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[ titving where performance control may go remain, however. Could not all those who
wrong. To the extent that biases can be antici-  become ineffective be immediately fired, thus
, pated in advance, it is more likely that they eliminating any need for time-consuming and
can be eliminated. costly pracedures such as performance analy-
I! Second, the diagnostic process is facilitated  ses and corrective actions? The answer is that
| in several respects, and biases may well be although firing is always™ possibility, it has
i reduced, by resorting to  psychological  become hedged with so many constraints,
both internal and external to the organization,

appraisal. Appraisals of this kind typically

utilize interview data, personal history forms,  that it is often not really feasible. In addition,

and ability and personality lests (Ryan & it can well be as costly as taking corrective

Sackett, 1987). The case at the beginning of  action. Thus it must be considered a last
resort in most cases. Furthermore, the legal

15
i-

Chapter 6 provides an example of this type of
doctrine of termination-at-will 1s sufficientlv

assessment involving an apparently alcoholic
airline pilot. Box 14-1 provides another exam- threatened by changing social values that fir-

s

ing can be expected to become even more dif-
ficult in the future.

Pressures against firing emanate from the
costs of unemployment compensation, legal

ple of psychological appraisal, although in
this instance not involving poor performance.
Industrial clinical psychologists carry out
these kinds of evaluations for many purposes,

,-I but one of the major ones is to identify factors  actions, severance payments, and hiring
.[ contributing to ineffective performance. The  replacements. Unions and employees may
; process is analogous to what clinical psychol-  create obstacles. Exhibit 20-7 lists additional

reasons why fliring may be preccribed, in

ogists do in diagnosing the causes of emo-

tional and some physical disorders. spite of puor performance,

Taken as a whole, a rather imposing, array

.J .@ As indicated in Chapter  of factors exerts strong pressure f{or perfor-
.' 16, selection and screening are unlikely to mance control  rather than  discharge.
Certainly firing is not an impossibility, but it

|

- Fraeat et tions from experiencing per-
formanes . problemy,  although  they may
| reduce  them.  Another  possibility — does

is ‘otten a last resort. As an all-purpose solu-
tion 1o ineffective performance, it is clearly
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inappropriate. As a solution wl.mn curlr{'cli\'L'
action is known to be cither :mpnsmll':le or
nexpedient, it seems preferable to letting an
employee stay on indefinitely while remain-
--v.;l-niiwl_v unsatisfactory.

! Individual Causes of Failure

— e e S

Intensive study of cases where performance
failures have occurred has resulted in the
development of several schemata that cover
many of the factors that may prove strategic
l'\!in'cr, 1985; Miner & Brewer, 1976). The ele-
ments of such a schema are treated as hypoth-
cses that should be considered either implic-
itly or explicitly in the process of diagnosis.

The number cf confirmed hypotheses or

strategic factors that will emerge from this
process varies considerably from case to case.
Job railure is rarely a result of a single cause.
Usually, the number of contributory factors
runs to something like four, but in an occa-
sional instance it can be as high as seven or
cight. People fail because with their own par-
Gvidar pattern of abilities and personality
Characteristics, they become enmeshed in a
“pecilic constellation of circumstances. The

s to speil out exactly which among
: individual and environmental factors
Navein fact played a causal role.

We will consider the various potential
Citises in the order of individual, group, and
urnanizational/contextual, A more extended
ficatment of many of these factors is given in
ll'.l_rl r_m: of this book, although there the spe-
HHC tacus on contributions to performance
fiture s Joss pronounced. Where Appropri-

de the corres ‘
e the corresponding chapters from Part
P e g ited,

My !

|J:':1."\;‘

’"'"”".l:vr:cu%a_n_(Jer_:hj{nu'.vlr:dgu (Chapler 2)

D Lastitliciont verbal aliims =t
i AL T s up
e ) [.ujit'mn 15 located, the
b demands in terms of yorpg)
' G fdal ateiligence, Given this cir-

Clins \) GUAD ‘
ANANGUADC Surpnsing that on occa-

9o

sion people attain a level where the role
requirements are intellectually beyond them.
At such times, failure is likely to be reflected
in a high incidence of errors and incorrect
decisions.

