal satisfaction; however, management
may be unable to improve productivity and satisfaction if fit is faulty. "For this reason,
we believe it is advantageous to address person-job relationships first, rather than later,
if improved productivity and quality of work life are among the goals of an organiza-
tion."¥’

Hackman and Oldham believed that the P-J relationship is critical in
understanding both organizational productivity and the quality of a person’s work
experiences and that improving P-J fit is important. They asked " . . . how organizations
can be designed, staffed, and managed so that employees are simultaneously utilized and
satisfied to the fullest extent possible, with neither the goals of the organization nor the
personal needs of the employee dominating the other. In other words, how can we

achieve a ’fit’ between persons and their jobs that fosters both high work productivity
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and a high quality organizational experience for the people who do the work?"*®

According to Brousseau, two dominant strategies have evolved for matching
people and jobs. First, the selection strategy identifies the most qualified individuals
from a pool of candidates based on assessment of characteristics thought to contribute to
effective performance. The characteristics are derived from job analysis and reflect the
role of aptitudes and abilities in P-J fit interaction. Second, the job design strategy tries
to design jobs to fit employees and focuses on the role of personal needs or motives as
determinants of person-job fit.* These strategies have been seen as conflicting. Job
design advocates criticized the selection strategy as maintaining the status quo because
the process of job analysis, testing, and candidate selection views the job as the given.
Consequently, poorly designed jobs are perpetuated since emphasis is placed on
identification of people to do the jobs. Furthermore, the potential for P-J misfit increases
since emphasis is on ability to perform the job, not on motivation to do the job. It is
easier to find minimally qualified candidates for jobs that would be undermotivating than
for jobs that provide optimal challenge. "Consequently, the tendency to view jobs as
fixed, combined with a tendency to select individuals who score highest on tests of
required skills and ability, often results in mismatches where individuals are overqualified
for, and undermotivated for, the jobs to which they are assigned."*°

Conversely, selection advocates argued that the job design strategy ignored the
role of individual differences in P-J fit. For example, if jobs were enriched to provide
more complexity and motivating potential, the capabilities of individuals could be

overextended. However, recent work by job design theorists" and by motivation
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researchers* emphasized interactionist models that viewed performance as a function of
both job characteristics and individual differences. These models have supported Lewin’s
early proposition that behavior is a function of both the person and the environment, or
B = f (P, E).* In referring to Lewin’s formula, Atkinson said that the key to
understanding performance is the "comma" or the interaction between a person and a
given environment. Accordingly, he recommended that research be conducted from an
interactionist perspective.*

Brousseau argued that the selection and job design approaches are complementary.
He thought that dysfunctional job-person matches could be reduced 1) if candidate
assessment included skills, abilities and motives, and 2) if the selection approach included
finding the right job for a particular person instead of focusing only on finding the right
person for a given job. Brousseau recommended that jobs be described in terms of the
personal qualities of people and people be described in terms of the types of jobs that
would provide an appropriate fit.** However, most methods of analyzing job charac-
teristics have not taken such an interactionist approach.

Others have supported the importance of person and situational determinants of
behavior and the value of taking an interactionist perspective. Joyce, Slocum and Von
Glinow* argued that both performance and satisfaction could be improved by creating
and maintaining fit between a worker’s personality and the performance environment.
The problem, however, has been the unclear nature and meaning of fit. Accordingly,
operationally defining interaction or fit has been difficult.

Harrison suggested that there are two kinds of P-J fit: 1) the extent to which a
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person’s skills and abilities match the demands and requirements of a job; and 2) the
extent to which the job environment meets the individual’s needs.*” Congruence between
these dimensions could be used to define the degree of P-J fit. Stress would be defined
by lack of fit. Further, Harrison recommended that P-J fit research should: a)
differentiate the dimensions used to measure fit; and b) measure fit at the level of the
individual, not the group.

Problems of enhancing P-J fit, especially in selection, have been particularly
complicated with high technology, professional and managerial employees. Their jobs
are less prescribed, use higher level skills, and afford more discretion in performance.
The personality of the incumbent often shapes the job significantly. Accordingly,
accurately analyzing and describing professional-level jobs has been difficult.
Additionally, assessing the personality characteristics of professional, technical and
managerial workers has posed special problems. As Hough reported, these workers
resist typical psychological inventories that use signs or predispositions of behavior to
estimate performance.”® Instead of using "signs" of performance, Hough found that
professional workers prefer to have their performance record evaluated and to have
employment decisions based on their accomplishments.

The behavioral consistency method has been developed and used by the
Department of Labor to assess work-related skills of professional employees.* The new
procedure taps different candidate characteristics than older methods and offers several
advantages: content validity; lower long term costs; higher interrater reliability; fairness

for minorities and women; and conceptual support from psychological research.>
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Traditional selection variables such as experience and education could continue to be used
with behavioral consistency methods. Additionally, they could be incorporated with
established personnel systems, making them a cost-effective option.

The behavioral consistency method was designed for examination of individuals,
not groups; therefore, it is suitable for use in small enterprises that historically have not
had the resources nor numbers of employees to justify development and validation of
selection procedures. This application is important since small enterprises comprise a
significant and growing segment of the economy and are the driving force in new job
creation.”! Additionally, unlike large organizations that can absorb marginal performers
due to a wider dispersion and redundancy of skills, small enterprises typically depend on
the effective performance of a few key individuals. Effective or ineffective performance

of key individuals is often the critical difference in organizational success and survival.

Summary of the Issues

The quality of P-J fit has been implicated in employment outcomes for
employers, individuals and society. P-J misfit has been linked to lower productivity,
higher work stress, higher health costs, and higher human resource management costs.
Good P-J fit contributes to higher productivity for the employer and higher work
satisfaction for the employee. Traditional management practices are viewed as
inappropriate for the new careerists who bring high expectations for satisfaction and
autonomy to the work place. A fundamental change from an industrial to a

service/information economy will require more highly educated workers, but their
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numbers may not keep pace with anticipated long-term demand. Future recruitment and
retention of such workers will be more difficult for employers because of the changing
demographics of the labor market. Given the new careerists’ expectations for a high
quality work life, employers should pay closer attention to P-J fit issues in the selection
process.

Legal considerations have compounded the problems further. Traditional ability
tests used in employee selection and placement have job-related validity but also have
adverse impact on some minority groups. Consequently, ability testing has declined,
leading to the suggestion that reduced selection accuracy has contributed to a decline in
national productivity. The federal government advised employers to develop alternative
and valid selection procedures that avoid adverse impact.

The U.S. Department of Labor devised a method for analyzing job requirements
and candidate qualifications based on behavioral dimensions. The behavioral consistency
method improved upon traditional approaches and has been acceptable to professional
workers. However, more research is needed to develop the method for wider
application.

This chapter framed the problem of P-J fit with a multidisciplinary perspective.
Next, Chapter Two provides a review of the literature on behavioral consistency
methods, person-job fit, the clinical assessment procedure, intrinsic motivation and job
analysis. Chapter Three presents a discussion of inventory development, testing
procedures, research questions, and statistical methods. Chapter Four reports the results

of this study according to statistical procedures and research questions. Chapter Five
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reviews the research, offers conclusions, identifies limitations, discusses implications for
theory and practice, and explores future research possibilities. Supporting material and
information are provided in four appendices. Appendix A contains a sample cover letter
and the Job Specifications Inventory. Organizations that participated in this study are
listed in Appendix B, while the occupational profiles generated by the inventory are

illustrated in Appendix C. Finally, supplemental statistical tables are organized in

Appendix D.
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CHAPTER TWO

REVIEW OF THE LITERATURE

The central thesis of this study was that the degree of fit or congruence between
persons and jobs has significant consequences for individuals, employing organizations,
and society. Several inter-related economic, demographic, legal, and psychological
issues have suggested that person-job fit has become increasingly important in human
resource management; however, defining and measuring person-job fit have been
problems. A method to characterize persons and jobs in commensurate or interchageable
terms has been needed. This study adapted a taxonomy derived from a behavioral
consistency method used in assessing motivated behavior to develop and test a
commensurate job analysis inventory for use in addressing the problem of person-job fit.

Behavioral consistency methods have been developed to improve the reliability
and validity of employment decisions. Behavioral consistency methods (BCMs) enhance
person-job (P-J) fit by matching the skill requirements of jobs with the demonstrated
skills of applicants. BCMs are especially appropriate for educated workers who prefer
to be evaluated on accomplishments rather than on psychological indicators. A limitation
with most BCMs, however, has been the narrow range of performance dimensions they
address. Situational and motivational factors have not been included. One clinical-type

BCM captures broad performance dimensions thought to represent intrinsic motivation
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and has potential for measuring P-J fit. This study developed and tested a job analysis
inventory based on this clinical-type BCM to identify important worker specifications
associated with effective performance.

This chapter explores the problem of P-J fit from several perspectives. First,
literature on the principle of behavioral consistency is reviewed. Second, BCMs are
placed in an interactionist perspective through a review of relevant P-J and person-
environment congruence literature. This perspective is important for evaluating the
strengths and limitations of BCMs and for identifying measurement issues. Third, the
clinical-type BCM used to assess individual behavioral is described. Next, the theory of
self-determination and intrinsic motivation is offered as a conceptual framework for the
BCM. Finally, job analysis literature is reviewed to guide development of the job

analysis inventory. Key points from each section are summarized.

Behavioral Consistency Methods

In a classic article, Wernimont and Campbell proposed that the concept of
behavioral consistency deserved considerably more attention in predicting job
performance and in validating tests.! They observed that tests based on the traditional
validity model used signs of predispositions of behavior instead of samples of
characteristic behavior. That is, psychological inventories typically have measured
constructs as traits thought to be predispositions of behavior, not samples of behavior.
They argued that meaningful samples of behavior are better predictors of performance

than are signs of predispositions.” They also suggested that predictor and criterion
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measures be as similar as possible to strengthen the relationship between the test situation
and the performance domain.

Wernimont and Campbell proposed a behavioral consistency model with three
elements. First, job analysis defined job performance dimensions from behavioral
incidents scaled for effective and ineffective performance. Second, applicant experience
and education were assessed to examine relevant behaviors, their intensity and their
similarity with the job in question. Third, if relevant behaviors were lacking, job related
work samples or simulations were developed to assess candidates. This option allowed
young, inexperienced applicants to compete with more experienced persons. In contrast,
the conventional selection model emphasized predictor and criterion measures of job
performance that resulted in "signs" of predispositions taking precedence over "samples"
of behavior.’

Wernimont and Campbell recommended that selection research should emphasize
individuals and intraindividual consistency of behavior.* Individual and situational
variables should be placed in subgroups for longitudinal research on performance
consistency. Wernimont and Campbell said that the behavior consistency model demands
specification of contextual or situational variables that influence performance. "It is
extremely important to have some knowledge of the stimulus conditions under which the
job behavior is emitted such that a more precise comparison to the predictor behavior
sample can be made. Because of present difficulties in specifying the stimulus conditions
in an organization, this may be the weakest link in the entire procedure."

Wernimont and Campbell held that BCMs had advantages over the traditional
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selection approach. First, faking and response biases were reduced because the focus
was on samples of behavior, not on self-reports of interests, beliefs or attitudes. Second,
test discrimination was reduced in two areas: a) lack of relevance in test items not being
job related; and b) unfairness of content that typically reflects middle class concepts and
information, thus discounting the true abilities of disadvantaged applicants. Third,
invasion of privacy was reduced since the link between candidate assessment and job
behavior was more direct and obvious.® Wernimont and Campbell believed that a focus
on the measurement of behavior gave a higher return on investment than the traditional
selection approach and aided the understanding of job performance.’

In 1979, Schmidt, Caplan, Bemis, Decuir, Dunn, and Antone at the U. S. Civil
Service Commission reported the first application of the behavioral consistency
principle.® They described a BCM for examining white collar occupations that improved
reliability over existing unassembled selection testing. Unassembled examining meant
that candidates did not have to be assembled in groups to be tested. Unfortunately, few
studies on unassembled examining existed then. The literature showed that reliability
was not a problem for mechanical or formula-oriented ratings of experience and
education used by public personnel systems. Interrater and intrarater reliabilities were
adequate. However, validity was a problem, in that, traditional measures of education
and experience did not correlate highly with job performance. These findings were tied
to the assumption that ". . .education and experience were the primary, if not the sole,
causes of the traits, abilities, and behaviors leading to superior job performance."’

Schmidt and his colleagues articulated a new set of assumptions and principles in
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developing the behavioral consistency approach to unassembled examining. Since the
work of Schmidt et al. was foundational for this study, it was reviewed in some length.

Schmidt et al. traced the validity problem with traditional ratings of education and
experience (E & E) to two assumptions. First, the amount and quality of education and
experience are indirect indicators of knowledge, skills, abilities and other characteristics
(KSAOs) and are correlated with KSAOs since they are causes of KSAOs. Second,
KSAOs are correlated with job performance.”® Quality refers to the quality of
opportunities E & E provide to develop KSAOs and not to the quality of the applicant’s
performance. For some, E & E may be only passive exposure, making traditional E &
E ratings credentialistic, not validity oriented.! Schmidt et al. noted that traditional E
& E rating methods have high reliability but low validity ratings.

The BCM developed by Schmidt et al. was based on the psychological principle
that “. . .the best predictor of future behaviors of a given kind is a measure of past
behaviors of a similar measure."? The principle assumed that an individual’s major
behavioral patterns are quite stable after a given chronological age and that the important
behavior of most people does not change significantly over time.

Past behaviors (not past exposures) are the best predictors of future
behaviors, and the more similar the past behaviors are to future behaviors, the
better they should be as predictors. To the extent that the principles of this
model are met, the reliability coefficient becomes a validity coefficient.
Operational validity becomes the consistency or stability of behavior over time.
The goal under this concept is to rank order applicants on the kinds of
achievement behaviors that are required for (and define) superior
performance on the job."

Schmidt et al. emphasized the rating of achievements over passive E & E

exposures, but also recognized that traditional E & E variables need not be ignored if
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they show evidence of achievement. Applicant achievements do not need to be
accomplished on a job or in an occupational setting if the achievements have job
relevance. !

