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THE INDIVIDUAL 15 

a variety of environments, such as the family, the church, the school, 
and the work setting. These prescriptions are modified with the pas
sage of time. In a stable society, social norms remain relatively fixed. 
Patterns of acceptable ,behavior are well defined. Social institutions 
are set up to administer the social norms and to promote the devel
opment of individual behavior along the lines of the prescribed 
patterns. All of the responses of a developing individual are made in 
this context. 

To summarize, an individual's self-reports of behavior are made in 
the contexts of both a unique memory and some level of knowledge 
of social standards. The independent observer's report of the indi
vidual's behavior, if made in the context of communicable standards 
for observation, may differ from the self-report. There are, then, at 
least two major, independent sources of data available for the de
scription of an individual's behavior: the self-report of the individual 
and the reports of other persons. An understanding of an individual's 
behavior must be based on both sources of data. One source com
municates from a private, or more subjective, frame of reference, the 
other from a public, or more objective, view of behavior. These two 
sources of data can be used to describe the individual as a responding 
organism. From such a description one might develop a concept of 
the individual that is called the individual's personality. 

In observing an individual's behavior, one can identify recurring 
response sequences that tend to become modified and refined with 
repetition. They may be called skills. Over time, an individual de
velops a large repertoire of skills. Although each individual's reper
toire is unique, it is feasible to identify similar response sequences in 
the repertoires of several individuals. This identification of a com
mon skill for several individuals permits the definition of a skill 
dimension in terms of such characteristics as level of difficulty, 
economy of effort, and efficiency. Individual differences in a specific 
skill are reflected on a skill dimension; people can be ranked along 
such a dimension in terms of how skillful they are. 

The number of skill dimensions is, however, extremely large. It is 
cumbersome to describe individual responses in terms of many skill 
dimensions. A more succinct system of description is provided by 
modern mathematical methods. Using factor analysis (Harman, 
1970), we can identify a smaller number of more basic dimensions 
that underlie the several skill dimensions. These more basic dimen
sions, called ability dimensions, represent common elements in skill 
dimensions and can be used as reference dimensions to describe 
many skills. Obviously, it is more economical and more efficient to 
describe individual behavior in terms of ability dimensions. 

Even when ability dimensions are used to describe individual 
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response repertoires, the problem of measuring the full range of an 
individual's abilities remains formidable. Each dimension requires a 
specific measure, and there are many different ways to construct a 
measure for an ability dimension. Such measures are commonly 
known as ability tests, which can be constructed to measure ability 
dimensions that are derived by factor analysis. (See, for example, 
French, 1954.) Theoretically, any skill can be described by making 
reference to the measurements obtained by administering these tests. 

Measurements of abilities taken at different points in the course of 
an. individual's development will show change, typically in the 
direction of increased abilities. As the individual matures, less change 
is observed. An individual's abilities are characterized as mature when 
repeated measurements show stability. 

Having ability is not the same as using it. Using ability requires 
the appropriate stimulus conditions for response., and an individual 
experiences a tremendous variety of stimulus conditions in a lifetime. 
As the individual develops, response is made in the context of many 
different stimulus conditions; as similar ones are encountered, the 
individual can report similarities not only in terms of describing 
the stimulus conditions and responses made but· also of evaluating 
response under these conditions. In other words, the individual de
velops norms for evaluating stimulus conditions associated with 
responding. The evaluation is usually made in terms of how satisfying 
the stimulus conditions are. Such evaluations result in the establish
ment by the individual of stimulus-condition requirements for 
response that will be satisfying. Such requirements may be reported 
by the individual as preferences. 

An outside observer can also describe the stimulus conditions 
under which a person responds and can compare responses under 
different stimulus conditions. However, to infer fully and accurately 
the individual's norms for evaluating stimulus conditions, an observer 
would have to observe and record an individual's total history from 
birth. Since this continuous observation is not feasible, the observer 
must infer the individual's preferences for stimulus conditions by 
observing samples of the individual's behavior under different stimu
lus conditions, comparing observations with those of others, and 
taking the individual's stated preferences into account. 

When a set of stimulus conditions is observed to be consistently 
associated with an increased rate of response over the base rate, we 
refer to the stimulus conditions as reinforcers and to the increase and 
maintenance of response rate as the result of rein[ orcement. Differ
ent reinforcers maintain, or reinforce, responses at different frequen
cy levels. In other words, different reinforcers have differential 
reinforcement strengths for an individual. In addition, the same 
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24 THE INDIVIDUAL 

crystallized and stable abilities and values that represent the large 
variety of skills and needs. Crystallization refers to the retention of a 
particular set of abilities and values in the personality structure. 
Stabilization refers to the maintenance of abilities and values at 
relatively constant levels of strength and hierarchical ordering. 
Figure 2.2 illustrates the individuation of personality structure. 

The process of crystallization and stabilization of both abilities 
_and values is accompanied by the development of a unique personali
ty style. With a crystallized and stable personality structure and 
style, the individual may be described as having a fully developed or 
mature personality. It is then possible to describe this mature per
sonality in terms of measured abilities, values, and style. For most 
people, physical and psychological maturity are achieved at about 
the same time (Anastasi, 1958; Tyler, 196S). It is also at this time 
that most people begin their work experience. 

With work experience, the individual encounters some new stimu
lus conditions and may develop some new skills and needs. In the 
initial period of work experience and with changes to new work 
environments, some change may be observed in an individual's skills 
and needs. The individual, however, maintains abilities, values, and 
style at stable levels even though some of them may not be highly 
involved in the work experience. Many abilities and values are 
relevant to work-that is, they are required and reinforced by it; 
others are related to nonwork activity. The work personality is 
defined in terms of those abilities, values, and style dimensions that 
have relevance for work. 
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Satety 

Comfort 

Achievement 

Autonomy 

Figure 3.1. Three-dimensional arrangement of values. 

values (reference dimensions) may be grouped according to source 
of reinforcement. If one looks at the six values as they are listed in 
the accompanying tabulation, it is possible to discern pairs of con
trasting values. Figure 3.1 depicts these pairs of contrasting val
ues as identified in a multidimensional scaling study of the MIQ 
values. 

Source of 
reinforcement 

Environmental 

Social 

Self 

Safety 
Status 
Achievement 

Values 

Comfort 
Altruism 
Autonomy 

The MIQ appears to provide a broad coverage of work-relevant 
needs that, in tum, facilitate the description of the value dimensions 
of work personality structure. In addition, occupational reinforcer 
patterns (ORPs; see chap. 4) have been developed to describe work 
environments in MIQ terms. 

Abilities and values, then, are seen as the major sets of dimensions 
for describing the work personality structure of an individual. These 
two sets of dimensions should be independent of each other and 
stable over time from the point when an individual reaches physical 
maturity. Research on abilities, as measured by the GATB, and on 
values, as measured by the MIQ, provides data in support of these ex
pectations. These data are discussed in chapter 6, which summarizes 
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High CELERITY Low 

PACE 

RHYTHM 

B 

---------------A 

Low 
ENDURANCE 

High 

Figure 3.2. Interrelationships of celerity, pace, rhythm, and endurance. 

include biographical data, cumulative records, school and work 
history information, and psychometric data over a time period. 
Clinical observation of current behavior in a variety of settings may 
also be utilized. Ratings of specific behaviors by persons who have 
observed the individuals over extended periods may supplement 
recorded data and clinical observations. The literature of vocational 
psychology and psychometrics has not attended to the development 
of measures of these specific dimensions of personality style. There 
is a need to study data from the sources mentioned to clarify the 
constructs themselve� and to develop instruments to measure them. 
We will illustrate how this might be accomplished in the following 
paragraph. 

We would expect the highly celerious individual to have a history 
that shows prompt or early completion of assignments, almost 
impulsive behavior, and tendencies toward emphasizing speed of 
response even at the expense of accuracy. Low celerity would be 
indicated by deliberateness of response, seeming procrastination, and 
longer latencies of response. Level of pace might be inferred from 
evidence of participation in a large number of activities or in activi
ties requiring high energy expenditure, such as strenuous sports and 
much travel. High-paced individuals are characterized by an almost 
compulsive busyness and an inability to relax. Rhythm may be 
inferred from the constancy or inconstancy of the historical or 
observed pace indicators. Endurance might be judged on the basis of 
such evidence as completion of long-term projects, long tenure on 
jobs or in organizations, and lasting relationships with sports, hob
bies, interests, and people. 

The illustrations described above obviously provide only a few 
examples of the kinds of behavioral and historical data that may be 













38 THE WORK ENVIRONMENT 

dimensions that may be called reinforcer factors can be utilized to 
describe reinforcer patterns. 

The similarities and commonalities in work environments may also 
be described in terms of skill requirements, as noted earlier. Even the 
simplest job requires several skills, and the total number of separate 
skills in the world of work is so large that some more economical 
form of description is needed. Since skills can themselves be de
scribed in terms of a smaller set of reference dimensions called 
abilities, it is more feasible to describe work environments in terms 
of their ability requirements. 