Insufficient  special  ability, Various jobs,
regardless of their level in the hierarchy,
require widely differing types of intellectual
abilities. Numerical, spatial, mechanical, cleri-
cal, and other abilities are relevant for some
tvpes of work and not for others. To the
extent that individuals lack whatever such
abilities may be required, they are likely to
fail through an inzbility to think ecffectively

nd learn rapidly.
)
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nsufficient job knowledge. Tnsufficient job
nowledge cannot be attributed to lack of
ability. Individuals may have the intellectual
capacily to learn the job, but either because of
inadequate training or for some other reason,
they have not done so. In some instances, the
ditticulty relates to a lack oi desire to take
advantage of learning opportunities or emo-
tional blocks to learning,

-

redgnient or memory. In most cases,
defects of judgment or memory reflect the
interference of emotional factors with intellec.
tual processes. The individual may do well on
standard intelligence tests, but when it comes
to applying intelligence on the job, the results
are not as good. Defects of this kind are por-
ticularly frequent among those suffering from
some type of emotional disorder, but they can
also result from a disturbance in brain fune-

nmun‘g,' such as might oceur as 1 result of a
head injury,

1ndividual Motivation (Cha
SLHONS motives frustrate
the 5 |

ﬂ:h- :11;::.{ commaon type of motivationally
aused performance failure is the case where
}m md:yldual wants something very much
t;'om a ]{::b anq is unable to attain it. Among
: uet- ht'hmgs desired that seem to be important

In I = - ) 3
S Sense are success, the avoidance of fail-

ure, domination of others, popularity social

Pters 3 and 4)
{a 1 work. Probably
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tention, and emotional suprm:i
$s nIe fr1t,=l'rntﬁ1, the in. |

al
vidual may leave the int_*-. may 5|n_\;l c:i :':::
make little effort, may nenwrml* eullen i |
or may attempt 10 achieve wlmll 5
‘ havior that is .mlilhvlu:nl

interaction, i
When euch moly

angry,
wanted through be
1o effective job performance. . =

l.’rmtrcthnf means to. ..F'fnjqu m:w!mg_.
Workers who resort to behavior that 1s not
job-integrated may pot actually experience
any frustration of a strong motive at work.

Many people develop an approach to a job
thal permits motive snlisfncfinn but at the
expense of fulfilling role mqu‘m-mr:n-ts. A sec-
retary who desires social interachon may
make friends rapidly and spend most of the
time talking to others, to the detriment of the
formance of everyone involved. Similarly,
theft and other forms of dishonesty may rep-
resent a rapid route to the goal of success.

Excessinely  low ;u'rsmml Ii'ﬂrk f’.‘lﬂi"ffﬁ
Another possibility involves individuals who
set very low work standards for themselves,
standards well below these considered mini-
mally acceptable. Individuals who have such
low standards tend to be poor workers. They
“chieve a sense of personal success and
accomplishment with a degree of effort far
below that actually required.

Generalized loe work motivation. These are
individuals whose motivational systems are
so structured that their important desires
tend to be satisfied oulside the work situa-
tion, or at least through behavior that is not
_intended within the role presciiptions for any
job. In such cases there is practically no mesh
between the individual and the world of
;;T::;t:nd sl s Lating the quantity, and

thabiy :|u.1l!ty also, of outpul will be Jow
quite irrespective of the position held, :

Emotigns and Fmolional lllnes

. Emolj :s5 (Chapter 6

: i}.qun_mf disruptive emotion, F.muﬂunw )cm
nierse enough and frequent eng gh, ha w:-

} tr f

e — _—ﬂﬁ r
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{ pegative gmotional states, such as anx: ‘,
true of NEE ‘h‘Pr‘,,;qJ‘,,n, shame and guilt, :

jety and fent,
But failure can i
tent ANKET 1:.-;\[1’111-'-\-, .
vidual need not be rnmhmln s
impact on the level of work performance to

manifust itself. The result may T)lfidr‘rm;nb-r_-rr :';i-
cability O {l‘.-r‘uCt"nlr-'-IL a0 that out
errars; an inabiik ey to be constantly
put is slowed; a tent ‘"'Y ¥ i A
immerged in controversy; 0% o el
haps most frequent, @ continuIng a;mdaf\c_c
of many required ol behaviors. prane. ¥
often at the heart of the P’Ubl‘?m:

Paychosis, Psyclioses manifes
in a varicty of symptoms that _t“k” i abas
inflexible character and serve IUJ'-hSl’UPt many
of the ongoing Processcs of life. In a psy-
chosis, the prcoccupution with symptoms,
emotions, and the warding off of unpleasant
feelings becomes SO intense that a break with
reality occurs, at least at certain times and
under certain circumstances. Symptoms vary
from incessant emotional states to disorders
of physical functioning, to pathological
behavior and speech, and even lo extreme
distortions of perception and belief. Although
the various psychotic conditions represent
relatively rare phenomena insofar as the work
environment is concerned, their impact on
performance is generally marked. Often the
individoal eannot continue work at all while
in the psychotic state.

Lersonality disorders e . :
orders, nlth::u;.!;lhl :':‘f;l:‘;ql‘rﬂri‘::qf :“-:-Slc) nn‘li_}' fier
on occasion have iltqtl as d t ey
on work PL‘rI’nrm'; 2 FCtEmohtat aredect

ance as psychoses. This
appears to depend to a co w‘} }._-:' VSOS I
the job level, In lowe 3% L'Tt'lb'l-'.‘.cxtum Sl
repetitive nature, sy sl _Pﬂﬁlhnns of
order are much 'niltrlr‘iptums Wt emotional dis-
particular jobs, the d:t:i“m“““n. q_ml m these
0 be loss, At hie mental etiects appear
- At higher Tevels, on the other hane
personality disorders are ten: ¢ other hand,
: S are typically quile dis-

ruptive, | ]
I Examples of managerial styles and

symptoms, and h
e I haw they may. dis .
manee, are given in Exhibit (;{i IHECRSEOR

|80 OCCUr A8 A result of persis-
and excitement, The indi-
Wly ill for a severe

t themselves

d
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Alcohol and drug .th’t‘i’,'f. .-\Il'ﬂhnl!‘:tn has
m—;;;:;:;;gmﬁm as a major problem Hy many
employers for a Rumber of years, Bedause of

drinking on the job, hangovers, and Lmtirtv_

alcoholics often turn out poor work. | 'l’WN’er,
vhe major impact i€ in terms ol absenteeism,
where rates two to three times those bf other
{\n-.l_w]p?.'(\[‘snrt‘ h'[‘if."li. In part, but only in part,
these high absence rates are a function of acci-
dents and physical disorders resulting from
the alcoholic state. In some cases performance
wends to deteriorate gradually to the point
where employment is no longer possible.
Heavy use of any of the drugs currently in
vogue, such as marijuana, amphetamines, the
hnilucinogcns. and opiates, appears to have
negative consequences insofar as employ-
ment is concerned. People under the influ-
ence of the drugs while at work can be
expocted to suffer performance decrements
and to have more accidents. Drug users also
have higher absenteeism rates (Heisler, Jones,
& Bersham, 1988). In addition, certain physical
disorders have been found to result from
drug use, and where the drugs are expensive
and addictive, as with heroin, there is a con-
ciderable risk of theft (see Chapter 18).
Quantity of drug use is a better predictor of
drug problems than frequency. What really
hurls is using Jrugs too much (Stein,
Newcomb, & Bentler, 1988).

Physisal Characteristics and Disorders ©

Plysical illness or  handicap. The major
avenue through which physical disorders
contribute to ineffective performance 18
absence from the job, although quantity and
quality of output may also be affected.
Handicapped  employees have gm.wrnll‘y
proved as competent as other warkers if thu.lr
handicaps do not bar working al all, but in
some instances certain disabilities may con
tribute to failure in specific jubs. There arc

g el o ials the blind, those with
( btrnrt KVQUAT EAMERASY ard other handi-
capped people just cannot do effectively.