To operationalize the BCM, Schmidt et al. proposed four ancillary principles.
First, since most job analytic methods address classification and compensation issues,
equal emphasis was given to all KSAOs, even if differences in KSAOs correlated with
differences in performance. Applicants were rated as having the same degree of
competence on job tasks. Therefore, the first principle stated that applicants should be
evaluated on behavioral dimensions that differentiate between superior and minimally
acceptable performance.

The second principle stated that maximally differentiating behavior dimensions
could be rated accurately by people who have known and observed superior and marginal
performers.  Subject matter experts (SMEs) such as supervisors, coworkers and
subordinates could recall both superior and poor performing employees they had known
to differentiate performance levels on behavioral dimensions.

Third, as a practical consideration, information on applicant achievements had to
come from applicants themselves since no one knows the applicants like they know
themselves. Schmidt et al. reported that people are usually honest when reporting
specific, concrete facts, events and achievements; however, they asked applicants for the
names of persons who could verify their achievements to insure honesty.

Two reporting problems were addressed. Since individual differences in self-

confidence could cause some applicants to over or under value their achievements,
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carefully written instructions were provided. Regarding differences in recall of
information, Schmidt et al. felt that the “. . .ability to remember and detail past
achievements may be indicative of involvement in the job or profession and may be an
indirect indicant of motivation and ability."!

The fourth principle stated that achievements could be scaled reliably on job
relevance by SMEs and that personnel specialists could use scaled achievements to
evaluate candidates reliably. Applicant assessment was based solely on achievements in
five to seven domains and avoided applicant self-ratings.

Traditional selection tests use a criterion-related validity strategy that relates a
construct such as cognitive ability to job performance criteria. The content validity
strategy relates selection criteria to job content in the performance domain. BCMs
employ a content validity strategy where selection criteria are based on job content in the
performance domain. KSAOs are not unidimensional psychological traits. They define
the most critical performance domains from applicant achievements as samples of
performance required on the job. Such content validity is in accord with the federal
government’s uniform guidelines on employee selection.

Compared to more traditional rating methods, Schmidt et al. thought that BCMs
measured a different but possibly correlated behavioral dimension. Although more
expensive initially to set up, BCMs have greater utility due to their higher validity.
Higher utility gives more accurate decisions that enhance performance, thus offsetting
implementation costs.

In research with federal budget analysts, Schmidt et al. confirmed that the BCM
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was different from credentialistic methods of applicant ratings and that it measured a
dimension uncorrelated with E & E ratings. They concluded that the BCM has these
advantages: 1) it is based upon sound psychological principles, not unexamined
assumptions that education and experience are causes of superior performance; 2) it has
reliability, which is a prerequisite to validity.'®

Schmidt and his colleagues laid the foundation for the behavioral consistency
method and later showed that it had the highest validity (.49) of the various methods used
to rate training and experience.!” Others followed their lead.

Hough developed a selection and promotion method for federal government
attorneys based on the behavioral consistency principle.”® Her work responded to the
resistance professionals showed toward traditional psychological testing and to their
strongly held preference that one’s record, accomplishments and achievements should be
the basis for selection and promotion decisions. She developed the accomplishment
record method of selecting and promoting professionals as an alternative to traditional
psychological testing.

The accomplishment record method (ARM) was based on five propositions:

1. Past behavior is the best indicator of future behavior;

2. Samples of past behavior are preferable to signs of behavior;

3. Biodata are samples of past behavior and are the best indicator of future
behavior;

4. Critical incident job analysis generates job dimensions that can differentiate

performance levels critical for job success;
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5. Behavioral job analysis produces job dimensions that applicants can use to
describe behavior and accomplishments;
6. Qualitative data can be evaluated and scored reliably.”

Hough followed a five-step procedure to develop the ARM. First, she used the
critical incident method to generate examples of effective and ineffective job performance
to identify critical performance dimensions defined through job analysis. Second, she
developed the ARM. The inventory asked attorneys to describe major achievements that
reflected their knowledge, skills and ability for each performance dimension by giving
a general statement describing the accomplishment. Achievements included a detailed
description of activities, time period, recognitions, and name of a person who could
verify them.

The third step involved administration of the predictor battery which included the
ARM, other biodata items (grades, honors, LSAT scores, education quality, etc.),
interest and opinion inventories, and the Self Description Inventory which measures
personality factors such as initiative, self-assurance, decision-making abilities, and
supervisory qualities. A total of 67% or 329 attorneys completed the predictor battery.

Next, Hough developed the ARM rating scales and principles. First, she
evaluated dimensionality by classifying a random sample of 800 accomplishments into
performance dimensions. Second, Hough calculated reliability estimates of expert ratings
of accomplishments to evaluate the level of achievement demonstrated. Three external
attorneys rated 60 accomplishments on a six-point scale (lowest to highest) regarding

level of demonstrated achievement. Reliability estimates on the seven dimensions ranged
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from .54 to .86; this was high enough to warrant development of scales and principles
for rating 2,635 accomplishments. Third, for each dimension, 60 accomplishments were
rank ordered according to mean expert ratings. Next, rating principles were induced by
assessing the themes underlying the low-to-high rated achievements. Summaries of the
themes or principles were written for each dimension as rating guidelines. Fifth, Hough
defined benchmarks from means and standard deviations of the experts’ ratings. The
final step involved rating the accomplishment record for 307 attorneys. This step was
conducted by three graduate students who worked independently.
Hough reported several findings:

1. Criterion ratings: The mean reliability estimates were .70 on the
behaviorally anchored rating scale across dimensions and .83 on the task rating scales.

2. Accomplishment Record Inventory ratings: Reliability estimates of the
ARM inventory rating of the dimensions ranged from .75 to .85, with a median
reliability of .79, an overall evaluation reliability of .82, and an arithmetic mean
reliability of .85.

3. Relationship to experience: The ARM favored more experienced attorneys.
ARM dimensions were related strongly to government service levels from .19 to .32, and
to tenure in grade with a .08 correlation.

4. The ARM correlated .25 with job performance.

5. The ARM inventory was equally predictive and fair for minorities,
nonminorities, men and women.

6. The ARM inventory showed essentially no relationship with grades, honors,
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aptitude tests, quality of education, verbal skills and activities, school ratings and other
activities and leadership positions. Higher but nonsignificant correlations were found
with self-ratings such as hard work, success, and Self-Description Inventory factors.

The AR inventory appeared unrelated to traditional criterion-related measures
such as biodata, aptitude and knowledge tests, and self-description variables. Overall
correlations were .21 with grades, .17 with honors, .22 with school quality, .21 with
aptitude and knowledge tests, .09 with self-perception variables, and .06 with prior
experience variables,

Hough concluded that the “. . .AR inventory is a new type of biodata/maximum
performance/self report instrument that appears to tap a component of an individual’s
history that is not measured by typical biodata inventories. . .[and] also appears to tap
aspects of an individual’s prior achievements not measured by more typical maximum
performance tests."?’ It also correlated with self-perceptions of hard work, success, self-
assurance and tenure in a profession. The AR method reflected differences in
occupational accomplishments over time. It would be viewed as fair in selection and
promotion decisions because it had more face validity than either aptitude tests or
traditional biodata inventories. Hough thought that it would have utility in selection,
promotion, performance appraisal and career counseling applications and would be more
acceptable to professionais than psychological testing.

Hough’s application of the behavioral consistency principle was complex and time
consuming. It required many subjects and extensive development. She showed,

however, the principle’s value as an assessment strategy that taps job-relevant
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performance dimensions not strongly reflected by more traditional experience and
education evaluations or by aptitude or psychological testing. Despite numerous
variables incorporated into the study, Hough did not address situational or other P-J fit
dimensions.  Furthermore, Hough’s ambitious study raised questions about the
applicability of the BCM in small organizations with few positions and incumbents.

In another attempt to operationalize the behavioral consistency principle, Schmitt
and Ostroff developed a selection test based on a content-oriented strategy for
inexperienced applicants.”  Although content validity was emphasized in EEOC
guidelines, they observed that little guidance appeared in the professional literature on
procedures for identifying job content and its applications for employee selection. They
argued that job content tests could only be used for experienced applicants, not for entry-
level positions.

Schmitt and Ostroff developed a BCM with three main components. First, job
analysis involved a) developing task statements that represented activities and tasks
required to perform the job; b) identifying KSAOs by experienced subject matter experts;
and c) rating job tasks in terms of time requirements, difficulty level and criticality to
organization; and d) rating KSAOs in terms of necessity for new workers, criticality to
job, and ability to differentiate levels of performance. Interrater reliability was
acceptable. KSAOs rated as necessary for new workers and as critical for the
organization were considered important selection criteria.

Second, development of selection tests incorporated tasks rated as most important

and as representing actual job behaviors. Important tasks provided the content for
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evaluating KSAOs. Applicant evaluation involved an oral directions/typing test, a
situational interview, and a telephone call simulation. Finally, eight experienced job
incumbents assessed each exam on a scale of "essential” to "not necessary” in judging
skills related to various aspects of the job.

Schmitt and Ostroff believed that the behavioral consistency principle was applied
in this project since preemployment samples were consistent with relevant job behaviors
identified through systematic job analysis. The tests concentrated only on behaviors new
workers needed and were designed so inexperienced workers could respond. Exam
components matched actual job tasks as much as possible. Additionally, since the tests
were based on and matched with important aspects of job performance identified in the
job analysis, their procedure had content validity in most major task dimensions.

Their approach to selection test development had a major advantage by providing
a realistic job preview with face validity. Since applicants favor measures with face
validity, Schmitt and Ostroff viewed their BCM as fairer and more appropriate than other
testing procedures. However, two problems were identified. Emergencies were not
handled well by applicants and the use of cut off scores did not optimize either the
validity or utility of a selection test.?

Schmitt and Ostroff demonstrated the feasibility and benefits of using a BCM in
selection testing. Like other BCMs, their selection tests focused on the skill dimensions
of behavior only; situational variables were not incorporated.

Recently, Janz, Hellervik and Gilmore applied the principle of behavioral

consistency to improve the accuracy of employment interviews.? Behavior description

37

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



(BD) interviewing improved on traditional selection interviews in five ways: 1) by
structuring the interviews to improve accuracy and validity; 2) by defining job
requirements to improve interview decision quality; 3) by basing questions on behavioral
analysis of effective and ineffective performance; 4) by incorporating note taking to
improve retention of applicant information; and 5) by assessing applicants on job-related
dimensions following a review of interview notes. These improvements were designed
to provide interviewers with high quality applicant information.

Janz, Hellervik and Gilmore refined the behavioral consistency principle by
considering both situational and time dimensions. They stated: "The best predictor of
future behavior/performance is past behavior/performance in similar circumstances."?
Additionally, they proposed two corollaries: "Corollary 1. The more recent the past
behavior, the greater its predictive power. Corollary 2. The more longstanding the
behavior, the greater its predictive power." %

They offered the following rationale for these refinements:

The phrase "in similar circumstances” has powerful implications for
interviewers. First, it directs us toward circumstances in the future into
which we intend to place the candidate. This calls for some form of
careful job analysis. Second, it directs us toward the circumstances in the
past that are as similar as possible to those into which we wish to put the
person in the future. . . .[NJo two events are ever exactly alike.
Therefore, it is impossible to find totally similar and perfectly congruent
circumstances. The best we can hope for is a set of circumstances in the
person’s past that are highly similar to those into which we wish to put the
person in the future. . . .There are certain points in a person’s life when
prediction is more difficult because a gap in similarity between past
circumstances and future circumstances is much wider than normal.
However, the width of the gap does not invalidate the principle - it just
makes prediction harder. . . .Corollary 1 neither denies nor overvalues
behavior from earlier stages of a person’s career or life, but it does
encourage the interviewer to focus most heavily on the most recent past
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behavior in similar circumstances. Corollary 2 encourages the interviewer
to seek more than one sample of past behavior in similar circumstances.
It does not permit overreaction to a single example in either a positive or
negative direction,

Janz, Hellervik and Gilmore cautioned interviewers to consider several criteria.
First, differentiate between screening and selection decisions by assessing the relevance
of specific kinds of candidate information. Second, do not confuse technical knowledge
with credentials. Evaluating technical expertise appropriately is very difficult. Third,
avoid the "experience equals excellence" fallacy that assumes that a candidate who has
done something has done it well. ¥ Effective performance should be evaluated. Fourth,
be cautious by remembering that self-evaluative information is filtered through the
individual’s perceptions.

They viewed BD information as close as possible to the actual behavior that
occurred since BD questions generated close approximations of performance in a given
situation. "It is almost as though the interviewer is watching that person perform in the
work place. Consequently, the responses were relatively raw and unfiltered. Since they
were raw data, they permitted the interviewer to perform the analysis independent of
what the person thinks of himself or herself in that situation."?

Janz, Hellervik and Gilmore claimed that superlative adjectives, which indicate
greatest extent or degree, are the keys to effective BD questions. They stimulate recall
of specific events which made it easier for the candidate to respond. Superlative
adjective questions have a freeing effect on candidates and encourage them to respond

candidly.” Accordingly, the authors believed that BD information was less likely to be

distorted or misinterpreted than other types of candidate information. The tradeoff was
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that BD interviewing required more training and longer interviews.

BD interviewing was developed from a behavioral job analysis that identified
effective versus ineffective job performance based upon an examination of critical job
incidents. The critical incident technique was developed by Flanagan in 1954 as a
method for describing performance. It asked raters to generate samples of behavioral
responses to critical work incidents; these samples were rated on a scale representing
various levels of performance effectiveness by individuals familiar with the job. Ratings
were used as benchmarks for evaluating job performance. The critical incident technique
(CIT) yielded data, not opinions. "All the forces in play can be described, even if they
are not understood by the person who is describing the incident."*® It allowed incidents
to be obtained from several sources--supervisors, customers, etc. CIT allowed formation
of behavior description questions for candidates with related job experience. This
approach enabled interviewers to assess maximum versus typical performance
requirements of job dimensions and to pattern interview questions accordingly. The
authors viewed behavior description interviewing as a cost-effective, reliable and valid
method for improving the accuracy of interviews.