This description of work environments in terms of both ability 
requirements and reinforcer patterns, which may be called the work

environment structure, parallels the description of the work personal
ity structure of individuals discussed earlier. In a similar manner, we 
can speak of work environment style in terms parallel to work 
personality style. For example, one might describe the work environ
ment in terms of its requirements for celerity (speed of responding 
that is required), pace (level of activity required), rhythm ( typical 
pattern of pace), and endurance (duration of responding that is 
required). 

The following discussion shows how to use the description of 
work environment structure and style so that both work environ
ment and the work personality can be described and measured on 
the same dimensions. 

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 reader will recall that these abilities may be measured 
using a multifactor ability test like the GA TB and that values can be 
measured using an instrument like the MIQ. The work environment 
can be described in work personality terms by using these 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 identi
fy those characteristic abilities and values that differentiate indi
viduals in a specific job or occupation from those in other jobs and 
occupations. Multivariate techniques, such as multiple regression, 
multiple hurdles, and multiple discriminant function, are available 
to make this differentiation. 

A good illustration of the establishment of ability requirements 
for occupations is found in the occupational aptitude patterns 
(OAPs) developed by the U.S. Department of Labor (1970). The 
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dimensions. An initial attempt at establishing such a taxonomy 
is represented by the Minnesota Occupational Classification Sys
tem (MOCS; Dawis & Lofquist, 1974). The system presents oc
cupations in groups (taxons) identified by each occupation's mem
bership in both a particular occupational aptitude pattern and a 
specific occupational reinforcer cluster (ORC). This taxonomic 

1. Ability utilization

2. Achievement 

3. Activity

4. Advancement

s. Authority

6. Company policies 

7. Compensation

8. Co-workers

9. Creativity 

10. Independence 

11. Moral values

12. Recognition

13. Responsibility

14. Security

1 S. Social service 

16. Social status

-1.S -1.0 -0.S 0.0 0.S

I I I I

1.0 1.S 2.0 2.5 

17. Supervision-human relations

18. Supervision-technical

19. Variety 

20. Working conditions

21. Autonomy

I I I i  I I I I I 
-1.S -1.0 -0.S 0.0 0.5 1.0 1.S 2.0 2.5 

O = Highly descriptive characteristics ® = Moderately descriptive characteristics 

Figure 4.1. Occupational reinforcer pattern (ORP) for carpenter. 
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system has the advantage of enabling one to identify appropriate 
occupational choices by entering the system with information 
about an individual's abilities, needs, or both. It also provides a 
way to learn about the ability requirements and need-reinforcer sys
tems for a named occupation. The system, however, has the dis
advantage of being limited in its occupational coverage by the 
numbers of available, empirically derived OAPs and ORCs. The 
197 4 MOCS was limited to the classification of 3 37 occupational 
and alternate titles. (Figure 4.2 illustrates a taxon from the 1974 
MOCS. 

A broader coverage of occupations is provided by the Minnesota 
Occupational Cl�sification System II (MOCS II; Dawis, Lofquist, 
Henly, & Rounds; 1979/1982), which also describes work environ
ment structure in terms of the two major axes of ability require
ments and reinforcer system characteristics. I ts broader occupational 
coverage is achieved by presenting the ability-requirement axis in 
terms of worker function levels with OAP information nested within 
the system in all cases where the OAPs are available. The description 
of worker function, taken from the Dictionary of Occupational 
Titles coding system, is presented in three ability requirement 
levels (high, moderate, average) for worker functions in the three 
separate fields of data, people, and things, resulting in twenty-seven 
ability requirement groups. 

The second major axis for describing work environment structure 
involves six occupational-reinforcer clusters that are each described 
in terms of the most salient value reinforcers and their component 
need reinforcers. Available ORPs are nested within these clusters. 
The cross-classification of occupations according to the twenty-seven 
ability requirement groups and the six occupational-reinforcer 
clusters yields seventy-eight taxons that include information on 
1,161 separate occupations. The number of taxons presented in 
MOCS II can be expanded over time to include several more as 
additional data on reinforcer systems become available for the 
description of other occupational-reinforcer clusters. The present 
taxonomy, however, is a much more useful system t'-1an the 1974 
MOCS because of its broader coverage of levels an4 fields of work. 
Figure 4.3 shows a taxon from MOCS II, with the key to its interpre
tation described in figure 4.4. 

Information on work environment style should also be included 
in the description of work environments. However, because the 
concept of work environment style (and of work personality style) 
is a recent development in work adjustment research, psychometri
cally adequate measures are not yet available. In their absence, we 
must reson to clinical judgments as the main source of information. 



44 THE WORK ENVIRONMENT 

Structural Work 
Occupational Group 

JOB REQUIREMENTS 

OAP_!L, 

!::!.!2 .ti1 .M.fil. 

ORP DOT TITLE GRP DPT HOC INT 

1116 Painter 840 781 RCI 190 

144 Carpenter 860 381 RIC 190 

ORC VIII 

AU 1.30 1124 Pipe Fitter I 862 381 RIE 190 

Ach 1.24 1124 Plumber, Pipefltting 

Com 1.07 

Sec 1.00 1126 Plumber 862 381 RIE 190 

Au -.15 

Maintenance Man, 
196 Factory or MIil 899 281 RIE 190 

Handy Man, 
196 Factory or MIii 

Plant-Maintenance 
196 Man 

Utility Repairman, 
196 Factory or Mill 

TEMP 

Y091 

OY 

OY 

OY 

OY 

Vlll-37 
Taxon 

PHYS WTG 

SLMH 
346 319 

LMH 
2346 312 

LMH 
2346 312 

LMH 
2346 312 

LMH 
2346 312 

Things 
Data-Things 

INV 

KM 

KM 

KM 

Worker Functions 

Plgure 4.2. Taxon from the 1974 Minnesota Occupational Classification System. 
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To help obtain the most reliable clinical judgments, we may 
consider one of three assessment methods. The direct observation 
method requires job analysis that focuses on the interaction of the 
work environment with its workers, specifically in terms of celerity, 
pace, rhythm, and endurance. The observers are trained job analysts, 
supervisory personnel, or the workers themselves. Structured instru
ments may be developed to aid in the observation. Such instruments 
should focus on the presence or absence of observable environment 
behaviors: celerity might be observed in terms of the presence or 
absence of machine pacing or scheduled deadlines, or the presence or 
absence of a series of tasks that require immediate or quick response; 
rhythm might be indicated by the cyclical pattern of the tasks or the 
steady pace of the work. 

The estimation method is applied to the description of work 
environment style by obtaining ratings from persons judged to be 
knowledgeable about that occupation. This method requires the 
development (including acceptable reliability and validity) of rating 

REQUIREMENTS 

DATA PEOPLE 

MODERATE AVERAGE 

Compiling Speaking-
Computing signalling 

Serving 
Taking in

structions-
helping 

DOT Code Occupational Title 

842.361-018 Plasterer 
840.381-010 Painter 
841.381-01 O Paperhanger 
842361-010 Lather 
860. 381-022 Carpenter
860.381-046 Form Builder
860.381-0S0 Joiner
860.381-0S8 Shipwright

THINGS 

HIGH 

Setting up 
Precision 

working 
Operating

controlling 

860.381-066 Tank-Builder and Erector 
862.381-018 Pipe Fitter
862381-022 Pipe Fitter, Diesel Engine II 
862381-030 P lumber
861.381-018 Bricklayer
862.381-010 Aircraft Mechanic, Plumbing and

hydraulics 
866.381·010 Roofer 

REINFORCE RS 

ACHIEVEMENT COMFORT 

HIGH MODERATE 

Ability Compensation 
utilization 

Achievement 

OAP 

21 
26 
21 
26 
21 
21 
21 
21 
21 
21 
21 
21 
21 

26 
26 

ORC ORP Vol., Page 

B II 108 
B I 116 
B I 116 
B II 82 
B I 44 

B 124 

B I 126 
8 II 44 

B II 114 

Figure 4. 3. Taxon 16B from Minnesota Occupational Classification System 11. 
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(2) .::J:_ REQUIREMENTS

DATA PEOPLE THINGS 

HIGH HIGH AVERAGE 

Synthesizing Mentoring Feeding-
Coordinating Negotiating offbearing 
Analyzing Instructing Handling 

Occupational Title 

TAXON 3 A 

(3) REINFORCE RS 
.::i:: 

ACHIEVEMENT AUTONOMY AL TRUISM 

HIGH HIGH MODERATE 

Ability 
utilization 

Achievement 

Responsibility Social service 
Creativity 
Autonomy 

,© R)-® 
OAP ORC ORP Vol., Page 

Counselor [ Counselor, School] 49 A 60 

1. Taxon 3A is a listing of occupations having ability requirements pattern 3 and rein
forcers typified by Cluster A.

2. Data, People, Things ability requirements are worker functions as defined in the Diction
ary of Occupational Titles (4th ed.), 1977, pages 1369-1371.

3. Reinforcer dimensions are discussed In the following publications in the Minnesota 
Studies in Vocational Rehabilitation series: 
"An Inferential Approach to Occupational Reinforcement" (XIX, 1965)
"The Measurement of Occupational Reinforcer Patterns" ( XXV, 1968). 

4. DOT Code and Occupational Title are as they appear for each occupation in the Diction
ary of Occupational Titles (4th ed.). 