HINOW,Y

Eﬁuﬂm lel )

h'_lh'” i ermol oy igl
number of physieal ]fwmpi:?n:l ':j:-'w;:i :;
headaches, fninting, tﬂrpﬁ, high !;slnnd pr-'ﬂ;'
sure, hay fever, backache, and ;Irm ri'HnrﬂF:l"}
may be caused by emotional factors Whnr:.
this is the case, the symptoms and the work
disruption are identical to those that would

exist if no emotional element were present;
only the cause is different,

uﬁ!ﬂﬂm_}ﬂwimf charucteristics. In-
appropriate physicarmre the
features of bodily proportion and esthetics
that, although not widely significant, may
bacome strategic in certain jobs. A large per-
son may have difficulty working in a
cramped space, as may a small person in a
truck cab with the seat far removed from the
controls, or an unattractive person in a mod-
eling position. Many physical characteristics
are less important today, what with the
advent of human engineering and the conse-
quent emphasis on designing equipment to fit
the human operator, but these factors can
become crucial at times.

nsufficient muscular or sensory ability or skill.
A variety of muscular dexte Tha abil-
ties, as well as purely intellectual abilities,
may influence job performance. Where there
is a deficiency in some ability of this kind that
is required bv the job, ineffectiveness can
result. Strength does appear to have decreas-
ing relevance now, but it still can be a factor
in failure on some jobs. Deficiencies of vision
and hearing also remain a significant source
of problems in many cases. Competence in
driving a truck, tos instance, is strongly influ-
enced by such sensory abilities.

L] Group Causes of Failur2

Groups al Work (Chapters 7, 8, 9, and 10)
Negalive consequences associared with gronp

qoehiesipn. Restriction of oGtpul within a " eone-

sive group can vield a low level of production

that is, nevertheless, socially  sanctioned.
Although it is common to observe a generally




centralizing tendency among group members
when restriction occurs, it is also true that
some individuals may be forced below the
minimum acceptable level of output by the
restricted  standard. Also, groups with a
marked sense of cohesiveness may reject
members whom they believe to be deviant.
Although such ostracism may have no effect
on some people, it is extremely threatening to
others. The result can be intense anxiety or
anger that constantly disrupts work.

Ineffective management, Varying managerial
styles can influence performance in different
ways. Managers who are extremely inconsid-
erate of subordinates and those who fail to
establish and enforce standards may well
have low-producing groups. Laissez-faire
managing, where very little if any supervis-
ing occurs, is particularly detrimental. It is
also apparent that these styles can contribute
to the ineffective performance of specific sub-
ordinates. It is not at all uncommon for super-
visory action to conflict with subordinate per-

sonality patterns—and as a result actually
produce failure, even where just the opposite
result is desired.

! rinte managerial standards and cr.te-
g, The criteria on which subordinates are
judged are usually set by their superiors, as
are the performance standards used to deter-
mine effectiveness. In certain cases these may

be established without any reference to orga-
nizational goals. Thus failure may be embed-

ot it s ol B, B
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disturb work perfermance. Among these are
desertion, divorce, threatened divorce, illness
of a family member, death, or criminal prose-
cution. Normally, these effects are transitory,
but on occasion the performance decrement is
maintained for a consid~-able period.
Separntion _from_ the family, The fact of
extended separation from either the pa rental
family or a spouse and children can produce
a very intense homesickness in some individ-
uals. Business trips, temporary assignments
out of town, management development pro-
grams at universities, and the like induce con-
siderable anxiety in some people, especially
those who have rarely been away from home
before. The result can be a severe disruption

- of performance during the period of absence,

with frequent errors, poor decisions, and dif-
ficult interpersonal relationships.

Predominance of fomily considerntions over
wmmmeﬁunt
a threat to the family’s unity or survival, yet
they can have a considerable impact on per-
formance. A demanding spouse can require
so much of the marital partner’s time that lit-
tle time is left for work, Or a spouse may
become disturbed at leaving the home town
or going to a foreign country and may impose
a severe burden. Certain family situations are
little short of chaotic, and some carryover into
the work situation is inevitable. Competition
between father and son or wife and husband
may well produce emotional reactions that

ded in the evaluative process rather than in
the individual. Because of supervisory biases,
standards may be set at an unrealistically
high level. Or the criteria employed may be
totally irrelevant to actuai role prescriptions

and the company’s goals. In such instances
the failure may be by definition only.

F II I.