As suggested above, BCMs had problems. Most were complex, time-consuming
and expensive to develop and use. They considered a limited number of P-J fit factors,
and required applicants to write different biographical essays describing one or two
achievements per skill area for each job sought. Such disincentives may have obscured
the long-term benefits and utilities of the approach for managers and applicants.

In related research, Ash focused on applicant completion rates and content validity
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issues.*® He contrasted traditional point methods and BCMs in evaluating training and
experience. In the former, applicants were assigned points mechanistically for differing
amounts of training, education and experience to determine if they met minimum
qualifications for a position. The latter approach rank-ordered applicants on achievement
behaviors required for superior job performance.®® The key distinction was that point
methods measured past exposures to content of experiences, while BCMs measured the
past behaviors of applicants in job-related achievements.

Ash argued that BCMs were incomplete since scoring methods tended not to
include stimulus conditions and an applicant’s responses to them. In a sense, the concept
of behavioral consistency was violated since point-to-point comparisons were seldom
made. Different standards were used to measure performance in behavioral samples and
performance on the job. Since performance appraisal procedures might not have been
reliably tapping actual job performance, criterion measures were often unreliable.
Additionally, since BCMs typically required behavior samples based on written
achievements supplied by applicants, an applicant’s memory, writing ability and job-
related achievement behaviors became a part of the testing and evaluation of job-related
performance. This confounding of criteria could have resulted in unwarranted
discrimination for jobs not requiring such writing and recall abilities. Furthermore, the
representativeness of the achievements selected as behavioral samples might have been
suspect since applicants present themselves in the most advantageous way possible.

Ash held that BCMs may generate adequate content validity if applicant

achievements are evaluated by the same standards used to evaluate performance in job
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content areas. Unfortunately, BCMs typically do not incorporate true point-to-point
comparisons. For example, achievements were usually evaluated with behavioraily
anchored rating scales but such methods were seldom used to evaluate performance in
the job content domain. Ash pointed out that different standards were used to evaluate
performance in the content sample and in the content domain. Thus, content validity was
violated and a construct of performance quality was introduced into the selection process.

Ash also raised issues about standardization of testing (task as stimulus conditions)
for applicants. Was it necessary, desirable or even possible with BCMs? "In this
analysis, applicant performance can be considered the job related achievements or
behaviors exhibited in the past, in response to the situations and environments. As such,
applicant performance is a function of the interaction between individual applicant
characteristics such as ability and motivation, and the respective situations and
environments."* Ash suggested that measurement in BCMs was more of an issue than
was discussed in the literature.

Ash argued that a content validation strategy was not sufficient for employee
selection that should be based on predictive validity. However, criterion-related validity
research was not usually feasible in most work settings due to few employees in a given
job classification. Ash suggested that, if BCMs could be shown to have adequate
criterion-related validity in settings with large numbers of employees, then the method’s
validity could be generalized to other settings. He admitted, however, that validation of

the procedure itself was controversial.

Ash identified the high refusal rate by many applicants to complete behavioral

42

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



consistency applications as a serious problem. Some applicants were put off by having
to generate several behavioral examples for each job dimension. The resulting low yield
added difficulty in evaluating the validity of BCMs. Accordingly, Ash recommended that
criterion-related validity of BCMs be pursued, even if contrived conditions had to be
created. Additionally, applied research was needed to discover how to obtain completed
biodata samples from applicants.

More recently, Ash addressed the low completion rates for BCM application
supplements that arbitrarily screen out large numbers of applicants.** He developed an
alternative method, called the Activity/Achievement Indicator (A/AI), that asked
applicants to choose their typical achievement level (high, medium, low) for a given
KSAQ statement. Ash argued that this approach measured typical applicant behavior as

opposed to peak performance, used applicant self-assessments, and was independent of

writing ability.® His procedure generated achievement examples and asked applicants
to self-evaluate their performance level on specified skill dimensions.

Ash found that his A/AI method required as much effort to develop as a typical
BCM and showed a high correlation (r = .58) with BCM results. It showed promise as
an alternative to the BCM which was unpopoular with applicants. Ash recognized that
to reduce distortion additional items were needed for each dimension, thus increasing the
development costs of the A/Al. He recommended using multiple raters to improve
operational reliability of the method.

Comparing the A/AI with the BCM, Ash found a lack of both convergent validity

and discriminant validity, raising a question about what was being measured by each
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procedure. Applicant self-ratings could have contaminated his results; it should not have
been difficult for applicants to figure out the most preferred response for a performance
dimension and to give an elevated self-rating.

In sum, behavioral consistency methods (BCMs) offer a viable means to improve
selection and placement decisions. BCMs, however, have several problems that detract
from their utility: resistance by applicants toward completing behavioral inventories for
each job; writing ability of applicants as a confounding variable; high development and
implementation cost; focus on a narrow range of P-J fit factors, usually limited to skills;
lack of point-to-point comparisons that violate the behavioral consistency principle; and
accurate measurement of both person and job dimensions.

The next section summarizes the relevant points about behavioral consistency

methods that guided this study.

Behavioral Consistency Summary Points:
The summary of the behavioral consistency literature is presented below.

1. Traditional psychological assessment uses "signs" or psychological
predispositions of behavior to predict performance. Professionals tend to object to
"signs" as indicators of their capability to perform effectively.

2. "Samples" of behavior are better predictors of future performance than
"signs" and are acceptable to professional workers as a basis for assessment.

3. Predictor and criterion measures should be similar.

4. A method is needed to assess young, inexperienced workers that is also fair
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for women and minorities.

5. More emphasis should be given to the assessment of individuals and of
intraindividual consistency of behavior.

6. Environmental or situational variables that influence performance should
be defined to understand stimulus conditions for individuals.

7. BCMs demand specification of job or environmental variables but such
specification is a weak link in existing BCMs.

8. After a given age, usually at physical maturity, the major behavioral
patterns of persons are stable and do not change significantly over time.

9. BCMs can be used by employers to supplement traditional applicant
assessment methods.

10. Achievements or critical behavioral incidents do not have to be
accomplished on a job to have job relevance.

11. Applicants should be rated on behavior that differentiates superior from
minimally acceptable performance.

12. Behavior can be rated accurately by subject matter experts (SMEs) who
have observed superior and marginal performers.

13. Jobs can be evaluated by SMEs who are familiar with the job and its
requirements.

14.  Applicants must supply achievement data since they are the most
knowledgeable about their achievement incidents.

15. Applicants should follow carefully written instructions and/or systematic
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procedures in supplying achievement data.

16. Applicants’ writing ability may act as a moderator variable that can

influence assessment results.

17. Achievements can be rated or scaled reliably by SMEs.

18. Applicant self-ratings of their own behavior should be avoided due to
possible biasing and distortion.

19. Applicant self-reports of actual behavior tend to be reliable and can be
used as raw data.

20. A content validity strategy is appropriate for BCMs.

21. BCM development is time consuming, expensive, and complex, and

usually requires many subjects.

22. BCMs can be reliable.

23. Samples of past behavior can be used to establish reliable indicators of
future behavior.

24. Critical incident job analysis can identify critical performance data.

25. Achievement incidents should be used to evaluate the behavior of
individuals, not the performance dimensions of jobs (which is the typical approach).

26. BCMs correlate with job performance, experience, and tenure.

27. BCMs are unrelated to traditional experience and education ratings of
applicants that tap passive exposures without assessing quality of effort.

28. Typical BCMs seem unsuitable for use in smaller organizations that have

fewer individuals and jobs required to develop and validate selection procedures.
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29. The BCM literature provides little guidance on identifying and evaluating
iob content while acknowledging that both person and job variables should be considered.

30. Subject matter experts can be used to identify and evaluate job knowledge,
skills, abilities, and other factors (KSAOs).

31. The use of superlative adjectives stimulates recall and aids ease of response
for subjects.

32. Behavioral descriptions yield close approximations of actual performance.

33. Existing BCM scoring methods are incomplete since stimulus conditions
are not included.

34. If different standards are used to rate the content sample (P) and content
domain (J), then the content validity strategy is violated. Point-to-point comparisons of
the person and the job are recommended.

35. Applicant completion rates and reactions to biographical reporting
requirements are problems with most BCMs.

36. The use of multiple raters increases reliability, although single raters can
produce reliable results with BCMs.

The next section provides a selective review of literature on P-J fit to create a

more thorough framework for understanding behavioral consistency methods.

Interactionist Perspectives on Person-Job Fit

BCMs were designed to improve the prediction of work performance by defining

the skills needed to perform specific job tasks. BCMs evaluate performance domains not
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covered by traditional assessment of experience and education. However, BCMs address
only the skill-task relationship in P-J fit; other dimensions of fit, such as motivational,
situational and relationship factors, are not incorporated into measurement schemes.
Accordingly, it seemed appropriate to review literature on P-J fit to identify behavioral
dimensions that could strengthen the behavioral consistency approach.

The literature on person-job (P-J) fit dealt with interaction at several levels:
component job characteristics; person-situation interaction; organizational or social
climate; and occupational characteristics. It also included different P-J dimensions--task
variety, autonomy, skill requirements, meaningfulness of work, type of supervision, work
values, organizational rules and policies, and physical features of the work environment.
Only literature that focused on the individual and the immediate job was included in this
review. Most congruence or fit literature referred to person-environment fit, congruence
or correspondence, while some literature referred to person-situation interaction. Since
this review focused on the person and the individual job, the terms, person-job fit or P-J
fit, were used to maintain consistency whenever possible.

Osipow placed P-J fit at the heart of vocational psychology and career
development, and identified measurement issues as main problems in P-J fit theory.3
He asked: "How do we assess people? How do we measure the environment? Having
measured individuals and assessed their environments, how do we compare the two
regarding the degree and quality of fit? More precisely, which personal attributes do we
assess. . .and which environmental aspects are of importance?"¥” Osipow argued that

measures of person and environment have not been adequate nor do we know how to
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quantify the degree of P-J fit once both have been measured.® Additionally, he
suggested that the purposes for enhancing P-J fit, such as needs satisfaction, performance
capability and job choice, should be factored into P-J fit research. He speculated that
“. . .an improvement of the ‘breakthrough’ variety in methods of environmental
assessment and the quantification of the person-environment fit" was needed to improve
the utility of P-J theory and applications.*

In reviewing the history of P-J fit research, Walsh observed that research focused
on the physical, social, climate, and organizational culture (norms, roles, and rules)
aspects of the work environment.* He suggested that future research should investigate
the relationship between the perceived and actual environment. However, Vondracek
held a different view. He said that there were different ways to conceptualize P-J
congruence and that the controversy over which was more important, the person (P) or
the job environment (J), was unlikely to be resolved until P and J were understood in
similar ways.*’ He suggested that an interpretive and process-oriented model of behavior
was needed to understand the dynamic interaction between P and J.

Holland’s theory of vocational choice provided a major contribution in P-J fit
research and in career counseling.? In speculating about P-J fit and future research
directions, Holland said that job satisfaction was more predictable than job effectiveness
or achievement, perhaps because it was more reliably measured than performance
outcomes. He observed that ". . .estimates of congruence which use more information

(scale scores or profile shape) are more successful than simple categorizations of personal

and environmental characteristics." Holland recommended that new research should:
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1) use any theory of congruence; 2) identify major moderator variables where possible,
e.g., sex, education level, occupational status, socioeconomic status; 3) give
environmental assessment as much attention as personal assessment; 4) use the most
potent person and environment variables available; 5) use more recent techniques for
estimating congruence; and 6) go beyond subdisciplines to strengthen research designs.*

Schneider argued that existing views of people were simplistic and reductionistic,
and that more comprehensive and expansive models of performance were needed.” He
wanted a richer way to describe individual behavior with research in natural settings.
Research in laboratory settings reflected the dominance of situations over traits. In lab
research, the random assignment of subjects to treatments ignored the selection into and
out of situations that occurs in natural settings. Because people self-select, Schneider
believed that P-J fit research should emphasize person variables and that environments
should be measured in psychologicaily derived dimensions. Like Holland, he concluded
that environments were functions of the people behaving in them.

Hackman and Oldham’s job characteristics theory**provided a way to analyze the
fit between job characteristics and the abilities and needs of employees. Recently, Kulik,
Oldham and Hackman examined work design, aspects of P-J fit, and research issues.*’
They distinguished between two types of fit: 1) the fit between the person’s values and
needs and the opportunities provided by the environment; and 2) the fit between the
demands of the environment and the abilities of the person to meet those demands.*®
Additionally, Kulik, Oldham and Hackman observed that objective measures of P-J fit

were lacking and that most research in job characteristics theory addressed subjective
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aspects of P-J fit, such as job satisfaction, internal motivation and growth needs.
However, employee work effectiveness and the level of employee skill and knowledge
were not assessed. Similarly, the matching of individual abilities and skills to the job
environment had not been researched systematically. They explained that work design
research was unable to address these issues because of several problems:

1. Research focused narrowly on job characteristics outcome variables while
neglecting to consider broader implications of P-J fit and misfit;

2. Methods of measuring and improving P-J fit were flawed and incomplete,
but clinical methods might be useful;

3. Standards that individuals used to assess and react to their jobs were not
well understood;

4. Models of P-J fit should be elaborated to include interactions between a
person’s needs and abilities that influence reactions to work environmeﬁts;

5. Existing models of P-J fit were static; longitudinal studies of P-J
relationships were needed.*

Several researchers investigated the role of fit in an individual’s adjustment to an
environment. Caplan postulated a theory of fit that focused on adjustment in
organizations.”® His theory suggested three requirements: 1) assess characteristics of the
person and job along commensurate dimensions so that the conceptual relevance of one
to the other is explicit, making it possible to operationally define goodness of fit as the
discrepancy between P and J; 2) distinguish between objective and subjective measures

of fit and its components that define the accuracy of perception as a discrepancy between
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objective and subjective fit; and 3) distinguish between fit defined in terms of abilities-
environment demands and needs-environment supplies. Abilities-demands fit asks
whether the person has the abilities that fit the demands of the work, while needs-
supplies fit addresses whether the environment supplies the characteristics that meet the
needs of the person.