S. Bracketed information provides more details about the nature of the occupational sub
group that supplied ORP/ORC data. 

6. Occupational aptitude pattern, from the Manual for tbe USTES General Aptitude Test 

Battery, Section II: Norms, Occupational Aptitude Pattem Structure, 1979. Occupations
are listed within each taxon in ascending order of OAP number.

7. Occupational reinforcer cluster identifies cluster membership for occupations used in the
clustering of reinforcer patterns.

8. Occupational reinforcer pattern lists volume and page of the series Occupational Rein
forcer Patterns In which the reinforcer pattern for the occupation appears. Volumes 1-111
of the series are available from Vocational Psychology Research, University of Minnesota.

Figure 4.4. Key to taxons of Minnesota Occupational Classification System 11. 

instruments analogous to the MJDQ but focused on the environ
mental style variables discussed above. 

The inference method uses data on employees in a given work 
environment that describes them in terms of work personality style; 
the corresponding characteristics of work environment style are then 
inferred. For example, data indicating that a high percentage of the 
workers in the occupation are high on pace would lead to the infer
ence that the work environment requires a high level of work activity. 

Because each of the three methods is limited in some respects, we 
recommend strongly that at least two methods be used to arrive at a 
description of work environment style for a given occupation. In 
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assessing the adequacy of knowledge of the expert raters when using 
the estimation methods, for example, one might compare results 
against those obtained with either the direct observation method or 
the inference method. 

Early studies that describe work environments in terms of required 
temperaments and personality traits are relevant to our discussion 
of work environment style. As early as 1956, the U.S. Department of 
Labor published- Worker Trait Requirements for 4000 Jobs. It 
included twelve temperament-requirement descriptions of occupa
tions on dimensions such as REPSC, or situations involving repetitive 
or short-cycle operations carried out according to set procedures or 
sequen-ces; and STS, or situations involving the precise attainment of 
set limits, tolerances, or standards. This set of temperament-require
ment descriptions also included what we would now ref er to as 
reinforcer characteristics. Examples include V ARCH, or situations 
involving a variety of duties often characterized by frequent change; 
and ISOL, or situations involving working alone and apart in physical 
isolation from others, although activity may be integrated with that 
of others. 

A form of this kind of information was included as worker-trait 
information in the description of work environments in the 1965 
edition of the Dictionary of Occupational Titles. Unfortunately, 
there is little if any further work on this type of work-environment 
description, and the current (1977) edition of the DOT does not · 
contain a worker-trait section. 

The interest of psychologists in personality study has led to some 
work on the description of occupations in terms of the typical 
personalities of their members. As examples, Harrower and Cox 
(1942), Roe (1946, 1949, 1950, 1952), and Steiner (1948) studied 
occupations (predominantly professional) and described them in 
terms of the characteristic Rorschach signs in the responses of 
incumbents. These studies anticipated the current interest in describ
ing work environments in work-personality terms, particularly in 
terms of reinforcer requirements and style dimensions. 

Thus far we have focused on the meaning and importance of work 
in the total lives of individuals; have described central concepts in 
the development of an individual's personality; have discussed an 
approach to describing the work personality; and have discussed a 
way of describing th� work environment in work personality terms. 
The task now is to provide a model that integrates all of this infor
mation in a way that the individual's adjustment to work can be 
better understood. As a first requirement, such a model should be 
empirically testable. The theory of work adjustment, presented in 
the next chapter, is proposed as one such model. 
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S4 A THEORY OF WORK ADJUSTMENT 

realized that an integrating theory was necessary for a systematic 
inquiry into work adjustment. In 1964 (Dawis, England, & Lofquist), 
the first version of a theory was published; it was revised in 1968 
(Dawis, Lofquist, & Weiss). An extended form of the theory was 
published in book form in 1969 (Lofquist & Dawis). Since that time, 
modifications and additions to the theory have appeared in several 
journal articles. The theory of work adjustment will be used here to 
integrate the concepts that have been discussed in the preceding 
chapters on the work personality and the work environment. 

Before stating the theory of work adjustment in propositional 
form, it may be useful first to develop its central concepts. The 
theory of work adjustment is based on the concept of correspon
dence between individual and environment, which implies conditions 
that can be described as a harmonious relationship between indi
vidual and environment, suitability of the individual to the environ
ment and of the environment for the individual, consonance or agree
ment between individual and environment, and a reciprocal and 
complementary relationship between the individual and the environ
ment. Correspondence, then, is a relationship in which the individual 
and the environment are corresponsive (i.e., mutually responsive). 
Into this relationship, the individual brings requirements of the 
environment; the environment likewise has its requirements of the 
individual. To remain in the environment, the individual must 
achieve some degree of correspondence. 

It is a basic assumption of the theory of work adjustment that 
each individual seeks to achieve and maintain correspondence with 
the environment. Achieving and maintaining correspondence with 
the environment are basic motives of human behavior. 

There are several kinds of environments-home, school, work
to which an individual must relate. Achieving and maintaining 
correspondence with one environment may affect the correspon
dence achieved and maintained in other environments. Work repre
sents a major environment to which most individuals must relate. 

The individual brings certain skills to the work environment, 
which in turn provides certain rewards-wages, prestige, personal 
relationships-to the individual. The individual's skills enable her or 
him to respond to the requirements of the work environment, and 
the rewards of the work environment enable it to respond to the 
requirements of the individual. When their minimal requirements are 
mutually fulf"tlled, the individual and the work environment are 
described as correspondent. In the case of work, then, correspon
dence can be described as the individual fulfilling the requirements of 
the work environment and the work environment fulfilling the 
requirements of the individual. 
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When an individual enters a work environment for the first time, 
behavior is directed towards fulfilling its requirements. The rewards 
of the work environment are also experienced. If a correspondent 
relationship with th� environment is found, the individual seeks to 
maintain it. If not, the individual seeks to establish correspondence 
or, failing in this, to leave the work environment. There are many 
different kinds of work environments and many different kinds of 
individuals, and each work environment-individual relationship is . 
idiosyncratic. In many cases,. the initial relationship is not correspon
dent. In addition, both individuals and work environments are 
constantly changing. The continuous and dynamic process by which 
the individual seeks to achieve and maintain correspondence with the 
work environment is called work adjustment. 

The achievement of minimal correspondence enables an individual 
to remain in a work environment. Remaining in the work environ
ment, in turn, allows the individual to achieve more optimal cor
respondence and to stabilize the correspondent relationship. This 
stability of the correspondence between the individual and the work 
environment is manifested as tenure in the job. 

As correspondence increases, the probability of tenure increases 
and the projected length of tenure increases as well. Conversely, as 
correspondence decreases, both the probability of remaining on the 
job and the projected length of tenure decrease. Tenure is the most 
basic indicator of correspondence. It can be said, therefore, that 
tenure is a function of correspondence between the individual and 
the work environment. 

From the basic concepts of correspondence and tenure we can 
develop the concepts of satisfactoriness and satisfaction. If the indi
vidual has substantial tenure, it can be inferred that the requirements 
of the work environment are being fulfilled and that the work 
environment has been fulfilling the individual's requirements. The 
individual who fulfills the requirements of the work environment is 
termed a satisfactory worker. The individual whose requirements are 
fulfilled by the work environment is termed a satisfied worker. 
Satisfactoriness and satisfaction indicate the correspondence between 
the indi'oidual and the work environment. Satisfactoriness and sat
isfaction, then, are the basic indicators of the degree of success 
an individual has in achieving and maintaining correspondence with 
the work environment. Satisfactoriness is an external indicator of 
correspondence; it is derived or obtained from sources other than 
the individual worker. Satisfaction is an internal indicator of cor
respondence; it represents the individual worker's appraisal of the 
extent to which the work environment fulfills his or her require
ments. 
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With the work personality and the work environment described in 
the same terms, and with the theory of work adjustment stated 
above, we can state the following formal propositions about work 
adjustment as a basis for research: 

Proposition I. Work adjustment at any time is indicated by 
an individual's concurrent levels of satisfactoriness and 
satisfaction. 
Proposition II. Satisfactoriness is a function of the correspon
dence between the individual's abilities and the ability re
quirements of the work environment, provided that the 
reinforcer pattern of the work environment corresponds to 
the individual's values. 

Corollary Ila. Knowledge of the abilities of individuals and 
their satisfactoriness permits determination of the effective 
ability requirements of the work environment. 
Corollary Ilb. Knowledge of the ability requirements of 
the work environment and of an individual's satisfactori
ness permits the inference of the individual's abilities. 

Proposition III. Satisfaction is a function of the correspon
dence between the reinforcer pattern of the work environ
ment and the individual's values, provided that the individu
al's abilities correspond to the ability requirements of the 
work environment. 

Corollary Illa. Knowledge of the values of individuals and 
their satisfaction permits the determination of the effec
tive reinforcer pattern of the work environment. 
Corollary lllb. Knowledge of the reinforcer pattern of the 
work environment and of an individual's satisfaction 
permits the inference of the individual's values. 