: Family crises. There are a number of signif-
icant events occurring in the home environ-
menk e o 2n.impact on the person-
abzy of certain individials that is sufficient to

permeate the job.

(2" Organizational/Contextual Causes
of Faitare ¢

[he Organization (Chapter 11)

Insufficient organizational action. job failure
may occur or perpetuatec

ccause the
company does not take the kind of corrective

action required. Treatment, training, and the
like simply may not be provided, either inten-
tionally or through some oversight. In either
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case, the lack of action on the part of Iljl‘ com
pany can become strategic. The decision not
to invest in corrective action may be based on
various considerations such as cost, ll“‘f‘“'“
of sucvess, and the availability of potentially
elfactive replacements,

Placeniend_crpor. Placement error probably
appears in more cases than any other. It is
particularly prevalent where random assign-
ment policies, seniority, or union pressures
govern the placement process and where
there is accordingly little effort to put individ-
wals with known characteristics in apprepri-
ate jobs. [ intellectual, emotional, motivation-
al. or physical lactors are strategic, there is
nearly always a placement error as well,

appropriate arganizational style. On ocea-
sion, a company wall operate under such lax
and permissive personnel policies and proce-
dures that employves are actually encouraged
net to werk. When circumstances of this kind
euist, individeals with certain Lypes f moti-
vational patterns mav become incffective as a
tesult. A company may, for instance, encour-
dge insubordination through a lack of disci-
pline. Excessive training, far bevond  that
required for completye learning, can foster a
tecling that actual on-the-job production is
unimportant. Too liberal sick-leave policies
van result in excessive absenteeism,

Excessiov span of control. In some Cases,
anagers may fal to deal effectively with
particular subordinate and thus contribute t
4 pertormance failure, not becawse of any
}:1.hlﬂp|.1q:}' in themselvis as managers, hl.:'l
Gecatse there simoly is not sutficient e,
Fhe number of individuals supervised, the
span of control, mav be sooereat that the
Manager cannot deal with subordinates as
dividuals, carrying out pertormance analy-
s and the like, Tl srganizitional strugture
s been establishuod in stich o way as to pre-
viude oltective actiog by 2 ﬁll].‘ll,'rii.’il’ aimed at
preventing performance tailure.

P Happropriale oreauizutional staudinds yl ri-
L. Inappn‘rpri.:tc orgarizationn

e
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and criteria are the counterparts of the inap-
propriste mamagerial standards and criteria
category discussed under the work group
heading. In this instance, however, the focus
is on standards set as a result of organization-
al policy or Mgh-level decisions rather than
on those established by individual superiors,

The Societal Context (Chapler 5)

pphicalion —of Tegal  sanctigns. These  are
cases in which individuals are unable to per-
form their job duties because they have com-
mitted a crime and have been sent to jil,
Enforcement  of socictal  valies. Although
socicty obtains compliance with its values in
large part through the agency of the legal pro-
cess and police action, it is also true that pres-
sure may be excrted outside the law. Thus,
sales personnel may fail because no one will
buy from them after they commit some act
that potential customers consider unethical or
immorai.

-

Conflict betsieen job demands and values. The

most frequent type of strategic Tactor involy-
ing societal values is the situation in which an
individual holds strong convictions that are
i contlict with the role requiremerts for a
job. Intense cammitments to eyuity and fair
play, to individual freedom, and to morality
can contribute to job failure. It is not uncom-
mon for industrial scienlists, for instance,
With a strong beliet in freedom of Inquiry to
become incensed oy the restrictions of a
burcaucratic urpanization.

The Work Consex|

N:'Lqﬂhir‘r CONSetices ol
Competing T ™y aronomiic conditions
HESTORY S0 prvdies w0 sitiation: in which
emplovees camot i,
twent with their standards. As o result, thev
blysirie CMotiomally distressed, and eventual-
ly performance does not even come up to
\\’l:h‘ll_l‘l)llltl reasistically be expected under the
UXisting CIrcumstanees. 'robloms of this kind
are pnrticul.lrly Lommon among m\ln'}ipmple.

COOROIIC o es,

Ve at a level consis-
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ExHisit 20-9  Extent of Use of Various T
i ypes of Cmmsellng by Major
u.s. Corporations

Firms with various counselin

Sources of counseling used by firms
Professional staff in-house
Supervisors

External counseling services

Soukct: Adapred from Helen Le\.