Caplan argued that failing to establish commensurate measures may set up a
statistically conservative test of the roles of both P and J, which may fail to provide an
accurate evaluation of P-J interaction. For example, to use a general personality
instrument to assess P and a specific job analytic or environmental instrument from
another source or theory to measure J ". . .is conceptually disrespectful of the taxonomic
structures implied by each theory in dictating how the other construct should be
measured."® Caplan defined subjective fit as perceived by the individual employee,
while objective fit was free from bias. The problem of objective measurement has been
a key issue in P-J fit theory.

Regarding needs-supplies and abilities-demands fit, Caplan said that it was
important to distinguish between the two types of P-J fit when predicting the performance
and retention of employees. Focusing on one or the other might misrepresent the
exchange process that provides the basis of the psychological contract between the
employee and the employer. Distinguishing between these two types of fit might allow
the generation of hypotheses about differential effects of one over the other.?

Caplan identified several methodological problems in P-J fit theory. First,

objective measurement of the person’s abilities, skills and resources was a hurdle.
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Second, subjective measures of P and J also were lacking. Third, P and J measurement
should not contaminate each other. Finally, a taxonomy of theory-based dimensions of
P and J was needed.

Dawis and Lofquist made a major contribution to P-J fit literature and their work
is reviewed extensively here. Their theory of work adjustment dealt with work behavior
from an interactionist perspective.”® They described people and work environments in
similar terms and saw them as being in continual interaction. The idea of
correspondence between the person and the environment implied that the P-J relationship
was mutually responsive. Correspondence was defined as the person satisfying the
requirements of the environment and the environment satisfying the requirements of the
individual.* They saw each P-J relationship as idiosyncratic and work adjustment as the
dynamic, continuous process by which the person seeks to achieve and maintain

correspondence with the work environment.*

This theory identified several outcomes of work adjustment. Tenure depends on

correspondence and reflects stability in correspondence between the person and the
environment. Tenure is the most basic indicator of correspondence. Satisfactoriness and
satisfactiﬂoﬁr;’ indicate the degree of success a person achieves in maintaining
correspondence with the work environment. Satisfactoriness is an external indicator of
correspondence derived from sources external to the individual and refers to how well
the person satisfies the demands of the environment. Satisfaction is an internal indicator

from the person on how well the environment fulfills his or her requirements.*

Satisfactoriness and satisfaction can be used as criterion measures to predict work

53

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



adjustment based on an assessment of work personality in relationship to the work

environment.’

The Minnesota Satisfactoriness Scales measure the satisfactoriness of the
employee in fulfilling work requirements, while the Minnesota Satisfaction Questionnaire
shows employee satisfaction with the work environment.*®

Dawis and Lofquist based their theory of work adjustment on a stimulus-response
paradigm. The individual reacts to and acts on the environment. Recurring response
sequences become skills as they are modified and refined. The person develops many
skills whose common elements can be clustered into ability dimensions.”® Over time, the
person develops norms for evaluating the satisfaction levels of stimulus conditions.
Eventually, the person establishes stimulus-condition requirements for satisfying
responses. These requirements evolve into reinforcement needs at particular levels of
strength.® " A need, then, can be defined as an individual’s requirement for a reinforcer
at a given level of strength. The set of needs of an individual can be described as a
required pattern of reinforcers at particular levels of strength."$* Psychological needs can
be measured by questionnaires or direct observation, are stable when repeated measures
show little change, and are believed to stabilize at physical maturity. Like skills, needs
are numerous and may be defined along common dimensions called values. "Value
dimensions are to needs what ability dimensions are to skills. Skills and needs are
observable; abilities and values are inferred from factor structures resulting from the
common elements of skills and needs, respectively. It is more manageable to describe
an individual’s personality in terms of abilities and values than at the conceptual level of

skills and needs. "¢
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Abilities, values and their interrelationships make up personality structure which

is thought to stabilize along with abilities and values at physical maturity. Personality
structure, however, does not describe the person in action or the personality style of
responding. Only prolonged observation of the personality in action can describe style.5

Measurement of abilities necessary to define work personality structure has been
a problem. A single work skill may be related to several ability dimensions and
individuals may literally have a repertoire of several hundred functional job-specific and
adaptive skills.

The work environment provides the stimulus conditions in which work behavior
occurs and should be considered to understand work adjustment. Work environments
typically are described by the employer’s economic and task point of view.* Position
descriptions do not show how the work environment fulfills the worker’s needs and
expectations; however, defining the work environment in terms of work personality
characteristics would aid the understanding of work adjustment and P-J fit. Although
difficult, it would be useful if job stimulus conditions could be defined. According to
Dawis and Lofquist, stimulus conditions could be described along two dimensions. Cues
signal the worker what responses are appropriate and when to respond; cues are
associated with skills and skillfulness since they trigger appropriate response sequences.
Skillfulness is associated with how quickly a person recognizes appropriate cues
associated with particular reinforcers. Reinforcers refer to stimulus conditions associated
with needs (requirements for stimulus conditions derived from prior experiences) and are

manifest as preferences for particular stimulus conditions. Effective reinforcers are

55

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



responsive to the individual’s needs.®

"This description of work environments in terms of the ability
requirements and reinforcer patterns, which may be called the work
environment structure, parallels the description of the work personality
structure of individuals. . . .Work environment structure may be described in
terms of two sets of dimensions, ability requirements and reinforcer factors,
which correspond to the work personality structure dimensions of abilities and
values. . . .The work environment can be described in work personality terms
by using the same dimensions to measure the characteristics of individuals
employed in a particular work environment. The goal is to establish from
these data the distinctive ability requirements and reinforcer pattern for a
work environment, typically at the level of the job within a work organization
or the occupation across work organizations. We identify those characteristic
abilities and values that differentiate individuals in a specific job or occupation
from those in other jobs or occupations. Multivariate techniques, such as
multiple regression, multiple hurdles, and multiple discriminant function, are
available to make this differentiation. "%

Since psychometrically adequate measures are not yet available to develop full
work environment descriptions, Dawis and Lofquist recommended that clinical judgments
be used. Essentially, three clinical judgment methods are available. The observation
method requires trained job analysts, supervisors or incumbents to study P-J interaction
in terms of observable work behaviors and work tasks. The estimation method obtains
descriptions of the work environment through ratings provided by SMEs on instruments

developed to target appropriate environmental variables. The inference method uses data

to infer corresponding characteristics of the work environment.®’

Dawis and Lofquist developed instruments to measure employee satisfactoriness
and employee satisfaction, but also recommended that other variables be linked with
work adjustment outcomes such as absenteeism, turnover, intention to leave a position
and tenure in a job. Regarding measurement, self-reported life experience measures have

shown more promise for instrument development than hypothetical work situation

56

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



questionnaires or self-description checklists.®® These measures assume that work
personalities develop from response and reinforcement histories that are reflected in
biographical data. Dawis and Lofquist reported research that correlates vocational needs
with biographical data for both sexes.” They also reported that need-reinforcer
correspondence correlated .37 with satisfaction for a group of 233 men and women.

Dawis and Lofquist viewed work adjustment theory as having relevance for
employee selection, placement, training, development, motivation, and morale, and in
job analysis and job design. These theorists claimed that correspondence was the central
issue in personnel selection and placement, but argued that ability-task matching was
incomplete since need satisfaction aspects of correspondence had not been addressed.”
Failure to consider satisfaction variables reduces the predictive power of selection
strategies. Accordingly, they recommended that ability selection strategies should be
based on groups of satisfied workers and incorporate need satisfaction measures.”

Dawis and Lofquist noted that the most accurate predictions of performance
capability in specific jobs used measures of job-specific skills. Such methods, however,
were cumbersome and costly. As a result, more general ability dimensions typically
were used to measure applicants.

Employee motivation has been associated with the employee seeking to achieve
and maintain correspondence with the work environment by fulfilling task requirements
for satisfactoriness and by obtaining preferred reinforcements for satisfaction.”
Satisfactory and satisfied workers will maintain performance, since motivation to

maintain correspondence is continuous.
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Job analysis provides foundational information for most personnel decisions.
Traditional job analysis has focused on task requirements, skill requirements, and
working conditions. According to Dawis and Lofquist, job analysis should also generate
information for understanding and predicting employee satisfaction and work
adjustment.” Such analysis would include data on the reinforcers for a job that are
congruent with the system used to describe employee reinforcer preferences.

Dawis and Lofquist observed that the study of individual behavior was isolated
from natural life settings and that more studies of behavior in naturalistic settings were
needed. Additionally, stimulus-response interactions and individual differences should
be considered.™ Since all behavior takes place in an environment, Dawis and Lofquist
recommended that environmental differences should be studied along with individual
differences. They argued that research should study . . .

"both the individual and the environment functioning as integrated
systems in an interactive adjustment process. The dimensions. . .are viewed
not as separate or discrete dimensions but as combinations or patterns. The
particular combination or pattern for each set of dimensions in the set should
be considered by itself. The patterns provide a better representation of reality
because they reflect the underlying interconnectedness of single dimensions
and better represent the integration of the individual and the overall
organization of the environment in real life."”

In addition, Dawis and Lofquist recommended that research should study the
whole person functioning in natural habitats. They viewed the work environment as a
natural setting and work as the major organizing behavior for most persons.”

Regarding motivation, Dawis and Lofquist stated the following:

In understanding motivation, the general principle that individuals behave
in ways designed to achieve and maintain correspondence with their
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environments seems to underlie much of voluntary or self-directed behavior.
The correspondence to be achieved and maintained cannot be described in
terms limited to either the individual or the environment without regard for
the other. It must be described in terms of the fit between the two. The
theory of work adjustment specifies the significant descriptors of individuals
and the environments in stimulus-response terms that help to determine the
goodness of fit. . . .[Tlhe central constructs in motivation within this
theoretical framework are correspondence and reinforcement. Because the
satisfaction of individuals is predictable from reinforcement correspondence,
measured satisfaction can be viewed as both an outcome and an index of
satisfaction.”

Person-Job Fit and Work Stress:

Work stress has been linked to P-J fit. As noted in the introduction, Harrison
identified two kinds of P-J fit: 1) the extent to which a person’s skills and abilities match
job requirements; and 2) the extent to which the job environment meets the individual’s
needs. He defined job stress as the extent to which a job does not meet the person’s
motives and as the extent to which the person’s abilities fall below job requirements.”
Job stress can manifest itself as several types of strain--job dissatisfaction, anxiety,
insomnia, restlessness, high blood pressure and elevated cholesterol.” Over time, such
stress might lead to mental and physical illness. Conversely, good P-J fit could lead to
positive health outcomes such as a sense of competence, self-worth, and efficacy.®

Harrison believed that P-J misfit could lead to three types of stress responses: 1)
psychological responses such as job dissatisfaction, depression, low self-esteem and
unsolved problems; 2) physiological responses such as high blood pressure and changes
in blood chemistry; 3) behavioral responses such as smoking, overeating, stuttering and
visits to doctors.®! Although Harrison held that poor P-J fit caused strain, he observed

that the nature of the link was unclear. He proposed that the amount of strain would be
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proportional to the degree of P-J misfit and that stress should increase as P-J fit
dimensions reflected increased insufficiency of supplies for motives.*? The problem was
in measuring and operationalzing the degree of P-J fit as a score. The most common
method was to calculate the difference between the P and J scores. Harrison observed
that P and J measures tended to be positively correlated with one another due to the
processes of job selection and socialization.® Fit improves over time as the individual
is socialized into the work environment and develops skills to do the job.* Harrison
observed, however, that little work has been done to describe job supplies that fulfill the
motives of the individual.®> Measures of job supply dimensions should be developed and
used by both individuals and employers during the hiring process.

Harrison argued that only individualized treatment of workers, not general group
programs, would reduce job stress.’® As true costs of job stress become known, the
benefits of individualized interventions might be worth the costs. Harrison wanted
dimensions used to measure P-J fit to be differentiated and understood; however, a major
problem was identifying relevant P-J dimensions.*’

More recently, Matteson and Ivancevich similarly argued that the key to
controlling job-related stress was to improve the P-J relationship. As noted in Chapter
One, dysfunctional work-related stress is expensive, costing over $100 billion annually.*
Recent developments in the study of stress have focused on individual differences,
environmental factors, and the relationship between the person and the environment.
Stress is viewed as part of the complex and dynamic system of P-J transactions.*

Matteson and Ivancevich observed that stress management interventions that focused on
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either the person or the environment were less effective than those that attempted to
improve P-J interaction.*

One type of work-related stress is burnout. It can be defined as ". . .a
psychological process, brought about by unrelieved work stress, that results in emotional
exhaustion, depersonalization, and feelings of decreased accomplishment."® Job
performance tends to be the most important outcome of burnout since it is associated with
prolonged stress and decreased job involvement. Additionally, withdrawal behavior such
as absenteeism and turnover becomes manifest, along with a deterioration in physical
health and family life.”> Matteson and Ivancevich evaluated methods of diagnosing stress
and prescribed several stress-reduction interventions. Similar to other P-J fit theorists,

they emphasized the importance of understanding P-J interaction.

Person-Job Fit Summary Points:

Behavioral consistency methods offer a promising alternative to traditional
assessment of applicants’ experience and education. BCMs delve into the quality of
applicants’ performance while traditional ratings of experience and education may over-
rate applicants’ passive exposures and, by that, introduce error into prediction.
However, BCMs have several problems that limit their utility.  Specifically,
environmental factors are not considered commensurately with applicant factors, which
limits content validity. Additionally, BCMs require large numbers of persons to generate
behavioral job dimensions and are, therefore, expensive, time consuming and complex,

rendering them unsuitable for most smaller organizations.
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BCMs seek to improve selection decisions and the prediction of job performance
by matching applicant competencies with critical job requirements. In this study, BCMs
were placed in a P-J fit context to identify possible solutions for existing problems.
Relevant points from the congruence literature are summarized below.