Proposition IV. Satisfaction moderates the functional rela
tionship between satisfactoriness and ability-requirement 
correspondence. 
Proposition V. Satisfactoriness moderates the functional 
relationship between satisfaction and value-reinforcer cor
respondence. 
Proposition VI. The probability that an individual will be 
forced out of the work environment is inversely related to 
the individual's satisfactoriness. 
Proposition VII. The probability that an individual will 
voluntarily leave the work environment is inversely related 
to the individual's satisfaction. 

Combining propositions VI and VII, we have: 
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Proposition VIII. Tenure is a joint function of satisfactoriness 
and satisfaction. 

Given propositions II, III, and VIII, this corollary follows: 
Corollary Villa. Tenure is a function of correspondence 
between abilities and requirements and between values and 
reinforcers. 

Proposition IX Correspondence between work personality 
and work environment increases as a function of tenure. 

These nine propositions in the theory of work adjustment have 
provided direction for the research done by the Work Adjustment 
Project. This research will be described in the context of a review of 
the research literature in the next chapter. 

The prediction of work adjustment (fig. 5.3) can be affected by 
the manner in which an individual typically interacts with an en
vironment given a particular work personality structure. In other 
words, it is also important to consider work personality style and 
work environment style, knowledge of which will improve the 
prediction of work adjustment. This may be stated formally as 
follows: 

Proposition X. The correspondence between work personali
ty style and work environment style moderates the predic- . 
tion of work adjustment from the correspondence between 
work personality structure and work environment structure. 

The preceding 10 propositions of the theory of work adjustment 
refer to the prediction of work adjustment; it now remains to de
scribe the process. The major variables of this process shall be called 
adjustment style dimensions. 

The dimensions of adjustment style may be derived from the 
concept of correspondence between an individual and a work en
vironment. Correspondence describes not only the corresponsiveness 
or mutual responsiveness between individual and environment but 
also the degree of fit between work personality structure and work 
environment structure. Individuals with a very similar work person
ality structure may differ in the amount of correspondence they 
require of the work environment structure to remain in it. Tolerance 
of discorrespondence may be described on an adjustment style 
dimension of flexibility. For example, if two individuals prefer to 
work in a room with a temperature of 7 0 degrees, the more flexible 
individual may continue to work even if the temperature rises to, 
say, 85 degrees, or drops to 60 degrees. The less flexible individual 
would not be able to tolerate such changes and would not continue 
to work. Or, for a more psychological example, if two individuals 
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have a strong preference for working alone, the more flexible may 
tolerate some presence and interaction with other workers whereas 
the less flexible individual may not. The description of minimal 
correspondence for the prediction of tenure requires knowledge of 
an individual's flexibility. 

If there is a need to increase correspondence with the environ
ment, the individual may seek to change the environment or to 
change the way in which the work personality structure is expressed 
in the environment. When an individual responds by acting on the 
work environment to increase correspondence, the mode of adjust
ment may be described as active. When this kind of behavior is 
typical, the individual can be described as active. Individual differ
ences in the likelihood of using this mode of adjustment may be 
described on an adjustment style dimension called acti'l)eness. 

When an individual responds by changing the expression or mani
festation of the work personality structure to increase correspon
dence, the mode of adjustment may be described as reactive. Indi
viduals who typically exhibit this mode of behavior may be described 
as reactive, and the likelihood of using such behavior can be ex
pressed on a personality style dimension called reactiveness. It is not 
expected that individuals will limit themselves exclusively to either 
the active or the reactive mode of adjustment but that both modes 
could be used. 

In the examples of flexibility cited above, the less flexible indi
viduals, if they adopted the active mode of adjustment, might re
adjust the thermostat, open or close windows, move to another 
room, complain about the presence of other wor�ers, move to a 
solitary location, or request transfer to another job. On the other 
hand, these same (less flexible) individuals, if they adopted the 
reactive mode of adjusting, might drink hot or cold liquids, remove 
or put on clothing, endure and suffer through, concentrate on the 
work to exclude the perception of others, use daydreams and fanta
sies to escape from others, or rationalize the situation to themselves 
in order to endure the presence of others. Although these examples 
focus on possible behaviors of the less flexible individuals, the same 
kind of behaviors, indicative of activeness or reactiveness, might be 
observed for the more flexible individuals when their tolerance for 
discorrespondence is exceeded. 

In the absence of instruments for measuring these three adjust
ment style dimensions, data on an individual's past history and 
experience can be used to assess the individual's standing on these 
dimensions. In the assessment of flexibility we may hypothesize 
that an individual who has a history that includes participation in a 
wide range of activities, experience in a wide range of situations, a 
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successful work history over a wide range of jobs, and a heterogene
ous group of friends will have a high level of flexibility. On the other 
hand, an individual with few or a very homogeneous group of friends, 
a narrow range of successful jobs or other activities, and exposure to 
a very narrow range of situations will have a low flexibility level. 

We may hypothesize that the activeness of an individual is at a 
high level if there is evidence of, as examples, having held positions 
of leadership, having organized groups and activities, having devel
oped new ways of doing things, and having taken the initiative in 
school, work, or community activities. Low-level activeness, on the 
other hand, would be indicated by a lack of initiative and innovative
ness in an individual's history. 

We may hypothesize that a high level of reactiveness is indicated 
by a history that includes abiding by the rules, carrying out assign
ments according to prescribed procedures, comfort or satisfaction in 
highly structured situations and groups, and loyal and continued 

. participation in groups as a member rather than a leader. Low-level 
reactiveness would be evidenced by inability to participate in group 
situations, difficulty in following rules and prescribed procedures, 
and other evidences of isolationist tendencies. 

Figure S .4 illustrates the interrelationships among the three adjust
ment style dimensions designated as flexibility, activeness, and 
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Figure 5.4. Relationships among adjustment style dimensions. 
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Figure 5.5. Work adjustment from a systems standpoint. Published with permission 
from the Journal of Vocational Behavior, 1978, 12. 

Copyright 1978 by Academic Press, Inc. 

The main points in the system at which changes may affect the stable 
interaction are those involving needs, work behavior, task require
ments, and organizational behavior. There is also the possibility of 
inaccurate evaluation on the part of I or E.

When I evaluates reinforcers as not meeting needs, I feels dissatis
faction (DSN). I has· a tolerance for some dissatisfaction, but if it 
rises above I's threshold (T), / will move to seek a better adjustment. 
I may use either or both of two adjustment modes (AM). I may 
accommodate to E by using a reactive mode (R) of adjustment, or I
may act to change E by using an active mode (A). If these adjust
ments result in a tolerable level of dissatisfaction, I's work behavior 
will be directed toward meeting E's task requirements. If not, I will 
leave the work situation and separation (S) will occur. 

When E evaluates l's task performance as not meeting task require
ments, I will be considered unsatisfactory (USS). E can tolerate some 
unsatisfactoriness, but if it exceeds E's threshold (T), E will move to 
make the appropriate adjustments. E may accomodate I by being 
reactive (R), or E may take steps to effect a change in I by being 
active (A). If neither of these modes of adjustment by E achieves the 
desired effect, the only recourse for Eis the separation (S) of I from 
the specific work situation (by transfer, demotion, promotion, or 
termination). 

To forecast work adjustment, we need information on four com
ponents of the system shown in figure 5 .S: needs, reinforcers, task 
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determination of the work environment's perseverance 
threshold. 

Proposition XVI. The probability that the individual will act 
to leave the environment is inversely related to the persever
ance level of that individual. 

Corollary XVla. Knowledge of this probability associated 
with the individual's perseverance permits the determina
tion of the individual's perseverance threshold. 

Given Propositions VIII, XV, and XVI, it follows that: 
Proposition XVII. Tenure is a function of satisfactoriness, 
satisfaction, and the perseverance levels of the individual and 
of the work environment. 

The total set of propositions suggests research hypotheses that 
may be tested to determine the usefulness of the theory in under
standing work adjustment. The present set of propositions is prem
ised on existing knowledge about work personalities and work 
environments; this knowledge is, in turn, limited by the current 
methods used to describe work personalities and work environments. 
Work adjustment is very complex, and additional research findings 
and improved methods may suggest other propositions. 
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each employee in terms of some desired standard of performance or 
in terms of comparison with the performance of other employees, 
past or present, on the same set of tasks. This evaluation constitutes 
the satisfactoriness of the employee. 

In other words, from the standpoint of satisfactoriness, the work 
environment of an individual is defined by the series of tasks that 
must be performed and the set of rules that must be followed. The 
behavior of the individual within this defined environment is the 
basis for the satisfactoriness evaluations. 

In a sense, when hiring an individual the employing organization 
"pays" for a standardized set of work behaviors. Satisfactoriness 
refers more directly to the standardized set of work behaviors re
quired of the employee than to that employee's contribution toward 
the attainment of the employing organization's larger goals. There
fore, the assessment of satisfactoriness focuses on measurements of 
the extent to which the employee meets task requirements and 
conforms to rules. 

In most employing organizations, the assessment of satisfactori
ness takes the form of employee performance appraisal, which typi
cally utilizes a rating form completed by supervisory personnel. No 
single rating form is in common use; each employing organization 
develops its own forms for jobs to be rated. For purposes of research, 
therefore, it is desirable to develop a measure that can be used 
across employing organizations and across jobs to allow the theory to 
be tested under comparable conditions in a variety of work environ
ments. 