B Programs currently in

Type of Coun seling
Personal Aleoholism
Problems Retirernent and Drugs
eifect 71% 63%, h1%,
56% 69% A
26%, 8% 11%
27% 13% 30°6

major U.S, corporations, Personne

whether calculated for company service as

whole or in the previous job only, has no rela-

an, Nicholas Mathys, & David Drehmer
| Administrator, 28 (G), BO.

d

tionship to performance in a new job, which
represents either a promotion or a desired lat-
eral transfer. Consequently, any job changes
based on a strict policy of promotion accord-
ing to seniority are going to produce a num-
ber of failures in the new job. In contrast,

merit—performance level on
REE

the E_are'.'itxus
wil d Suc-

cessful change, and accordingly, performance

failures on “the iew job will be fewer jf a
merit-based policy is followed. In this case,

policy change to emphasize merit is the ideal
solution if the union can be convinced; if not,
numerous after-the-fact policy exceptions and
transfers back may be needed.
All of these approaches may be utilized
with major mvolvement on the part of psy-

chologists, but this is not necessarily the case.
However, counscling  procedures  and
employee  assistance programs fall more
directly within the industrial clinical psychol-

(1983), A look a1 the counseling prictices of

on personal affairs and to assist them with
health, legal, and family problems. The
approach was strongly directive and perme-
ated with Henry Ford’s own personal
philosophies. The result was considerable
employee resistance and an eventual aban-
doning of the program. Similar large-scale
efforts have been initiated in a number of
firms, most notably the Western Electric
Company, where counseling was introduced
as an aspect of the Hawthorne studies (see
Chapter 1). In almost every instance, these
comprehensive programs have failed to sur-
vive over an extended period.
In recent years, industrial counseling has
tended to focus more on specilic types of
EWW;BTL:HIS and ir pre

d in the process has
achieved r?ﬁe‘-.fiiij.;u_m,p_h_q;;j._s. Exhibit 20-9 pro-
vides figures on existing practice, Personal

Embl.’:ms_nru most Iikelx to be handl}_‘-u.}_ _i_n-

house, b

.oy specialists; retircment counseling is
done printarily

y by the personnel staff: acd

ogy domain. According!y, they are given spe-
cial attention here. -

- O Counseling

The history of counseling in industry bugan
" A department established in the Ford
npany in 1914 to advise employees

dcoholism_and drug problems are treatwd
both internally and externally biﬁ“mﬂh{ =4
specialists. In spite of the rencwed vigor of
counscling programs, however, very little 55

known about their actual operational offec
tiveness in dealing with performance proh-
lems (C

airo, 1983). The general tendency is+0
extend research results obtained in the clinr
cal context and in vocational work to the

LT
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ting. To some degree this
In any event, incrensing
interest in business applications of counseling
approaches is a reality, and it may very ch1|
yield an expansion of research in l-hc aren in
years to come (Foley & Redfering, 1987;

In_recent years, industrinl co
focus more on specific

employment set
appears justified.

unseling has
ses Of

tended to_fo

employee problems, has involved the indus-

t(ig_l__{ﬁp_igﬁtl _Rﬂv_gl\gtngist lc: a mu::'h greater

extent. and has been more widely viewed as a,

carrective procedure for ineffectiv -
e e ol B S

mance than as a means of Increasing employ-
eg_satisfaction Ot dealin§ wit non'lg_:b prob-
lems. Under these con itions, limited-scale
programs have prospered and appear to have
made sizable contributions. It is now recog-
nized that the needs of an individual and the
goals of an organization may well be in con-
flict, and for this reason certain kinds of coun-
seling activities should usually be performed
outside the employment context.