1. Measurement issues are at the heart of testing P-J fit. Unfortunately,
existing measures appear inadequate and measurement of P-J fit eludes us.

2. Satisfaction and performance should be factored into P-J fit research.

3. Future research should explore the relationships between a) the perceived
and the actual environment and b) subjective and objective fit.

4. The person and the job should be conceptualized in similar ways. Existing
measures of P-J fit are lacking in this regard.

5. Scale scores and profile measures should be used in research instead of

simple categorizations.

6. Rich descriptions of persons are needed and P-J fit research should be
based on person variables.

7. Environment should be measured with psychologically derived variables.

8. Future research should be conducted in natural settings.

9. Existing ways of matching a person’s skills to the environment have not
been based on systematic research.

10. Commensurate measures of P and J are needed.

11. Goodness of P-J fit may be defined as person-job discrepancy.

12. A taxonomy of P-J fit dimensions is needed.
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13. Each P-J relationship is idiosyncratic.

14. Job satisfaction and worker satisfactoriness can be used as criterion
measures of P-J fit.

15. It is more difficult to describe P-J fit in actual skill-need elements than in
inferred ability-value dimensions.

16. The work environment should be defined by skill-ability requirements and
by job reinforcer patterns.

17. The work environment can be defined in work personality terms by using
the behavioral patterns of persons to measure ability and reinforcer patterns in a job.

18. Clinical judgments provide a viable method to estimate P behavioral
patterns and a viable estimation method to rate J based on P variables.

19. Need satisfaction aspects of fit should be addressed to increase the
predictive power of selection strategies.

20. Skill-ability selection should be based on satisfied workers and should
include a satisfaction measure.

21. Accurate prediction of performance is based on job-specific skills.

22. Job analysis should aid the understanding and predicting of job satisfaction.

23. Behavior should be studied at the level of the whole person in natural
settings.

24. Both P and J should be studied as integrated systems in mutual interaction
and fit should be described by P and J in relation to one another.

25. Measured job satisfaction can be viewed as outcome of P-J fit.
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26. Measured stress/strain can be viewed as an outcome of P-J fit.
27. The degree of stress/strain is proportional to the degree of P-J fit.
28. P-J fit should be operationally defined as a score.
29. Measures of job supplies that fulfill motives of individuals are lacking and
need to be developed.
30. Improving P-J fit is the key to controlling job stress.

These thirty points about P-J fit provided an interactionist framework to guide this
study. The next section describes a clinical-type behavioral consistency method used to
assess an individual’s satisfying and effective performance. Its resulting behavioral
pattern is thought to represent intrinsic motivation. The assessment procedure provided

an innovative way to analyze jobs with commensurate terms.

Assessment of the Person

Miller developed a clinical-type behavioral consistency method for assessing a
person’s reported effective and satisfying performance based on a study of behavioral
incidents in natural settings. Miller called his procedure the "System for Identifying
Motivated Abilities" (SIMA) and named the resulting behavioral description a "*Motivated
Abilities Pattern" or MAP. Both are described below.”

Miller used an autobiographical inventory of an individual’s achievements to start
the process. The inventory guides the individual through a progressive data generation
process that includes: 1) listing twenty achievement experiences from any aspect of the

person’s life that meet two criteria: a) the individual believes that he/she performed
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effectively in the incident, and b) the individual enjoyed what he or she did; 2)
identifying the seven or eight most significant achievements; 3) writing an elaboration
of the top achievements that describes how the individual became involved, what the
individual actually did and how he/she did it, and what was particularly satisfying about
the achievement.

Next, trained interviewers use a structured 45 to 90 minute interview to guide the
individual through a detailed elaboration of top achievements according to specific
procedures. The purpose of the interview is to generate sufficient, detailed, behavioral
data that meet the satisfaction and effectiveness criteria.  Interviewing avoids
contaminating the raw data because of a subject’s distortion or poor writing ability. The
interview is recorded and transcribed. A trained analyst content analyzes each
achievement incident, identifies recurring behavioral and situational factors, organizes
the factors into element categories, then writes a report that describes the behavior
pattern. The report may include an optional discussion of work implications and
responses to questions about job fit. The interviewer helps the client understand the
implications of the report in several possible applications--career planning, job choice,
placement, performance problem diagnosis, promotion decisions, outplacement
counseling, team building, or strategic human resource planning.

The report describes an average of 18 to 24 specific behavioral elements in five
behavioral dimensions:

1) eight to twelve skills and ability clusters the subject is motivated to use,

enjoys using, and is competent in using;
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2) five to eight generic subject matter or content elements the client is
motivated to use;

3) five to eight circumstances or situational factors that are present in the
achievements and seem to serve as stimulus conditions for evoking the behavioral
IESpONSeES;

4) one or two primary operating relationships with others and with authority;

5) one primary motivational focus, theme, result, thrust or direction recurring
in all achievements.*

Depending on the level of detail required, a typical report will contain 18-30 pages of
both specific and general information, although a one or two page outline clearly
summarizes the findings.

Miller began his study and documentation of achievement experiences in 1958.
Based on experiences with thousands of individuals and their achievement data, he
assembled a taxonomy of approximately 268 variables defined with normal dictionary
definitions. The taxonomy was derived from content analyses of over 160,000 actual
behavioral incidents reported primarily by, but not limited to, professionals, managers
and executives. Over 20,000 men and women participated in the assessment process both
here and abroad. Subjects represented hundreds of occupations, large and small
corporations, varied industries and government agencies, education, and religious
organizations. In addition to managers and professionals, subjects’ backgrounds were
varied and included full-time homemakers, high school and college students, retirees,

scientists, displaced workers, and the unemployed.” The extensive coverage of
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performance gives strong evidence for the content validity of the taxonomy.

Miller made several observations about the motivated abilities pattern. First,
motivated behavior has been identified and described with every person when procedures
were followed. Second, discernable systematic differences have not been seen in the
content or structure of behavior among men, women, minorities, foreign nationals, or
individuals with different socioeconomic or educational backgrounds. Third, the pattern
is a dynamic system of behavior that functions holistically. Additionally, Miller
characterized motivated behavior as:

1) Stable - Once the pattern emerges, it remains consistent through life. It
shows behavioral consistency.

2) Irresistible - The pattern seeks opportunities for continual expression.

3) Work Controlling - The pattern literally controls how an individual
perceives and performs a job. It appears to tap a person’s subjective perceptions of fit.

4) Insatiable - The behavior does not become satisfied in a final way.

5) Leading - The pattern leads the individual into satisfying activities and
work. It may be interpreted as providing a sense of personal agency to the individual.

6) Explanatory - The pattern can be used to explain and understand
performance in specific situations. It shows face validity with clients.

7) Not Psychological - The pattern does not account for causes of behavior,
nor does explain the underlying emotional, mental or attitudinal predispositions of a
person. It deals with demonstrated behavior, not why such behavior occurred.®®

Recently, Miller reported the results of reliability and validity studies on SIMA
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conducted by Crites for a large high technology manufacturing firm.*® Interscorer
agreement for three analysts who independently evaluated achievement biodata averaged
90% but varied by behavioral elements (abilities = 87%; content = 91%,;
context/situational elements = 98%; relationship = 84%; and motivational focus =
86%). Crites contended that analysts’ scores were essentially interchangeable and that
SIMA procedures were highly objective.'® A second study on test-retest agreement over
six years for the same fifteen subjects (who provided different biodata protocols for the
retest) showed the following cumulative percentages: 67% differed by 0-1 points; 83%
differed by 0-2 points; and 90% differed by 0-3 points. Crites concluded that these retest
agreement scores support a high degree of stability for SIMA.'*

Crites also designed a content validity study using scores from three independent
judges rating total quality management system (TQMS) leadership factors and SIMA
reports, and found an 81% interjudge agreement.'” In applying hierarchical factor
analysis to TQMS leadership profiles, Crites discovered complex but consistent empirical
relationships that may aid definition and interpretation of the SIMA model.'® Using
TQMS leadership criteria, Crites did an exploratory study of construct validity using
executive nominations of subordinates on TQMS criteria together with SIMA assessment.
The study investigated the extent to which SIMA measures TQMS criteria.
Nonsignificant differences were found between leader and nonleader profiles, but
significant differences were observed among TQMS criteria on SIMA profile factors.
Although sample size limited the study, Crites observed that systematic differences were

captured by SIMA on leader and nonleader dimensions.'*
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In an exploratory predictive validity study, Crites evaluated the ability of SIMA
to predict supervisor criterion ratings of 36 subjects one year later. Chi-square analysis
showed statistically significant agreement (p < .01) at 60% between predictor and
criterion ratings. Agreement estimates were higher at 71% for abilities (p < .001) and
78% for job content (p < .0001). Crites concluded that the proportion of agreement was
extremely high between supervisors’ criterion ratings and an analyst’s SIMA predictor
ratings.'® Additionally, Crites assessed client evaluations of SIMA and found highly
favorable ratings.'®

Although sample sizes were small, the preliminary research on SIMA supported
its efficacy. Interrater and test-retest agreements showed that the procedure has
substantial reliability in the hands of trained users. Initial validity evaluations implied

that SIMA has assessment accuracy and identifies systematic differences in behavior.

Person Assessment Method Summary Points:

The summary points associated with Miller’s behavioral assessment procedure

are presented below.
1. SIMA is a behavioral consistency method (BCM).
2. Behavioral patterns can be rated reliably by trained analysts using SIMA

procedures.

3. SIMA is more extensive in range of behavior covered than other BCMs
and, therefore, may account for greater variance in predicting performance and in

measuring fit.
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4. Although SIMA yields nominal level data, measurement schemes could be
designed to yield interval level data to measure persons, jobs and P-J fit.

5. SIMA uses a taxonomy of 268 behavioral terms that could be used to rate
job dimensions.

6. SIMA could allow commensurate measurement and point-to-point
comparison of persons and jobs.

7. SIMA is supported conceptually by the behavioral consistency principle,
work adjustment theory, and self-determination theory (presented below).

8. Since the SIMA taxonomy is derived from satisfying behavior, it could be
used to define the reinforcer pattern and supplies (work adjustment theory) and optimal
challenge (self-determination theory) of jobs.

9. SIMA biographical forms and interviews use superlative adjectives to focus

subjects’ attention and to aid recall of critical behavioral incidents.

Depending on the criteria specified, a BCM can produce data from different
domains. Most BCMs tap "can do" skills since criteria for guiding the generation of
critical incidents are derived from job analysis. On the other hand, Miller’s BCM uses
criteria of effective performance and personal satisfaction for generating critical
incidents. These criteria appear to tap "will do" skills and other motivational factors.
This distinction is important for placing Miller’s method in a theoretical framework.

Miller’s clinical assessment method is supported by two competing theories. The

theory of work adjustment, formulated by Dawis and Lofquist, is anchored in a stimulus-
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response, mechanistic paradigm of human behavior. It was described above in the
section on P-J fit. The theory of self-determination and intrinsic motivation,
conceptualized by Deci and Ryan, fits within an organismic paradigm. It assumes that
the person operates from personal agency and self determination, not solely in learned

response to environmental stimuli. Self-determination theory is presented below.

Self-Determination and Intrinsic Motivation Theory

Deci and Ryan formulated a theory that integrates traditional mechanistic theories
with recent research on intrinsic motivation and self-determined behavior. The concepts
and citations presented below are all taken from Deci and Ryan’s book, Intrinsic
Motivation and Self-Determination in Human Behavior.!”

Deci and Ryan explained that the study of motivation is concerned with the
activation of energy and direction of behavior. Energy in motivation theory pertains to
innate needs and to those acquired through interaction with the environment. Direction
refers to the structures and processes that give meaning to internal and external stimuli
for directing behavior toward satisfaction of needs. All motivation theories are based on
assumptions about people and their behavior that fall along a mechanistic-organismic
continuum.

"Mechanistic theories tend to view the human organism as passive, that
is, as being pushed around by the interaction of physiological drives and
environmental stimuli, whereas organismic theories tend to view the organism
as active, that is, as being volitional and initiating behaviors. According to
the latter perspective, organisms have intrinsic needs and physiological drives
. . . [which] provide energy for the organism to act on . . . the environment

and to manage aspects of their drives and emotions. The active-organism
view treats stimuli not as causes of behavior, but as affordances or
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opportunities that the organism can utilize in satisfying its needs."'®

Organismic models, like self-determination theory, give primacy to the structure of
human experience and to the psychological meaning of stimuli.

Intrinsic motivation and self-determination are key concepts. Deci and Ryan
offered the following explanation of the first concept:

Intrinsic motivation is based in the innate, organismic needs for
competence and self-determination. It energizes a wide variety of behaviors
and psychological processes for which the primary rewards are the
experiences of affectance and autonomy. Intrinsic needs differ from primary
drives in that they are not based in tissue deficits and they do not operate
cyclically, that is, breaking in on awareness, pushing to be satisfied and then
when satisfied, receding into quiescence. Like drives, however, intrinsic
needs are innate to the human organism and function as an important
energizer of behavior.!®

Intrinsic needs for competence and self-determination motivate behavior toward
continuing cycles of seeking and conquering optimal challenges that requires people to

stretch their abilities when trying something new. Optimal challenges are situations free

from the intrusions of drives and emotions, require the use of creativity and
resourcefulness, are suited to competencies, and are neither too easy nor too difficult.!'
A challenge stretches one’s abilities by trying something news; it is conceptualized as an
incongruity between one’s internal structures and aspects of the external world. Thus,
to seek an optimal challenge is to seek an optimal incongruity. People seek incongruities
to reduce them and to incorporate the discrepant elements into their existing structures.
Behavior motivated by the needs for competence and self-determination involves an
ongoing process of secking and reducing optimal incongruities.!! For optimal challenges

to increase perceived competence, they should not be trivial or simple to the person and
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they must exist within a context of self-determination where the person is free to engage
in a challenging activity.'”? For a situation to be challenging, optimal match must exist
between a person’s internal structures and the demands of the environment.!”® People
self-regulate behavior by seeking or creating optimum challenges from the range of
options available.!* When free to do so, people select optimal matches between their
competencies and the demands of the environment. When people experience optimal
matches, they experience a sense of flow; however, when the challenge is too
demanding, they experience anxiety or tension. When the situation is not demanding
enough, they experience boredom.'"