An example of a measure of satisfactoriness that may be used in 
research across organizations and jobs is the Minnesota Satisfactori
ness Scales (MSS; Gibson, Weiss, Dawis, & Lofquist, 1970), which 
was developed following a search of the literature to identify the 
kinds of information that might indicate satisfactoriness. Examples 
of such indicators are quantity and quality of work; job suitability; 
promotability; meriting a pay raise; and frequency of absences, 
lateness, accidents, and disciplinary actions. Experimental rating 
forms were constructed to incorporate items that sampled these 
kinds of indicators. Supervisor ratings were obtained for almost 
1,000 employees working in skilled, nonskilled, blue collar and white 
collar occupations. Preliminary analyses of these data indicated that 
two factors accounted for the common variance in most employee 
groups: a performance factor, with loadings on such items as quality 
of work, promotability, and meriting a pay raise; and a conformance 
factor, with loadings on such items as frequency of absences, late
ness, and accidents. 

Revisions of the experimental scales resulted in the development 
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Satisfaction Blank (JSB), a four-item measure of overall satisfaction
remains the most used. Each item presents the respondent with seve�
statements describing a continuum from extreme dissatisfaction to
extreme satisfaction, and the respondent checks the one statement
that best represents his or her feelings about the job. Reliability of
the JSB is reported to be in the .80s.

�ore . rec�ntly developed and frequentl_y �sed measures of job
sat1sfact1on mcl�de the Cornell Job Descriptive Index {JOI; Smith,
Kendall, & Hulm, 1969) and the Minnesota Satisfaction Question
nair� (MSQ; Weiss, Dawis, England, & Lofquist, 1967). The JOI
consists of five scales, containing from nine to eighteen items, that
measure satisfaction with work, supervision, pay, promotion, and
co·w?rkers. The items consist of word or phrase descriptions of these
five JOb facets. The respondent checks whether or not the items
describe the job. Satisfactory reliabilities are reported for the JOI.

The MSQ consists of 100 items designed to assess satisfaction with
20 separate aspects of the work environment (called work reinfor
cers) that pertain to 20 psychological needs. These 20 needs are
ability utilization, achievement, activity, advancement, authority,
company policies and practices, compensation, co-workers, creativi
ty, independence, moral values, recognition, responsibility, security,
social service, social status, supervision-human relations, supervision
technical, variety, and working conditions. The respondent rates
each item on a 5-point scale ranging from Not Satisfied ( the aspect
is much poorer than expected) to Extremely Satisfied ( the aspect
is much better than expected.) The MSQ manual reports reliability
and validity data indicating that the instrument is appropriate for
use in both research and practice. For research on the theory of work
adjustment, the MSQ is particularly appropriate because it was
designed to measure dimensions of job satisfaction that parallel
dimensions of needs as measured by the Minnesota Importance
Questionnaire (MIQ).

Tenure is simply defined as the length of time an individual re
mains in a work environment. Because it is an indicator of work
adjustment and also a result of adequate adjustment to work, tenure
reflects acceptable levels of both satisfactoriness and satisfaction. It
is the work-adjustment indicator that is easiest to observe and
measure accurately, although in practice we typically rely on reports
of tenure or on recorded information. Since one must wait for some
time before a measure of tenure can be obtained, reliance is often
placed on the shorter-term indicators of satisfactoriness and satis
faction.

There are at least three kinds of tenure: position or job tenure, or
the time spent in a particular position; organizational tenure, or the
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Table6.2 
CORRELATION BETWEEN PREDICTED AND OBSERVED SATISFACTORINESS 

DEVELOPMENT CROSS-VALIDATION 

NUMBER COEFFICIENT NUMBER COEFFICIENT 
IN OF IN OF

GROUP GROUP CORRELATION CROUP CORRELATION 

Machinists and assemblers (I) 133 .48 118 .20• 
Clerks([) 93 .3S 83 .21• 
Clerks (II) 83 .37 93 .1s• 
Engineers (() 1S2 .42 1S1 .OS 
Engineers (11) 1S1 .48 152 .OS 

Janitors and maintenance 
workers (I) 82 .4S 97 .20• 

Janitors and maintenance 
workers (II) 97 .33 82 .38**

Note. Double crosg,vaJidation study, using reciprocal averages prediction, based on 
unpublished data from the Work Adjustment Project, Department of Psychology, University 
of Minnesota. A large group was randomly divided into two groups to enable independent 
calculation and comparison of correlations for separate groups. 

*Significant at the .OS level. 
• *Significant at the. 01 level 

3. A corollary of Proposition II states that knowledge of the abili
ties and satisfactoriness of individuals permits determination of the 
effective ability requirements of the work environment. This state
ment is substantiated by . the considerable body of work on the 
development of occupational aptitude patterns (U.S. Department of 
Labor, 197 0). Other studies designed to develop selection test 
batteries, as for personnel selection and scholastic admission, have 
established test cutoff scores that, in tum, effectively describe the 
ability requirements of the relevant environment and lend further 
support to this corollary. 

4. Proposition III states in part that satisfaction is a function of
the correspondence between the reinforcer pattern of the work 
environment and the individual's values. Values, as we have seen, 
serve as ·reference dimensions for needs and are derived from need 
measurement. Research to date in the Work Adjustment Project has 
focused on need-reinforcer correspondence and satisfaction. When 
satisfaction is predicted from need scores, the closeness of the 
predicted satisfaction to the observed satisfaction is a measure of 
the correspondence between the individual's needs and the reinforcer 
pattern of the work environment. The data in table 6. 3 lend support 
to Proposition III, and additional studies of needs-reinforcer cor
respondence and satisfaction have shown similar results (Betz, 1969; 
Elizur & Tziner, 1977; Lichter, 1980; Rounds & Dawis, 1975; Sala
zar, 1981). For example, the study of Elizur and Tziner found a 
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Table 6.3 
CORRELATION BETWEEN PREDICTED AND OBSERVED SATISFACTION 

DEVELOPMENT CROSS-VALIDATIONa 

NUMBER MULTIPLE NUMBER COEFFICIENT 
IN CORRELATION IN OF 

GROUP GROUP COEFFICIENT GROUP CORRELATION 

Assemblers, long tenure (l)b 99 ,59• 98 .38* 
Assemblers, long tenure (IJ)b 98 .60* 94 ,44• 
Assemblers, short tenure 7S .63* 40 ,42• 
Laborers, short tenure 88 .59 

Laborers, long tenure 77 .63· 40 .22 

Managers 90 .56 44 .01 
Nurses, full-time (I) 212 .46· 211 .32• 
Nurses. full-time (11) 211 .ss• 212 .21• 

Nurses, part-time (I) 169 .so• 171 .26* 

Nurses, pan-time (II) 171 _54• 169 .24• 

Nurses, supervisory (I) 99 .10•• 99 .4s•• 

Nurses, supervisory (II) 99 .68•• 99 .30•• 
Packers, male 68 .64 
Packers, female 34 ,92• 
Secretaries 80 .64·· 42 .26 

Social workers, fem ale 70 .66•• 40 -.09 

Source. Unpublished data from the Work Adjustment Project, Department of Psychol
ogy, University of Minnesota. 

acorrelation obtained on a. new sample. 
hwhenever possible, a large group was randomly divided into two groups to enable 

independent calculation and comparison of correlations for separate groups. 
•significant at the .OS levd. 
••Significant at the . 01 level. 

canonical correlation of .84 between job satisfaction scores on 20 
work aspects and the difference scores obtained between vocational 
needs and job rewards on the same 20 work aspects. 

5. A corollary of Proposition III states that knowledge of the
values of individuals and their satisfaction permits the determination 
of the effective reinforcer pattern of the work environment. Support 
for this corollary is found in studies that parallel the development of 
the United States Employment Service's occupational aptitude pat
terns by inferring the reinforcer pattern of an occupation ( or other 
defined environment) from the correlation of need ( value) and satis
faction scores. 

6. Proposition IV states that satisfaction moderates the functional
relationship between satisfactoriness and ability-requirement cor
respondence. In a Work Adjustment Project study, the prediction of 
satisfactoriness from ability test scores was found to be more ac
curate for groups of individuals with high satisfaction scores than for 
those with low satisfaction scores (table 6.4). Additional evidence 
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Table 6.S

PERCENTAGE OF STAYERS AND LEAVERS AT TIME 2 BY 
SATISFACTION-SATISFACTORINESS GROUPS AT TIME 1 

PERCENTAGE 

MEASURES GROUP N STAYERS LEAVERS 

Intrinsic satisfaction Dissatisfied-unsatisfactory 187 64 36 
and general satisf actorincss Dis.utisficd-satisfactory 210 64 36 

Satisfied-unsatisfactory 215 68 32 

Satisfied-satisfactory 186 74 26 

Jnninsic satisfaction Dissatisfied-unsatisfactory 197 62 38 

and perfonnancc Dissatisfied-satisfactory 201 64 36 

Satisfied-unsatisfactory 206 67 33 

Satisfied-satisfactory 195 74 26 

Extrinsic satisfaction Dissatisficd-u nsatisfactory 184 64 40 

and general satisfactoriness Dissatisfied-satisfactory 216 62 38 

Satisfied-unsatisfactory 218 72 28 

Satisfied-satisfactory 181 75 25 

Extrinsic satisfaction Dissatisfied-unsatisfactory 191 60 40 

and performance Dissatisfied-satisfactory 209 61 39 
Satisficd-unsatisf actory 212 69 31 

Satisfied-satisfactory 187 78 22 

Anderson ( 1969), in a 2-year longitudinal study of 809 individuals in 
seven occupational groups, found that individuals who were both 
satisfied and satisfactory at time 1 were significantly more likely to 
have remained in the job at time 2 than were individuals who were 
either dissatisfied or unsatisfactory or both. Table 6-S presents 
partial data from the Anderson study. These data support proposi
tions VIII and VII as well as Proposition VI, which states that the 
probability that an individual will be forced out of the work environ
ment is inversely related to the individual's satisfactoriness. In the 
Anderson data, Proposition VI appears to be supported for the 
satisfied groups but not for the dissatisfied groups. 