Counseling Technique. Although a psychol-
ogist must be somewhat directive in dealing
with some types of problems, in that ques-
tions must be answered and information con-
veyed, the usual approach in industry where
emotional or motivational factors are stralegic
has been to stress nondirective counseling.
Under the nondirective approach, employees
are encouraged to express therr feelings to
gain an understanding of themselVes, and
eventually to solve their own problems. Q¢
counselor_listens and occasionally reformu-
lates what_the employee has said to permit

although family and other consi
may be treated also. Recently, an emphasis on
career_planning_at

correc! i]‘lnPETU@E:EE'JP"HH.E:'II choices

greater understanding of the true emotional

meaning_ of _certain_words. The _counsclor

oy also repeal certain phrases or sentences

to_stimulate the employee to continue and

to !fuad hira_or her to concentrate on certain

topics.

s l:; the business context, counseling of this

nd tends
m"u: mlé.' to focus on matters of perfor-
and on i i ips .

social relationships at work,
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derations

—— —

d guidance designed to

has.been added. Often, the counselor serves

as an upward communication channel be-

tween the employee and the organization,
correcting distorted communications and
misunderstandings. The emphasis is on
working out relatively mild problems that
blocking performance effectiveness.

may be
More severe emotional disorders are normai-

ly referred to a psychotherapist working out-

side the company. If the problem appears 1o

require more than perhaps ten or fifteen one-

hour sessions, the employee is usually
advised to seek help on a private basis. Some
firms, in fact, reject all internal adjustment
counseling of this type, on the grounds that
such matters are the sole responsibility of the
individual.

s

Executive Counseling. At higher manage-

ment levels, counseling is often carried out by

an outside psychological consultant rather
than by a professional on the regular compa-
ny staff (Speller, 1989). Although in some
instances - this counseling represents  an
attempt to cope with a performance failure i
is also true that many top-level managers are
emotionally alone and thus in real need of
someone with whom they can discuss prob-
lems. Under these circumstances, an industri-

gy -

_Ql clinical psychologist may continue to work

with an executive at intervals over an extend-

ed period of time. The approach, in contrast
to_that of a regular management constiltant,
tepds to be nnnﬁi_rr-{fﬂi't—, with the execufives
increasingly lea r‘f‘i‘ﬁ{i—“:v “understand Therr-
selves and the motives behind their actions,

T e p————

5
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“Retirement  Counseling,. Most  retireme:t
counseling is intended to prepare employres
f-:rr retirement, although on uc‘cas-ion il oy oe
directed toward the rchabilitation cf alder




-

584 SAFETY PSYCHOLOGY AND INDUSTRIAL CLINICAL PSYCHOLOGY

BOX 20-3 /O PSYCHOLOGY IN PRACTICE
I T — -

The following policy statement was distributed 1o
all Georgia Stare University employees.

It is the palicy of the Limversin 1o oifer assistance 1o
employees who have any personal problem that
impairs their work attendance o pedormance.
Personal problems such 2: stress, depression,
iamily eoncerns, Uruy dependency, or the disease of
alcoholism often prevent employvees from seeking
or obiaining assistance. Tireis intervention and
assistance often can help 1o prevent further deterio-
ralion of performance and return an empluyee to
productive employment It is ine woal of this policy
to pravide Georgia State Unnerity employees
assistance with personal proniems through initial
assessment and, whete necessary, referral 1o appro-
I priate professional resources. ininal assessment and
referrai are also available 1o an employee’s immei-
ale lomily, since 3 troubled “2mily member mav
aiso affect an employee’s pe—nemance and well-
Deing.

e e e

o —

Responsibilities uf Supervisory Personnd
it is the responsitnlily of all susenvisory personnel
to: =

The Employee Assistance Policy of Georgia State University

(1) Intervene where there is a documenied pattern
of deteriorating joly perlormance

2) Ensure that an emplovee’s job securily of pro-
motional opponunities will not be jeupaudized
by a request and/or referral for assistance.

(3) Reirain from making any diagnosis or judgmert
about the employee’'s problem, Referral for
assistance shall be made only at the employee’s
request andlor on the hasis of unsatistactory job
performance,

(£)

Mantain rigorous confidentiality. Mo written
tecords regarding a request or referral for assis-
tance shall ever be a part of an employee’s per-
sonnel file,

Responsibilities of Employee

The employee is vxpecind 10 cooperale with a
supervisory refesral for assistance,

Implementation of this policy shall not require
any special regulations, privileps, or exemptions from
the standard administraine practices or disciplinary
procedures  applicable to: job  puesformance  require-
ments. ]

workers whose performance has fallen™off
with the approach of retireinent. The counsei-
ing tends to be rather directive, emphasizing

L

treatment facilities are under contract with

the company; some arg sponst ired jointly b?a

group ot companies; and some involve unicn

information on pension plans and other bene-
4is. Counseling of this kind may be initiated
as much as five years before the anticipated

date of separation, and it appears that such-

early initiation is a desirable procedure.