Two types of emotions play an integral role in intrinsic motivation. Emotion of
interest directs people toward activities that appeal to them. Emotions of enjoyment and
excitement are associated with the experiences of competence and autonomy. "When
people are intrinsically motivated, they experience interest and enjoyment, they feel
competent and self-determining, they perceive the locus of causality for their behavior
to be internal, and in some instances they experience flow. The antithesis of interest and
flow is pressure and tension,"!!

Deci and Ryan formulated an operational definition for inferring intrinsic
motivation that has three dimensions: 1) Free choice--when a person engages in an
activity without reward or control; 2) Quality of performance or outcome--when
creativity and spontaneity are present; 3) Questionnaire measures--to determine interest,
enjoyment, perceived competence and/or self-determination levels.

The second key concept, self-determination, refers to the individual’s need and
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capacity to choose and to have those choices be determinates of action, not external
forces or pressures. Self-determination leads the person to engage in interesting
behaviors that foster competence and flexible accommodation with the environment and
that foster development of intrinsic motivation, When self-determined, a person acts out
of choices that are based on an awareness of organismic needs and on a flexible
interpretation of the environment. The environment can either support or thwart
self-determination, depending on the opportunities it provides for self-expression.
Self-determination can be defined by questionnaire or behavioral measures that examine
behavioral persistence without extrinsic rewards, pressure, tension, and anxiety.

Deci and Ryan incorporated three minitheories into their metatheory of self-
determination.  Cognitive evaluation_theory deals with the effects of external,
intrapersonal and interpersonal factors on intrinsic motivation, motivational processes,

and the initiation and regulation of behavior. Organismic integration theory focuses on

the development of both intrinsic and extrinsic motivation and how interests and curiosity
become channelled and differentiated as innate capacities interact with the environment.

Finally, causality orientations theory attempts to describe one role of individual

differences in the initiation and regulation of behavior.

Cognitive evaluation theory is the most highly refined of the three minitheories
and deals with the factors that undermine intrinsic motivation. Research began with this
question: "If a person is involved in an intrinsically interested activity and begins to
receive an extrinsic reward for doing it, what will happen to his or her intrinsic

motivation for the activity?"!!” Research investigated the effects on intrinsic motivation
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of monetary rewards, avoidance of punishment, awards, tokens, foods, toys, prizes,
surveillance, deadlines, evaluation, goal imposition, competition, and perceived
competence. The theory holds that the interpretation of initiating or regulatory events
has important implications for the person’s experience of self-determination and
competence.

Deci and Ryan articulated four propositions to present cognitive evaluation theory.
Proposition I is linked to intrinsic needs to be self-determining and focuses on perceived
locus of causality.

I. "External events relevant to the initiation or regulation of behavior will
affect a person’s intrinsic motivation to the extent that they influence the
perceived locus of causality for that behavior. Events that promote a more
external perceived locus of causality will undermine intrinsic motivation,
whereas those that promote a more internal perceived locus of causality will
enhance intrinsic motivation,"!'®

Perceived locus of causality is a cognitive construct representing the degree of self-
determined behavior. External events are thought to stifle creativity, diminish cognitive
flexibility, decrease self-esteem, and increase negative emotions. Central to this

proposition is the concept of perceived locus of control. Deci and Ryan proposed that

an ". . .internal perceived locus of causality exists when a behavior is experienced to be

initiated or regulated by an informational event, whether the event occurs inside or

outside the person. On the other hand, an external perceived locus of causality exists
when behavior is seen as being initiated or regulated by a controlling event, whether that
event occurs inside or outside the person."'"” Psychological processes interpret self-

determined from non-self-determined behavior.

The second proposition addresses intrinsic needs to be competent and to master
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challenges as well as the effects of challenge and feedback on perceived competence.

II. "External events will affect a person’s intrinsic motivation for an
optimally challenging activity to the extent that they influence the person’s
perceived competence, within the context of some self-determination. Events
that promote greater perceived competence will enhance intrinsic motivation,
whereas those that diminish perceived competence will decrease intrinsic
motivation." 2

Perceived competence is associated with successful task completion or positive feedback

when behavior has some self-determination; however, perceived incompetence seems
linked with unmasterable activities.

The third proposition deals with the relative salience of informational, controlling

or amotivating aspects of events associated with the initiation and regulation of behavior.

III. "Events relevant to the initiation and regulation of behavior have

three potential aspects, each with a functional significance. The informational

aspect facilitates an internal perceived locus of causality and perceived

competence, thus enhancing intrinsic motivation. The controlling aspect

facilitates an external perceived locus of causality, thus undermining intrinsic

motivation and promoting extrinsic compliance or defiance.  The

amotivational aspect facilitates perceived incompetence, thus undermining

intrinsic motivation and promoting amotivation. The relative salience of these

three aspects to a person determines the functional significance of the
event.ulZl

Deci and Ryan concluded that: choice and positive feedback tend to be informational;
rewards, deadlines and surveillance seem to be controlling; and negative feedback tends
to be amotivating.
The fourth proposition deals with the psychological meaning of events for the
individual and not their objective characteristics.
IV. “Intrapersonal events differ in their qualitative aspects and, like
external events, can have varied functional significance. Internally

informational events facilitate self-determined functioning and maintain or
enhance intrinsic motivation. Internally controlling events are experienced as
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pressure toward specific outcomes and undermine intrinsic motivation.
Internally amotivating events make salient one’s incompetence and also
undermine intrinsic motivation, "2

The second minitheory outlines a preliminary form of organismic integration
theory of human development. Development is the differentiation and integration of
structures that transform capabilities toward increasing elaboration, flexibility and unity.
Elaboration of structures is the mastery or competence regarding the external boundary
of objects and the internal boundary of emotions and drives. The energy source for
integration is intrinsic motivation. Competence and unity result from structural
development.

Since organismic integration theory is not as highly formulated as the previous
one, Deci and Ryan did not present this theory as a set of propositions. Nonetheless,
they provided historical and empirical support for their ideas. Deci and Ryan defined

organismic_integration as a process of development through which people distinguish

specific elements of their internal and external environments and then integrate those
elements with their existing structures, thereby elaborating and refining the structures.!'?
They said that development emerged or was evoked by interactions with the environment.

The idea of activity refers to the organism’s acting on its environment by
exploring, testing, doing, etc., so that its capacities are developed and its internal
structures become more refined and elaborate. Deci and Ryan believed that the nature
of structures is to function and, through functioning, structures transform themselves.
Intrinsic motivation serves an energizer role in the organismic integration process.

However, development just does not happen because structures function; through
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developing its capacities and structures, the organism satisfies its needs. Development
is motivated but its rate and extent is affected by individual differences.

In distinguishing between intrinsic and extrinsic motivation, Deci and Ryan
portrayed intrinsic motivation as a need to be competent and self-determining and as the
primary energizer of development. However, behavior as input to development can be
motivated either intrinsically (inherently interesting) or extrinsically (instrumental for
adapting to the environment). The prerequisites for self-determined functioning are the
syntheses of various elements into a unified superordinate structure that fosters a coherent
sense of identity or self.

In discussing internalization and the environment, Deci and Ryan defined the
concept of optimal challenge as the most appropriate match or fit between the person’s
competencies and the demands of the environment. For the individual to integrate the
regulations of the environment, he or she must have developed capacities and structures
for competently handling external demands.

The third minitheory addresses personality influences on motivation. Causality

orientations theory deals with enduring orientations to causality related to specific classes
of behavior and psychological processes. Three classes of behavior have been identified
(self-determined, control-determined, and amotivational) which are facilitated by three
classes of initiating and regulatory events (informational, controlling, and amotivating).
Self-determined behaviors are thought to be initiated and regulated by choices reflecting
an awareness of organismic needs and integrated goals. Such behaviors seem to reflect

greater creativity, cognitive flexibility, and perceived competence, along with an internal
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perceived locus of causality. Control-determined behaviors are initiated and regulated
by controls in the environment or in the person. They are determined by external or
internal controls or demands, not by choices and personal goals. Finally, ametivating
behaviors are initiated and regulated by forces completely beyond a person’s intentional
control.  Since these behaviors are not intentional, they are not intrinsically or
extrinsically motivated. The person feels unable to effect desired results over
uncontrollable or unpredictable environmental or personal forces.

Related to these behaviors are three classes of initiating or regulatory events that
are thought to influence two perceptual dimensions: autonomy versus control and
effectance-enhancing versus effectance-diminishing.  Informational events support
autonomy, provide effectance-enhancing feedback, and foster self-determined behavior.

Controlling events pressure individuals toward defined outcomes and promote control-

determined behavior. Amotivating events represent situations where the individual

cannot competently achieve results or outcomes, which fosters amotivational behavior.

The role of individual perception is critical and represents a shift from a stimulus-
organism-response (S-O-R) model to an organism-stimulus-organism-response (O-S-O-R)
model of interaction. This model begins with people’s needs and orientations. "In other
words, people can be seen as selecting and interpreting stimuli in accordance with their
needs and orientations. Stimuli are not seen as impinging on the person so much as they
are seen as affordances that the person can attend to and interpret. The person
selectively attends to stimuli, interprets stimuli more on the basis of his or her personality

than on the subtleties of the stimuli, and projects characteristics onto the stimuli. In a
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sense, the person actively constructs stimuli rather than passively receives them."!%*
Assuming that people use stimulus events for their own purposes according to
their own needs and orientations, Deci and Ryan defined three causality orientations:
1. The autonomy orientation refers to internally initiated and regulated events
and external events that are informational, resulting in a perceived internal locus of

causality.

2. The control orientation describes behaviors initiated by the person that are

external to his/her integrated sense of self and environmental events interpreted as

controlling. This orientation leads to a perceived external locus of causality.

3. The impersonal orientation refers to the perception that events are
unmasterable and leads to amotivation at internal or external boundaries.'?

Deci and Ryan linked causality orientation with adult development, self-
actualization, ego development, self-consciousness, self-derogation and self-esteem.
They believed that ". . .characteristics of the organism as well as characteristics of
initiating and regulatory events play an important determination role in motivationally
relevant human functioning. "%

More recently Deci, Connell and Ryan investigated self-determination in an
organizational setting.’” They tested whether the interpersonal work climate and
managers’ behavior in supporting subordinates’ self-determination have an impact over
time on various aspects of the subordinates’ satisfaction with work. The researchers
trained managers to promote self-determination by providing noncontrolling feedback,

by supporting autonomy and by acknowledging subordinates’ perspectives. Managers
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supported self-determination by maximizing opportunities for subordinates to take
initiative, by providing positive feedback with a minimum of controlling language, by
treating poor performance as a problem to be solved, and by recognizing the needs and
feelings of subordinates.'® Because of the intervention, Deci, Connell and Ryan found
improvements over time with: trust in the corporation; quality of supervision; supportive
environment; feeling nonpressured; and satisfaction with quality of feedback, opportunity
for inputs, security, pay and benefits, and work atmosphere.'” The researchers
concluded: "Workers whose managers supported self-determination tended to feel good
and to be positive about most things, whereas those whose managers were controlling
tended to feel bad and to be negative about most things.""* They said that support for
self-determination may influence workers’ attitudes when job security and pay are not
threatened, but that a poor organizational climate may undermine self-determination.

Deci, Connell and Ryan argued that supporting self-determination has positive
effects on workers, but further research is needed on: 1) the extent to which individuals
contribute to their own self-determination through their interpretation and behavior; 2)
the extent to which managers’ work contexts affect their ability to support subordinates’
self-determination; and 3) the extent to which the experience of self-determination
translates into improved work performance.'

This research suggested that the workers’ relationship with two levels of the work
environment effects self-determination and, presumably, intrinsic motivation.
Organizational issues like job security and pay may undermine or support self-

determination. Also, work unit issues on the nature of the relationship with the
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immediate supervisor may affect the experience of self-determination. These are
important relationships to understand within the context of P-J fit; however, more
research is needed on the relationship between the individual and the job to provide a
more thorough understanding of P-J interaction.

Deci and Ryan incorporated a vast amount of research into their emerging theory
and introduced several central concepts and three minitheories as the foundation of self-
determination theory. Their preliminary research on effects of perceived environmental
variables on intrinsic motivation and self-determination may provide insight for
strengthening intrinsic motivation in the work place. However, more research is needed
on all three organizational levels--organizational, work unit and individual. Assuming
that Miller’s BCM provides a means to understand intrinsic motivation, a commensurate
job analysis method is needed to provide a framework for understanding P-J fit. To
guide the development of the job analysis inventory, the next section selectively reviews
literature on job analysis to provide parameters for converting Miller’s taxonomy into

worker specifications.

Job Analysis

In a seminal work on job analysis, McCormick said that the primary purposes of
jobs were to produce goods and services through people; therefore, it made sense to
focus on two related objectives--sufficient use of human talent and the maintenance or
enhancement of human welfare. "Because of the importance of both these objectives,

human work comprises a legitimate area of systematic study and analysis in its own right;
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the hope is that such inquiry might produce information of practical utility in achieving
these two objectives."!*2 Job analysis refers to the study of the functional effectiveness
of human work.

According to Page and VanDeVoort, businesses now recognize that their survival
and success depends upon effective use of their human resources, especially given the
highly specialized and highly differentiated work now being performed in most modern
organizations. Job analysis provides information for better-informed management
decisions that allow people to be treated as strategic resources. Page and VanDeVoort
emphasized that the purpose of job analysis " . . . is to provide an objective description
of the job, not the person performing the job.""** They viewed job analysis as a
systematic process for obtaining, documenting, and analyzing information about job
content, job requirements, and job context.’**

In Staffing Organizations, Schneider and Schmitt broadly combined job and
organizational analysis. In terms of staffing, their analysis identified the types of people
an organization needs to be effective.'®® The three major functions of job/organizational
analysis are: 1) to identify human behavior required for adequate job performance; 2) to
identify the rewards of the job itself for workers; 3) to consider the impact of
organizational factors on performance.'® Jobs exist within an organization and are
explicit statements about appropriate means for accomplishing goals. However, poorly
defined organizational goals and jobs could have serious implications for job satisfaction,
employee motivation, supervision, and organizational effectiveness.!* Schneider and

Schmitt believed that job analysis provides a vehicle for correcting such deficiencies, and
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that both job requirements and worker rewards should be an integral part of job analysis.