9. Proposition IX, which states that correspondence between work
personality and work environment increases as a function of tenure, 
requires longitudinal study. One is in progress as part of a continuing 
Work Adjustment Project follow-up of vocational counseling clients. 
Indirect evidence of the validity of this proposition is found in 
studies of changes in abilities and interests with tenure on the job. 
For example, Bentz (1953) found significant chang�s in intelligence 
test scores of Sears Roebuck executives after an 8-year interval. 
Strong (1955), in his classic study Vocational Interests 18 Years

after College, reported changes in interest scores in the direction of 
more similarity to the appropriate occupational group (table 6.6). 
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Table 6.6 

INTEREST SCORES OF BUSINESS MANAGERS 

DIFFERENCE 
BETWEEN TEST 

TEST RETEST AND RETESTa 

OWN NON- OWN NON- OWN NON-
SCALE NO. GROUP GROUP GROUP GROUP CROUP GROUP 

Production manager 36 42.2 34.0 S1.3 36.9 9.1 2.9 
Personnel manager 26 37.7 31.9 44.6 35.0 6.9 3.1 
Sales manager 23 39.9 32.7 47.1 31.9 7.2 -0.8 

President 16 38.1 31.7 43.1 34.6 s.o 2.9 
Public administrator 9 38.6 32.3 S0.2 40.5 11.6 8.2 
All business managers 110 39.8 32.7 47.S 3S.4 7.7 2.7 

Note: Reprinted from E. K. Strong, Jr., Vocational interests 18 years after college (Min
neapolis: University of Minnesota Press, 195S), p. 86. 

aAll differences are significant at the .01 level except that of-0.8. 

Wiener and Klein ( 1978), in a study of the relationship between job 
satisfaction and the congruence of vocational interests with present 
occupation, found that the relationship was significant for samples 
of long-tenured individuals but not significant for short-tenured 
samples. The differences in correlations (between job satisfaction and 
interest congruency) for the long and short tenured groups were · 
statistically significant. 

Research on Adjustment Style 

The expanded theory of work adjustment presented in chapter S

states additional propositions and corollaries that deal with the more 
recent concepts related to the adjustment style dimensions of the 
work personality. Research efforts to date have focused on the 
construct validity of the adjustment style measures of flexibility, 
activeness, and reactiveness. 

Cheung ( 1975) was able to develop threshold measures of flexibili
ty (tolerance of discorrespondence) by using the Thurstone method 
of categorical judgment and the methods of signal detection theory. 
She found that it was possible to use these measures to separate high
and low-flexible groups and that these groups differed in adjectival 
self-description in the expected directions. In a multitrait, multi
method study of flexibility, activeness, and reactiveness, Humphrey 
( 1980) found evidence of convergent and divergent validity for all 
three constructs. He also found that a measure based on self-reported 
life experiences appeared to have more promise as the basis for 
instrument development than a hypothetical work-situation ques
tionnaire or a self-description checklist. 

The Work Adjustment Project is developing instruments to use in 
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Table 6.8 
VARIMAX FACTOR LOADING MATRIX FOR TOTAL MALE GROUP (N = 1,609) 

MINNESOTA IMPORTANCE FACTOR 

QUESTIONNAIRE SCALE II Ill IV V VI bi 

Ability utilization .21 .31 .14 .22 .60 .16 .59 
Achievement .16 .17 .13 .3S .62 .27 .66 

Activity .28 .06 .66 .07 .20 .12 .S8 

Advancement .41 .22 .08 -.14 .37 .51 .64 
Authority .16 .4S .13 .03 .03 .47 .47 
Company policies and practices .71 .10 .04 .36 .11 .11 .66 

Compensation .41 .04 .20 -.07 .05 .53 .so 

Co-workers .31 .06 .31 .42 .03 .33 .48 
Creativity .04 .78 .11 .23 .23 .07 .73 
Independence .12 .24 .60 .01 .03 .14 .45 
Moral values .18 .09 -.10 .so .09 .00 .31 
Recognition .17 .21 . 1S .06 .3S .60 .S9 
Responsibility .10 .78 .21 .1S .17 .21 .77 
Security .52 -.13 .43 -.16 .19 .28 .62 
Social service .08 .24 .21 .59 .18 .01 .49 
Social status .08 . 13 .17 .17 ,11 ,68 .ss 

Supervision-human relations .71 .19 .07 .26 .12 .19 .66 

Supervision-technical .70 .08 .24 .19 .13 .11 .62 

Variety .04 .38 .S1 .13 .02 .20 .46 

Working conditions .54 -.02 .41 .01 .06 .34 .S8 

Contribution of factor 2.77 2.00 1.83 1.36 1.27 2.17 11.40 
Proportion of common variance .24 .18 .16 .12 .11 .19 1.00 
Proportion of total variance .14 .10 .09 .07 .06 .11 .57 

Source. D. J. Seaburg. J. B. Rounds, Jr., R. V. Dawis, and L H. Lofquist, Values as 

second order needs (Paper presented at the 84th annual meeting of the American Psycho-
logical Association, Washington, D.C., September 1976). 

Factor I appears to represent the importance of safety in a pre
dictable work environment, factor II reflects the importance of 
autonomy, factor III appears to describe a preference for comfort in 
the work environment, factor IV reflects the importance of oppor
tunities for altruism, factor V indicates preferences for an environ
ment that permits achievement and accomplishment, and factor VI 
appears to describe the importance of opportunities for status; 
factor VII, which is meaningless in terms of content, is a residual 
factor. 

The generalizability of this MIQ factor structure was determined 
by performing a second series of factor analyses using MIQ data for 
9,377 vocational rehabilitation clients (Seaburg, Rounds, Dawis, & 
Lofquist, 1976). The subjects were divided into eight subgroups 
defined by sex-group membership and the age groups of 16-18, 
19-25, 26-45, and 46-71 years. The same factor analysis procedures
as those described above were used. The resulting factor structures
were similar for age groups within sex but differed slightly between
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convincingly that six dimensions are enough to describe the common 
variance represented in the 20 MIQ need dimensions. They also 
specify basic need commonalities that may suggest areas of impor• 
tance associated with, or indicative of, a panicular value beyond 
those assessed by the MIQ. For example, the safety value assessed 
by the MIQ touches on the importance of company policies and 
practices and of immediate supervision. More complete assessment, 
however, might reveal other reinforcers in the job situation that 
contribute to a predictably safe environment for the individual, such 
as stability of management, size and reputation of the company, and 
position of the company in the marketplace over the years. 

Multidimensional scaling studies conducted by the Work Adjust· 
ment Project staff (Rounds, unpublished, 1976) demonstrate that 
the six values found in the research cited above can be further 
organized along three dimensions as shown previously in figure 3 .1

(page 30). The six values are grouped into three sets of polar oppo· 
sites: altruism vs. status, achievement vs. comfort, and autonomy vs. 
safety. 

A number of studies have investigated the relationship of bio• 
graphical data to needs and values as measured by the MIQ. The 
expectation that there is a relationship is derived from the assump· 
tion in the theory of work adjustment that the work personalities of 
individuals develop from their response and reinforcement histories, 
that is, their experiences with responding in certain ways and under 
different conditions of reinforcement in social, educational, and work 
settings. 

Gray (1974), using 8th and 10th grade students as subjects, 
studied the relationship of reported school and outside activities to 
needs as measured by the MIQ. She also examined the relationship 
of participation in activities to the development of needs by obtain· 
ing a second measurement of needs in a 2·year follow·up study. Gray 
reported reliable but modest relationships between activities and 
needs at both times. 

Fruehling ( 1980) studied the relationship of student·reported 
biographical information to MIQ·measured needs for a national 
sample of high school students in grades 8 through 11. She found 
many significant zero order correlations in expected directions,, 
although few relationships generalized across grades or between 
sexes. 

In a further analysis of the Fruehling data, Eberly (1980) studied 
the multivariate relationships between rationally developed biograph
ical data scales designed to tap six vocational values and the same 
values measured by the MIQ. Working with data for eight groups 
(four high school grade levels and both sexes), she found significant 
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, predictions (linear multiple regression) for 34 of the 48 possible rela
tionships. 