—

Alcoholism and Drug Problems. For a num-
ber ol years, companies have been involved
in programs for the treatment of alcoholic
employees, involving various combinations
of counseling by human resource staif and
L pervisaiy Alaaols Anonymous, and out-

- "-—-m'f;:-—-.
S Rreilfazit SOt TN Sume cases the
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irticipation, Supervisors are trained to gedl
wl !E alcoholism problems. [he major focus is

on retaining the employees in the work con-
? b A L T
text while ab The Same Time maEmg it clear
that_turther alcoholmdiced me|ems will
s i 2
lead to sepamtion—Ihus Tostering treatment.
TTIT et - . =
The results of prograns of this kind have
been widely touted. However, as with the
area of counscling penerally, there is only
limited solid evidence at present that cleﬂ_ﬂ'g
substantiates the many glowing test:moplﬂ_
(Weiss, 1987). The evidence appears to "}:-,-dll
cate that these programs can be ctfective, u
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el

rrvices Rendered through £ |
Expimit 2010 Se BN Employee Assistance py
Ograms and ‘er Rated Effective
ness

ST

Percent of Firmys S

Providing
Service Where
That Service Is Percent of Responde
. ! ] e et
Pr_r:; i";: ?; f::ms F p.rs."r or Second Human Resoyrce Managers
ol L - in Freque, ‘
Type of Setvice Offering Service of Use ;::::f- E’E’ﬁiﬁ&ﬁ
Alcohol program 100 70 as5
Drug program 929 55 aé
Emotional counseling 94 17 67
Family and marital counseling 91 33 65
Financial counseling 87 12 58
Legal assistance 79 2 47

SouRce: Adapted from Rebert C Ford & Frank 8, Mclaughlin 11981). Em

of ASPA members. Fersonne! Adnunistrator, 26(9), 32-33.

nics nationwide. Exhibit 20-10 provides a
more detailed view of the services usually
provided and how frequently they are used.
Any given organization may have a different
distribution of use, but «..ohol and drug
problems tend to remain a basic focus.

The list of services in Exhibit 20-10 is in fact
somewhat restricted. Other services are often
provided, including dealing with physical
health problems, work problems and relation-
ships, needs for employee benefit clarifica-

T e i T o o R =

tion, problems of sexual identification, carger-
related " difficulties, requests _for company
policy explanations, and many more,

In_some cases the services are provided
entirely in-house by areguilar professtomat-
slaff. In other cases an outside consulting’
organization (communite-based or privately
rumn) operates the wl}ﬂ[u_prt_‘:'gﬁl'_{lm_,_lﬁl‘fﬂf:nlI at
a location removed from company premises,
Most often, some services are provided Tnier.
mlly and some_externally,” depending "on
demand and the expertise '?Ehvrltﬁ:ﬂﬁwﬁlm
programs rely heavily on ielephor

ing, Usually, both sélf-referrals ‘and supervi-
sory refCrrals are accepted, But some com-
T - 5 o SRl TR T S

et T R T

ne counsel-

ployee assistance programs: A descriplive sursey

panies hold to a performance-relatedriess con-
cept that limits referrals to instances where
the supervisor deems _the employee ipeffec-
tive. In such cases, family members are not
included. In any event, there is almost invari-
ably a strong emphasis on confidentiality.

Program Effectiveness. As noted in Exhibit
20-10, human resource managers tend to view
employee assistance programs as generally
successful, although there are differences
among services in this regard. Since most pro-
grams are headquartered in human resource
departments, this source of evaluation is
appropriate. However, users also tend to
respond favorably (Sonnenstuhl, 1986).

One review of the literature notes te»: con-
ditions considered neces jifnr__m-;m

S — g

program (Dickman & Emener, 1982):

@t ! Top-management backing,
2. Labor union support
3. Confidentiality
4. Easy access