Broadly speaking, job analysis can focus on two main functions: 1) the
development of work methods such as equipment design, facilities and work
environments [referred to as human factors engineering}; and 2) human resource
management such as selection, training, compensation and appraisal.'*® According to
McCormick, a major aspect of human resource management is matching people to jobs
in terms of abilities, skills, knowledge and other factors.'® In terms of human welfare,
optimum employment would provide positive satisfaction for the individual. McCormick
believed that job analysis can contribute relevant data for improving work functions and
human welfare.

Job analysis is an evolving practice that reflects changing needs and requirements.
McCormick defined job analysis simply as the process of obtaining information about

jobs.!® Bemis, Belenky and Soder defined job analysis as a ". . .systematic procedure

job content, job requirements and job context in which the job is performed."*! Job
content refers to activities, such as duties, tasks, steps and/or motions, while job
requirements refer to the knowledge, skills, abilities and other factors (KSAOs) required
to perform the content of a job in a particular situation. Context refers to a job’s
purpose, work guidelines, accountability level, consequences for error, degree of
supervision needed, and physical demands. Bemis, Belensky and Soder also said that the
purpose of job analysis is to provide an objective description of the job and not of the

person who performs the job.
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Ghorpade defined job analysis as ". . .a managerial activity, performed within
organizations, and directed at gathering, analyzing and synthesizing information about
jobs. . .that serves as the foundation for organizational planning and design, human
resource management, and other managerial functions,"'*? He provided four reasons for
conducting job analysis. First, it provides for an efficient allocation of resources to
perform the work of the organization. Second, since jobs are created consciously, they
need to be analyzed periodically and perhaps redesigned to insure that they are fulfilling
their purposes. Third, since jobs are usually designed by nonincumbents, job analysis
provides a way to correct poorly designed jobs. Finally, job analysis provides a vehicle
for aligning jobs with organizational change.'®?

As the name implies, job analysis is an analytical procedure that studies the
interrelationships among job components and that determines how the job fits into the
larger organization.'™ Data for job analysis can be obtained from a variety of sources--
written documents, observation of incumbents performing work, individual interviews,
group meetings, work activity logs, questionnaires and work samples where job analysts
actually perform the job.'¥

Ghorpade offered several propositions that summarize job analysis:

1. Jobs are subunits of organizations.

2. Job analysis consists of sets of activities that are directed at uncovering
information about jobs that can be used in a variety of management functions.

3. Purpose determines the type of job analysis performed.

4. There are no standard ways of gathering and analyzing job data. Job
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analysis methods are determined by the type of data gathered which reflect the original
purpose for conducting the analysis.

Although the job is the unit of analysis, job analysis can also focus on the KSAOs
of workers to arrive at an understanding of a job. Job oriented approaches deal directly
with the job, while worker oriented methods focus on the worker. Critical incident
techniques and behavioral consistency methods are considered worker oriented.

Cascio® described job analysis broadly as analyzing any work related information
used to define a job and to decide employee behavior requirements. Defining a job’s
task requirements leads to the development of a job description that is used to figure out
the KSAOs required to perform the job. Job descriptions tend to be sterile behaviorally
and do not reflect the dynamic nature of the jobs, especially in management.'® Job
specifications reflect the KSAOs required to perform a job and determine the personal
characteristics used in screening, selecting and placing job applicants.!® Cascio stated:

Job descriptions are valid to the extent that they represent accurately
job content, environment and conditions of employment. Job specifications
are valid to the extent that persons possessing the personal characteristics
believed necessary for successful job performance in fact do perform more
effectively on their jobs than persons lacking such personal characteristics
Unfortunately, little information exists on the validity of job descriptions
and job specifications.'!

Since traditional validation of job specification criteria requiring large numbers
of subjects is not practical for most organizations, Cascio suggested that an indirect
validation strategy might be more appropriate. Indirect validity permits the extension of

validity from one situation to another based on job analysis that identifies common

elements among jobs.'? He identified four types of job characteristics that could use this
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approach: 1) general job attributes; 2) ratings of traits required for successful job
performance; 3) job-oriented elements that describe what is accomplished by the
employee; and 4) worker-oriented elements that describe what the worker does to
accomplish results.'* Since narrative job descriptions are not quantified easily for use in
indirect validity studies, Cascio suggested that task checklists that measure frequency,
importance or time spent show promise for grouping similar jobs through factor analysis
or cluster analysis techniques.'

Job analysis using critical incidents reflects both static and dynamic job
dimensions by describing especially good or especially poor performance.'® This
approach involves collecting performance anecdotes that describe the context, what was
done, the perceived consequences of the behavior, and whether the consequences were
within the control of the employee. Incidents are classified by job dimensions and
formatted into checklists. The advantage of the critical incident approach is its focus on
job behaviors; however, it is time consuming and does not reflect average
performance. '

According to Cascio, job analysis legally can focus on either task or behavioral
requirements as long as critical from noncritical job requirements are differentiated.
Critical job requirements are defined as: 1) learned prior to hire; 2) define effective from
ineffective performers; and 3) can be reasonably expected from job applicants.'
Behavioral job analysis has utility for development of job families and career ladders,
self-development programs, and research in transportability or inability. Cascio said that

job analysis is difficult and that management jobs must be understood better.
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Grouping jobs together for purposes of validation and human resource
management practices can be handled in two ways: 1) define differences among jobs
through multivariate analysis of variance methods; 2) define similarities among jobs
through cluster analysis.'*® Job analysis yields two products--a job description and worker
or job specifications. A job description focuses on an entire job as the unit of analysis.
It describes what, why, how, and where of the job, but does not include worker
qualifications.'*®

A typical job description includes five elements: 1) the mission as reflected in the
title; 2) results of the job in terms of products or services; 3) objectives that specify the
amount of results expected in a given time; 4) duties that refer to assigned work tasks;
and 5) responsibilities that reflect the results of which the worker is held accountable.'®
Job descriptions differentiate jobs from each other and are used for deriving other
information, as a source document, and for basic job-related research. They serve as a
foundation for deriving worker specifications, performance criteria, job families and
compensable factors.'®!

Ghorpade noted that little consistency existed with the organization or terminology
used in job descriptions. Likewise, job factors were described at different levels of
specificity, depending on the purpose and the amount of time and effort invested in the
development of the job description.!®?

Since job descriptions can be used as the basis for administrative action, they must
meet tests of effectiveness in terms of reliability, validity and accuracy.'® However, as

Ghorpade said, it is difficult to evaluate entire job descriptions since they consist of
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multiple factors and of different types of factors. Therefore, job descriptions should be
verified factor by factor.

Reliability in job descriptions refers to consistency of outcomes and involves two
conditions. Stability refers to ". . .the extent to which the instrument yields the same
results over repeated applications"' and is shown if the reader’s understanding of the
job description’s contents remains stable over repeated readings. Equivalence is defined
by ". . .the extent to which the instrument yields similar results over multiple
applications at the same time and is determined ". . .if multiple readers gain the same
understanding at one reading."'® In this context, reliability becomes a communication
problem to insure that the job description conveys what it intended to convey.

Validity refers to the value of a job description as an instrument for action. The
more closely the description reflects the actual job situation, the higher its validity.'
Accuracy refers to the extent to which the job description reflects the true value of
described job values. Quantitative and objective factors are easier to verify than
subjective factors that may require the use of multiple raters with different characteristics
to increase correlations. '’

Understanding the purposes and issues of using job descriptions is important for
using these instruments appropriately. Job descriptions serve a vital link in human
resource management and, if they are faulty or weak, other steps may be also.

The second major outcome of job analysis is worker or job specifications that
identify the KSAOs necessary for effective job performance. Specifications show the

type and amount of worker characteristics thought to be essential for job performance.'®®

89

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Specifications may be divided into two broad sets of characteristics. First, aptitudes and
abilities refer to the basic capabilities for performing jobs. Aptitudes can be defined as
a potential or capacity for doing or learning something mental or physical, while ability
means a readiness to perform developed through experience and/or training.'® Second,
personality and related characteristics provide insight into the level of aptitudes and
abilities and a person’s willingness to use them. Measures of personality and other
characteristics help explain how a level of proficiency was developed and help predict
future use of aptitudes and abilities."™

According to Ghorpade, a significant amount of effort has gone into developing
procedures for deriving worker specifications, but standard procedures have not evolved.
The variety of methods in use can be classified as job oriented or worker oriented. The
derivation of worker specifications is an inferential process with both approaches and
relies on subject matter experts (SMEs) for making the inferences. However, significant
differences exist between the approaches in terms of the techniques used, the actions
required by SMEs and where the process begins.!” The job-oriented approach begins
with an explicit job description so that work demands can be compared against lists of
KSAOs by SMEs. The worker-oriented approach uses an inventory of work-related
behaviors, critical incidents or KSAOs that are compared by SMEs against other
instruments, superior workers or the job description to derive worker specifications. Job
descriptions are used for verification, not as the starting point of the analysis.!”

Procedures for deriving worker specifications may vary by the scope of factors

covered, level of detail, and form of the specifications. However, it is important to
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distinguish between basic and special competencies. Basic competencies pertain to the
KSAOs required to perform a job adequately or minimally, while special competencies
refer to the KSAOs needed for superior job performance.'™ Basic competencies should
be held by most incumbents at the journey level of their jobs and refer to the KSAOs that
workers get through education and experience. Basic competencies may include legal
or regulatory requirements,’are normally identified from task statements and are
generally considered the minimum requirements necessary to perform the job
satisfactorily.'™ On the other hand, special competencies are associated with superior
job performance. To identify special competencies, Bemis, Belensky and Soder
recommended remembering the five most effective and the five least effective employees
in a given job and identifying the differences between the two groups. They further
recommended identifying those factors that made the best employees superior performers.
Special competencies should be related to specific tasks, stated clearly and correctly, and
rated in terms important for superior performance.'’s

Ghorpade offered several criteria for determining worker characteristics: 1) link
specifications with specific tasks, context or other job factors; 2) differentiate
characteristics in terms important to job performance; 3) use sensitive measures of
characteristics that distinguish superior, average and unacceptable performance; 4)
consider the marketplace and the availability of certain characteristics.'”” Since the
derivation of worker specifications relies on human judgment, Ghorpade recommended
using five criteria for selecting SMEs: 1) job experience at the job; 2) human resource

expertise; 3) freedom from bias; 4) minorities to add fairness; 5) comprehension levels.'
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The process of deriving worker specifications must be thoroughly documented
in terms of procedures and decision rules used. Ghorpade recommended documenting
these areas: 1) the job factors used to generate worker specifications and the procedures
and rules followed in choosing the factors; 2) the human characteristics used for deriving
the specifications and the procedures and rules used in selecting specifications; 3)

characteristics of SMEs; and 4) key statistical results.!”

Legal Perspectives Related to Job Analysis:

Federal laws and regulations prohibit discrimination against protected classes on
non-job-related factors. Employment tests should measure the requisite KSAOs for
performance in a given job and not measure the person in the abstract.'"® Adequate job
analysis is required to prove the job-relatedness of employment criteria and to show that
a person is not assessed in the abstract. If adverse impact results from an employment
decision, an employer must establish that selection criteria are bonafide occupational
qualifications for a job and have a demonstrable relationship to job performance.®!

Job analysis provides information for determining the job relevance of
employment criteria. Its uses include: 1) defending a selection procedure as content
valid; 2) defending a selection procedure as having criterion-related validity; 3) proving
job comparability when using validity studies with multiple employers; 4) developing
performance appraisal systems; and 5) designing the content of training programs when
used as job requirements for selection or promotion,'#

Judicial concerns regarding job analysis have focused on five areas. First, job
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analysis showing evidence of similarity among jobs is necessary when employment tests
are generalized or transported to a setting they were not designed originally to cover.'®
Second, employers must be extremely cautious when using cut off scores or ranking
procedures to reduce large candidate pools to a manageable size. Test procedures must
closely approximate the job and be based on strong evidence of validity derived from job
analysis.’™ Third, employers should reduce the "inferential leap" between predicted job
performance and assessment of worker characteristics by showing the relevance between
work performance and measures of behaviors and/or qualifications. Job analysis that 1)
emphasizes observable work behaviors and the use of multiple sources of data and 2) that
reduces the inferential leap between tests and job performance has a higher probability
of surviving a court challenge.'® Fourth, criteria used in employment decisions must
have relevance to the job and must represent critical work behaviors for successful job
performance. Job analysis should provide a detailed list of critical work behaviors and
their relative importance for job performance.'®® Finally, employers who use validated
tests that result in adverse impact should seek alternative assessment strategies with equal
validity and less adverse impact. Job analysis information can be used to suggest
alternative assessment methods to achieve legal compliance.’®’

Bemis, Belenky, and Soder argued that adequate job analysis is essential in
proving that a test or employment procedure is job related, but also acknowledged that
there is no authoritative set of principles for job analysis practices. No job analysis
procedure has full professional and legal approval.'® The context determines the purpose

for the job analysis, the relevance of methods and procedures, consistency of application,
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and appropriate use of the information.
Now that background information and legal issues have been reviewed, the

discussion turns to relevant research issues in job analysis.