Engdahl ( 1980) studied the factpr structure of biographical data 
obtained in the Fruehling study and examined its relationship to 
vocational needs and values as measured by the MIQ. His factor 
analysis yielded 27 interpretable biographical factors that were 
shown to be consistent with previous studies in the literature. Using 

1 
these factors to develop biodata-factor scales, he was able to predict 
18 of the 20 MIQ needs and all 6 of the MIQ values for male, female, 
and total high school student groups. On cross-validation, 15 of the 

, 18 needs and all 6 values were predicted successfully. 
Using college sophomores as subjects, Meresman (1975) studied 

the relationship of biographical information to MIQ measured 
vocational needs. For development groups he found significant 
bivariate and multivariate relationships with all twenty MIQ scales. 
However multivariate relationships for only three of the scales held 
up on cross validation. 

Rounds, Dawis, and Lofquist ( 1979) studied life history correlates 
of vocational needs, as measured by the MIQ, for a sample of 290

female adults. A weighted biographical information form was de
veloped to predict scores on each of the 20 MIQ need scales. It was 
possible to predict MIQ scale scores from the biographical data items. 
Using a double cross-validation design, statistically significant validity 
coefficients were obtained for 19 of the 20 MIQ scales, ranging from 
.13 to . 4 7, with a median pf . 3 5. The prediction equations for females 
did not generalize to a male sample. In additional unpublished Work 
Adjustment Project research, MIQ scale scores for males were suc
cessfully predicted from biographical data. We may thus conclude 
that needs as measured on the MIQ can be predicted from biographi
cal data for both sexes. The prediction equations (item weightings) 
differ for the sexes, however, suggesting that the development of needs 
for each sex derives from different experiences with reinforcement. 

Eberly, Rounds, Dawis, and Williams (1976) studied the vocation-
al needs of neuropsychiatric patients, rehabilitation clients, and 
college students (all male and between the ages of 20 and 22 years) 
to determine whether their assumed different reinforcement histories 
had resulted in differential reinforcer preferences (needs) as mea
sured by the MIQ. Differences in reinforcement histories were 
assumed from the statuses of the groups: the neuropsychiatric group 
consisted of Vietnam veterans now hospitalized, the rehabilitation 
group consisted of vocational rehabilitation clients who had experi
enced a disability but were not hospitalized, and the college group con
sisted of students who were not veterans and had no apparent dis-
abilities. The mean profiles for the three groups were highly similar 
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lies in the successful prediction of satisfaction from the correspon
dence of an individual's needs and values with her or his work 
environment reinforcers. Weiss, Dawis, England, and Lofquist ( 1965)
reported that average satisfaction for a high-need, high-reinforcement 
group was significantly higher than that for a high-need, low-rein
forcement group, whereas average satisfaction for a high-need, low
reinforcement group was significantly lower than that for a low-need, 
low-reinforcement group. 

In another study, of 134 managers, 117 truck drivers, 122 secre
taries, and 198 nurses, the same investigators reported significant 
cross-validated correlations ranging from .23 to .48 between need
reinforcer correspondence and satisfaction. 

Betz (1971) studied 105 female cashiers, checker markers, and 
sales clerks and found significant correlations between job satisfac
tion and need-reinforcer correspondence, ranging from . 3 2 to . 4 5 
using different indices of correspondence. Lichter (1980), in a study 
of clients of a vocational assessment clinic followed up after a period 
of 1 to 2 years, found a correlation of . 3 7 between need-reinforcer 
correspondence and satisfaction for a total group of 223 males and 
females. The correlation for males under 30 was .41; for males 30 
and over, .41; for females under 30, .39; for females 30 and over, 
.24. The first three group correlations were significant at the .OS
level. Rounds (1981) found correlations ranging from .14 to .SS

(with a median of .33) between need-reinforcer correspondence and 
satisfaction 1 to 2 years after counseling for 116 female and 106
male clients. 

The prediction of satisfaction from need-reinforcer correspon
dence was further supported by a study by Salazar (1981) in the 
Republic of the Philippines. She reported correlations of .18 to . 34 
for a group of 69 graduates of a counselor training program who 
subsequently obtained positions in educational institutions. 

Understanding of the construct of vocational needs can be ex
tended by examining the relationship of vocational needs to other 
personality dimensions. As an example, Thorndike, Weiss, and Dawis 
(1968) used canonical correlation to study the relationship between 
needs as measured by the MIQ and interests as measured by the 
Strong Vocational Interest Blank (SVIB; Strong, 1943). They found 
maximum canonical correlations of .78 (for a student group) and .74 
(for a rehabilitation group). These canonical correlations are high 
enough to indicate that needs and interests measured in these ways 
belong in the same domain of personality variables. They are not 
high enough, however, to indicate that these instruments are measur
ing the same construct (i.e., needs and interests are not the same 
construct). 
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ing, the emphasis is on the development of skills needed to achieve 
and maintain adjustment. In the practice of environmental design , 
the emphasis is on structuring or restructuring the environment 
to increase the likelihood of adjustment by individuals. 

In the next five chapters, we will discuss specific ways in which 
the theory. can be applied. Our primary focus will be on practice 
related to work. However, application to nonwork problems will 
also be treated. 
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The example that follows views disability in the context of work 
adjustment. Two individuals, both bookkeeping machine operators, 
have scores at the 90th and 7 0th percentiles, respectively, on the 
clerical perception scale (Q) of the GATB. Although both of these 
scores are within the range for which satisfactory performance as 
a bookkeeping machine operator is predicted in terms of the job's 
OAP (U.S. Department of Labor, 1979), individual A is likely to be 
an extremely satisfactory worker, whereas individual B will probably 
be only marginally satisfactory. Both individuals suffer a loss of 
visual acuity as a result of an industrial accident. Residual visual 
acuity is 20/100 for individual A and 20/60 for individual B. After 
visual loss, individual A drops to the 70th percentile on Q, while 
individual B drops to the 5 5th percentile. In terms of medical diag
nostic measurements, as well as absolute loss of measured clerical 
ability, individual A is more severely disabled. When reference is 
made, however, to prediction of job performance based on OAPs, it 
is found that individual B has fallen markedly below the level on Q 
for which satisfactory work performance as a bookkeeping machine 
operator would be predicted, whereas individual A remains within 
the necessary limits of correspondence between ability and job 
requirement. Thus, in work adjustment for this specific job, indi
vidual B is more severely disabled and less likely to be able to read-

. · just to the job. This example illustrates the utility of viewing disabili
ty with a focus on work adjustment. 

The following definitions describe disability in the terminology of 
the theory of work adjustment and provide the framework around 
which a psychology of disability and work can be developed. Dis
ability may be defined li_terally as ability loss (dis-ability). It is a 
significant decrease in the level of one ability or more in the ability 
set. A significant decrease is one for which there are. changes in 
ability-requirement correspondence that alter the effective range of 
correspondence needed for work adjustment in specific occupations. 
Decreases in level of ability may be measured in relation to ability 
levels before trauma or to levels held by workers employed in the 
specific occupation. 

Disabling conditions are changes or limitations in physical and 
bodily functions that can, but do not necessarily, have a significant 
effect on an individual's ability levels. That is, an individual may have 
a disabling condition without being disabled in-work adjustment if 
that condition does not result in a significant decrease in the level 
of job-relevant abilities. 

Severity of disability may be measured on a scale reflecting the 
magnitude of ability loss. Some measures include amount of ability 
loss from the original pattern of ability levels (magnitude of loss); 
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amQunt of resultant decrease in satisfactoriness in a specific job 
(effect of loss); reduction of number of job-requirement patterns 
potentially available to the individual ( effect of loss); and time 
required to transfer, develop, or adapt skills from remaining abilities 
to .compensate or substitute for lost skills and abilities, when this is 
deemed necessary to achieve optimal adjustment to work. Reference 
is made here to the ease or difficulty with which the individual is 
able to adapt or shirt to other behaviors that will facilitate work 
adjhstment. 

Permanence of disability might be described in terms of ability 
levels remaining lower than the predisability levels after maximum 
treatment. Progressive disability is defined as a continuing decrease 
in ability levels over a series of successive measurements, with in
creasing restriction on work adjustment possibilities. Congenital 
disabling conditions result in abilities that are similar to those of 
the average individual but are perhaps more limited in range and 
pattern and that occur perhaps at lower levels. These abilities result 
from social-educational experiences in the same fashion as for 
"normal" individuals. The individual is not disabled in the sense of 
experiencing a decrease in ability levels as a result of trauma, al
though a disabling condition has been experienced. 

Needs and values, which are major variables in the theory of work 
adjustment, are not part of these definitions of disability. The 
assessment of needs and values is important in counseling with both 
handicapped and nonhandicapped individuals. Their importance in 
the assessment of disability would appear, however, to be limited 
to those cases in which ability assessment is directly affected. For 
example, if an individual exhibited marked change (from high to 
low) in the level of ability utilization need, the counselor may be 
unable to make an accurate assessment of posttrauma abilities. 

Vocational rehabilitation counseling helps an individual to learn 
about skills, abilities, needs, and values, and it explores the ability 
requirements and reinforcers available in jobs and occupations so 
that appropriate vocational decisions can be made. Counseling 
success may be evaluated in terms of measured work adjustment on 
follow-up or counselee choice of objectives that are consonant with 
the prediction of work adjustment. 