Research Issues in Job Analysis:

Research has been conducted on the source of job analysis ratings. Jones, Main,
Butler and Johnson studied whether narrative descriptions might be converted into
standard job analysis ratings that describe key characteristics of various jobs and
represent the similarities and differences among those jobs.'® The researchers used the
Position Analysis Questionnaire (PAQ) with raters unfamiliar with the 1,100 positions
in 121 job categories. Jones et al. found that job analysis ratings derived from narrative
job descriptions appeared closely linked to measures of required worker abilities found
in the PAQ validation research; these ratings were sufficiently sensitive to the
similarities and differences among the jobs to produce conceptually meaningful job
clusters.”®® They argued that the use of narrative job descriptions reduces costs and
intrusiveness of job analysis and provides useful information for understanding P-J fit.
Their research supported the use of narrative job descriptions as sources for ratings.

Peariman and Schmidt studied the effects of alternative job grouping methods on
the validity of selection procedures. They noted that utility of job families for use in
selection depends on two criteria: 1) The job analysis should sort job groups into
discriminative categories that show substantial validity differences across groups; 2) The

procedure should create homogeneous job groupings with reduced validity variability
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within groups rather than across groups.'” Pearlman and Schmidt investigated the
differences among and within job families grouped by four types of job analysis
information: 1) molecular work content that focused on specific job tasks; 2) worker-
oriented job content and information processing requirements; 3) human attribute
requirements or KSAOs; 4) broad content or activity structure such as sales, clerical,
mechanical repair, etc. These types of information vary in their costs and difficulty to
obtain, with task analysis being the most expensive and time-consuming and with broad
content classifications being more simple and inexpensive.'*?

Pearlman and Schmidt found that differences in tasks, behaviors, abilities or
KSAO:s are not sufficiently large to yield significant moderating effects. They discovered
little variability in mean validities across families and only small gains in validity
homogeneity within job groupings based on the four grouping systems.'®® Pearlman and
Schmidt concluded that test validities are generalizable for individual jobs and job
families and for heterogeneous jobs spanning the occupational structure.'® They noted
that simple, rational methods of grouping jobs based on general content structure may
be as useful as more complex and expensive methods of job analysis.

Fleishman outlined four systems for linking job tasks to worker specifications.
He argued that existing taxonomies are either too general or too specific for generalizing
from the effects on one task to another. He believed a system of classification is needed
to improve generalizations and predictions about how tasks affect performance. Such a
classification taxonomy would have use in job analysis, job design, selection, training,

performance measurement and development of information systems and databases.!*> He
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used three criteria for classifying human task performance: task dimensions, behavior
or response requirements, and inferred processes. '
Fleishman identified four primary bases for task classification:

1. behavior description approach classifies human tasks in terms of observed,
overt behaviors to dimensionalize specific behaviors into broader classes;

2. behavior requirements approach infers processes required to achieve certain
levels of performance in tasks. The worker is assumed to possess a repertoire of
functions that become manifest between stimulus events and responses;

3. ability requirements’ approach assumes that tasks requiring the same

abilities can be placed in the same category;

4. task characteristics’ approach is based on a definition of a task as a set of
conditions that elicits performance, is imposed on the worker, and has objective
existence.!”’

Fleishman recommended that descriptions be defined as accurately as possible,
quantified if possible, and applied reliably. He noted that the abilities requirements

approach is the most developed and is most relevant to issues of content and construct

validation.!*®

This approach is useful for classifying, grouping and indexing jobs in
terms of common ability requirements.

Naughton and Outcalt developed an occupational taxonomy based on job
characteristics theory to focus on the intrinsic motivation potential of a job.'” They

observed that critics of stimulus-response theories argued that individuals may behave not

to satisfy needs or reduce drives, but to increase or intensify needs that are self-
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rewarding or intrinsically motivating. Naughton and Outcalt believed that job stimulation
has important implications for P-J fit and work adjustment. Their research focused on
the work’s potential for engaging the intrinsic motivation of workers.?® Using Hackman
and Oldham’s five job characteristics (autonomy, task variety, identity, significance and
feedback), they developed a taxonomy of occupational profiles based on individuals’ job
descriptions as the unit of analysis. They performed cluster analysis on two broad
samples using the five job characteristics.

Naughton and Outcalt found that job categories appeared to be related to
organizational size, prestige and job satisfaction based on between-cluster analysis,
Within-cluster analyses were nonsignificant. Since traditional occupational groups can
vary both within and between one another in terms of job characteristics, they believed
it is important to distinguish between work environments and occupational differences in
job characteristics.” They recommended using the job characteristics taxonomy with
other environmental assessment to enhance P-J fit and concluded that homogeneous job
groups can be derived from individual descriptions of job characteristics.

Several studies addressed the effects of rater characteristics on job analysis
outcomes. Silverman, Wexley and Johnson focused on the effects of job incumbent
characteristics on structured job analysis instruments. They observed that both low and
high job performers responded in similar fashion and could be used as raters.”” More
educated job incumbents gave more consistent job analysis ratings across time, and their
ratings also correlated more highly with job analysts’ ratings. However, no significant

relationship was found between incumbents’ job experience and rating consistency or
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agreement with job analysts’ ratings.?® Within this line of research, Silverman, Wexley
and Johnson further investigated whether incumbent age and job experience affected
responses to a task-oriented questionnaire used to analyze three clerical job families.
They found that older, younger, experienced and inexperienced incumbents did not differ
significantly in ratings of clerical work activities. Their results were consistent across
three job families and six rating scales. They concluded that ". . .all incumbents
regardless of age or tenure can be used in obtaining certain kinds of job analysis
information. "2*

Conley and Sackett used three methods to investigate the relationship between
incumbent performance level and job analysis information:*® ratings on task scales; KSA
scales; and the Fleishman scale of cognitive abilities. They thought that performance
level influenced the perception of job analysis data. High and low performance groups
generated and rated both task and KSA lists, then completed the Fleishman Scale. Factor
analysis defined the scores, then discriminant analysis was used to find group differences.
Conley and Sackett found ". . .no difference in the quality of job-analysis data of high
or low performers either when (a) the type of method used varied or (b) incumbents
actually generated the various types of inventories. . . .[T]he performance level of the
incumbent selected to give job-analysis information appears to make little difference in
the results obtained."*® However, they noted that their job analysts were trained and that
training may make a difference in results.

Green and Stutzman experimented with methods of selecting respondents for

accurately rating job analysis task questionnaires.”” They developed two general
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methods: 1) identifying respondents knowledgeable about the job based on their
background, peer ratings, performance ratings and organizational information; and 2)
selecting respondents based on a comparison of their ratings and the total population’s
mean ratings based on a carelessness index designed to assess a tendency to rate
irrelevant tasks. Their intent was to provide practitioners and researchers with criteria
for selecting job analysis respondents. Based on a large number of statistical analyses,
Green and Stutzman defined four general postulates for selecting job analysts:

1. Different selection measures yield different job analysis respondents.

2. Respondents are not equally accurate and can be screened with a
carelessness index.

3. Sometimes, more than three respondents are needed to obtain reliable
results.

4. The selection of job analysis respondents assumes greater importance when
the job is ill-defined and unstable.2®
Green and Stutzman concluded that more research was needed to clarify the relationship
between the purposes of job analysis and the selection of respondents. However, they
acknowledged that such research was difficult to conduct and that no criteria were
available against which to measure selection measures.’®

Schmitt and Cohen investigated responses to a job task inventory by different

groups of incumbents according to sex, race, experience level and job experience.?'?
They used 411 middle managers in three occupational groups to complete a job task

questionnaire using time spent and difficulty rating scales. They noted that use of job
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incumbents in job analysis is widespread but there is little evidence on whether
incumbent characteristics influence job rating responses. Schmitt and Cohen tested for
mean differences in task ratings across different groups and assessed if there were
subgroup differences at various levels of total involvement in the job.2" They found that:

1. Women reported less frequent participation in tasks that involved financial
or budgetary tasks and involved talking to people outside the organization.

2. Tenure did not affect task evaluations.

3. The largest differences occurred among occupational subgroups--technology,
business administration, or control functions in terms of time spent and task difficulty.
These findings tended to reflect job functions.

4. Time spent or difficulty ratings of minorities varied more as a function of
their involvement in the total set of functions than did majority incumbents. The
researchers believed that minorities who do well get increasing responsibility for a wider
variety of tasks because of their status and low numbers.

Schmitt and Cohen found that job level of respondents did not affect evaluation
of tasks but occupational differences were important. Differences in sex, race and tenure
on task difficulty were due to direct involvement in a task, not perceived difficulty.
They suggested that job analysts examine the responses of different subgroups.

Another set of studies dealt with the amount and source sophistication of
information used in job analysis ratings. Two studies investigated the common
knowledge effects of job analysis ratings given by expert and naive raters on the Position

Analysis Questionnaire (PAQ). Cornelius, Denisi and Blencoe challenged earlier
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research that suggested that college students with only job title information produced
ratings that correlated highly with job expert ratings. One explanation for this finding
was that the PAQ measures only trivial or common knowledge about jobs.? The
researchers challenged this explanation based on the method by which convergent
validities were calculated. The previous study analyzed 25 state government jobs using
five different types of raters: incumbents, supervisors, job analysts, college students
given only job titles, and college students given job titles and job specifications, and
concluded that the type of rater used makes little practical difference. Cornelius, Denisi
and Blencoe initially found high intercorrelation between expert and naive raters;
however, when "does not apply" (DNA) items were removed from the data analysis,
correlations dropped from the 70s to 90s, to the 40s range. The researchers concluded
that the PAQ may not be appropriate for all jobs, especially some professional, technical,
and managerial jobs, and that the shared stereotype explanation is not supported when
data are adjusted for DNA items on the PAQ. They argued that the PAQ does provide
useful information beyond job stereotypes.?"

More recently, Denisi, Cornelius and Blencoe investigated the possibility that the
number of PAQ items rated DNA can be seen as an index of the appropriateness of the
PAQ for analyzing a particular job.?"* Additionally, they hypothesized that significant
differences exist between expert and naive raters. Their results suggested that naive
raters cannot provide equivalent ratings and that it may not be appropriate to use the
PAQ when high numbers of DNA items are checked by raters. They recommended that

a contingency approach to job analysis be used by which the analysis method is matched
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to the job and the individual differences of raters are considered.??

Friedman and Harvey investigated how the amount of job description information
effects the accuracy of PAQ ratings.”'® The need for such research was based on the
high cost of obtaining job analysis information and on recent interest in reducing costs
by reducing the amount of job analysis information. They found that naive raters
provided with extensive job description information and training were unable to generate
PAQ ratings that correlated highly with ratings of job experts.?’” Convergent validity
was highest for naive raters with the most extensive job descriptive information.
Friedman and Harvey concluded that accurate, extensive and readily available job
information does make a difference in PAQ ratings.

Butler and Harvey compared holistic versus decomposed ratings of PAQ work
dimensions. Following previous attempts to reduce the costs and intrusiveness of the
PAQ by limiting the amount of information provided to analysts (with negative results),
this study attempted to simplify the rating task itself. Previous research on strategies for
evaluating worker requirements and intrinsic job motivation found that holistic judgments
were as effective as making several decomposed judgments of job dimensions than
combining them for a total rating.?'® Unfortunately, such holistic ratings did not yield the
multiattribute profile required for many human resource functions. The goal was to
reduce the number of PAQ ratings for each job while producing full profile dimensions.
Butler and Harvey rated each PAQ job dimension holistically, then compared their
ratings with more traditional decomposed ratings. They found ". . .a near total inability

of raters, regardless of their past PAQ experience, to make accurate and reliable holistic
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dimension ratings."?"? Butler and Harvey speculated that raters were overloaded with
information when attempting to make holistic judgments. They suggested that other job
analysis techniques similarly will not benefit from holistic ratings and that additional
research is needed on the information processing aspects of the job analysis process.”

This ends the review of selected job analysis literature. The next section presents

parameters for developing the job analysis inventory.

Job Analysis Summary Points:

Consistent with other topics reviewed in this chapter, job analysis literature is
summarized to guide the development and test of the job analysis inventory. The main
points are listed below.

1. There are no standard ways of analyzing jobs. Purpose determines job
analysis method.

2. Standard procedures for identifying worker specifications have not evolved.

3. It is important to distinguish between basic and special competencies.

4. Use multiple criteria in selecting SMEs.

5. Thoroughly document procedures to identify worker specifications.

6. Narrative job descriptions can be used for ratings.

7. To strengthen the utility of job families for use in selection, sort job groups
into discriminative categories that show validity differences across groups and reduced
variability within groups.

8. Simple, rational methods of grouping jobs based on general content
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structure may be as useful as more complex methods.

9. Use cluster analysis on job families to identify subgroups, then conduct
between group analyses.

10. Homogeneous job groups can be derived from individual descriptions of
job characteristics.

11. All incumbents despite age, tenure or performance level can be used in
obtaining job analysis data.

12. Examine the responses of different rater subgroups for systematic
differences.

13. Use "Does Not Apply" or DNA ratings to determine the appropriateness
of a job analysis instrument for a given job or given set of raters.

14. Available, accurate and extensive job information affects ratings.

15. Holistic ratings of jobs may overload the information processing capabilities

of raters.

Summary

The literature on behavioral consistency and person-job fit showed that
measurement is a major problem. New research could address measurement issues by:
1) using commensurate P-J measures and point-to-point P-J comparisons; 2) basing
measurement of jobs on dimensions of behavior; 3) incorporating satisfaction and
performance variables as dependent variables of P-J fit; 4) using holistic measures of

persons in natural settings; and 5) operationalizing P-J fit as a score.
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Miller’s BCM provides an extensive assessment of individual behavior. His
taxonomy of 268 behavioral elements in five dimensions, derived from content analysis
of behavioral incidents, provided the content and structure for the development of the
commensurate job analysis inventory. Using commensurate person and job elements
could lead to developing parallel measures that would permit defining P-J fit as a score.
Such a score would represent the geodness of fit or the degree of P-J correspondence and
could be inferred to represent the quality of the P-J relationship. A P-J fit score could
be tested as a predictor variable on a variety of indicators, such as satisfaction,
satisfactoriness, stress, work performance, intention to quit, absenteeism, and/or medical
symptoms. However, before a P-J fit score could be derived, the job analysis procedure
had to be developed and tested to prove its reliability and measurement accuracy.

The next chapter presents the research methodology for the development and test

of the job analysis inventory.
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