The vocational rehabilitation counselor who views disapility in the 
conceptual framework of the theory of work adjustment may wish 
to consider the following procedural steps: 
1. Obtain background information relevant to the medical descrip

tion of the disabling condition, the reasons for referral, and the
counselee's expectations of the counseling.
At this point, the counselor obtains information about the circum-
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The third strategy is applied when the assessment of both satis
factoriness and satisfaction of the counselee in the lost job or modal 
occupation shows them to be inadequate. The counselor and coun
selee will then wish to proceed with career counseling as if initial

career choices were to be made. Procedures for career counseling 
have been described above. In these cases, however, the counselor 
must be aware of, and deal with, the psychological consequences 
of unemployment. 
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It is assumed that most people undergoing counseling or treatment 
for addictive behavior are doing so because of behavioral conse
quences that are judged as disruptive and harmful to their families, 
the larger society, or themselves. They are, in theory of work ad
justment terms, not adjusted to the environments in which they 
behave. Adjusted behavior requires correspondence of the individual 
and the environments. In addictive behavior, the discorrespondence 
manifests itself in lack of satisfactoriness, wherein the individual 
fails to meet the requirements of the environments (the family, the
employer, society at large). 

The following assertions have not been tested empirically; they 
derive logically from the theory and may be viewed as hypotheses. If 
addictive behavior is maintained, the individual and the environment 
may be discorrespondent from the standpoint of satisfactoriness 
(i.e., not meeting social task requirements), but they must be cor
respondent from the standpoint of satisfaction (i.e., needs and values 
are being reinforced by the social environments). This suggests the 
desirability of assessing the individual's needs and values; assessing 
the reinforcer systems of the relevant environments; and determining 
the linkages between the reinforcers and the social task requirements 
( the presence of reinforcers that satisfy needs and values but are not 
linked to the performance of social task requirements). 

In reinforcer terms, as related to needs and values, alcoholism may 
be maintained in three ways. First are the self-reinforcers, or the 
feelings of achievement and accomplishment, of autonomy and 
creativity, and of being in control (responsibility). In many cases, 
these feelings are delusions, but in others they are not. Other exam
ples of self-reinforcements are the hedonistic feeling of pleasure and . 
comfort and the feelings of safety and lack of stress that are engen
dered by reduction of anxiety. Second are the social reinforcers, such 
as status in a social group, a form of safety through conformity with 
the role models in a social group, and identification and camaraderie 
with the members of the social gi:gup (a form of altruism). Third are 
the environmental reinforcers, or the institutionalized reinforcement 
that is not contingent on satisfactory task performance (in work or 
social environments). For example, pay, security, and status may be 
automatically achieved without reference to satisfactoriness of 
performance. To the extent that the environment minimizes the 
adverse consequences of unsatisfactory task performance associated 
with addiction, the environment inadvertently reinforces the addic
tion. 

Counseling and treatment of addiction might then include the 
assessment of individual needs and values, environmental reinforcers, 
and exploration with the individual of the meaning of reinforcer 



preferences and the manner or mode in which needs and values are 
satisfied. This exploration can lead to a search for alternative effec
tive reinforcers that do not also appear to maintain addictive be
havior. The strategy of extinguishing dysfunctional reinforcement 
and substituting appropriate reinforcers requires an individually 
reengineered reinforcer system that should, of course, involve the 
individual's understanding, acceptance, and participation. 

The �bility information that is used in the theory of work adjust
ment may help in the design of treatment. For example, therapy 
that is heavily based on verbal communication may be most effec
tively utilized when the level of verbal usage is matched with the 
individual's level of verbal ability. Individuals with high numerical 
abilities may be easier to influence if counseling and treatment 
include quantitative information. Cognitive therapy may be more 
effective for individuals high in data abilities than for individuals 
high in things abilities. In other words, abilities and ability patterns 
may serve as moderator variables affecting the success of the coun
seling and treatment approach. 

Another set of moderator variables may be found in the adjust
ment and personality style dimensions described in the theory. For 
example, environmental manipulation may be more appropriate for 
persons high on activeness, whereas approaches designed to assist 
the individual in changing attitudes may be more effective with 
persons high on reactiveness. Treatment that· focuses on quick and 
immediate actions may work better with highly celerious individuals; 
long-term treatment may be ineffective with low-endurance individu
als. Changing to new environments may be more effective with 
individuals high on flexibility. 

These examples of possible applications of the theory of work 
adjustment to addiction counseling emphasize the individuality of 
each client and the consequent need to attend to individual differ
ences. Although particular therapists and counselors are likely to 
adopt a particular theory or treatment approach for use with a large 
number of individuals, within-group individual differences will be 
large and the individuality of each will need to be considered in the 
application of the overall theoretical approach. The concepts and 
variables in the theory of work adjustment provide one means of 
doing this . 

..,,,...--

COUNSELING FOR SELF-ESTEEM 

A common problem encountered by counselors is variously described 
as low self-esteem, lack of self-esteem, self-denigration, poor ego 
strength, and low estimation of self-worth. In working with these 
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pro�lems, the cou�selor may first wish to _ascertain the accuracy or
basis of the negative self-concept. The chents' descriptions of the 
bases for such feelings may be vague or incomplete. In other cases, 
the clients may have inaccurate perceptions of their capabilities or 
of the ways in which the environment is r�sponding to them. There 
will, of course, be cases where the clients' perceptions are accurate. 

In helping clients to explore their negative feelings about self, the 
counselor may wish to use the theory of work adjustment as a 
framework for the client's description of his or her personality and 
the environmental contexts in which it operates. Following this 
exploration with the client, the counselor can objectively assess the 
same personality and environmental variables to provide the data
based criteria against which accuracy of client perceptions can be 
evaluated. 

If the perception is inaccurate, the counselor ca� seek to improve 
accuracy by helping the client learn how he or she is seen by the 
environment. If the perception is accurate, the counselor will have to 
help the client to deal with this reality. Counseling strategies might 
include focusing on strengths and assets and minimizing liabilities 
through the identification of more correspondent environments in 
which the client can operate. 

Feelings of low self-esteem are probably more common than most 
of us realize. They become counseling concerns when they result in 
poor work and social adjustment or interfere with attell}pts to 
maintain and improve adjustment. This discussion is not directed 
toward extreme cases of self-denigration with pathological symptoms. 

Another way in which to view negative self-esteem from the 
perspective of the theory of work adjustment is to consider these 
negative evaluations of self as dissatisfaction resulting from a lack of 
correspondence between needs and the perception of reinforcers for 
these needs. The needs of primary concern here ar� those requiring 
self or social reinforcers. For example, high-strength preferences for 
reinforcers associated with the ability utilization, achievement, 
creativity, and responsibility needs may be matched with the per
ception of inability to use abilities, to accomplish something, to try 
out one's own ideas, or to control what is done. With social rein
forcers, preferences for those associated with status, recognition, 
advancement, and social service may occur with the perception of 
inability to achieve status, recognition, advancement, or to help 
others. In these examples, the origin of the low self-esteem is the 
individual's perceived incapability of self, not the environment. The 
counselor may first want to determine the accuracy of the percep
tion of incapability. If it is inaccurate, objective assessment informa· 
tion (that is reliable and valid) may modify and correct the client's 
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perceptions; if it is accurate, some program of skills acquisition that 
includes mechanisms of self-reinforcement may be considered. 

If the high-strength preferences (needs) are actually not reinforced 
in the environment, the origin of the low self-esteem is to be found 

, in the environmental reinforcer system. In such cases, the individual's 
1 perceptions are accurate, and the counselor may either work with the 
, client toward changing the environmental conditions or work to find 

more appropriate environments. 
If the low self-esteem appears to arise from the client's inaccurate 

perception of the environmental conditions (and this is independent 
of the client's perception of incapability), objective (reliable, valid) 
assessment information that describes the relevant environments 
may correct the misperceptions. 

COUNSELING FOR DEPENDENCY 

We do not agree with the view that all, or even most, individuals 
should become "independent." We do believe that dependency can 
be seen as a problem in particular cases when it results in an indi
vidual failing to reach a level of accomplishment that is consistent 
with potential, or when it imposes undue hardship on others. In 
these instances, counseling might begin by exploring the high
strength reinforcer preferences of the individual and the operative 
reinforcers in the individual's environments. This exploration should 
help to identify the need-reinforcer combinations that maintain the 
dependent behavior. An assessment of the individual's abilities and 
the ability requirements of the relevant environments should provide 
information on how much of the dependency is unwarranted and. 
how much change can reasonably be expected in terms of ability to 
perform tasks independently. Given these sets of information, the 
counselor may then wish to work with the client on the acquisi
tion of skills appropriate to the client's potential and likely to be 
reinforced in ways that are both strongly preferred by the indi
vidual and different from those that appear to maintain the depen
dency. 

Under special circumstances, individuals may find themselves 
thrust into environments that they cannot leave and do not yet fully 
understand, but where they are required to function at a level that 
can be described as dependent. In such instances, the individual must 
demonstrate a high degree of flexibility (tolerance for discorrespon
dence) in order to survive. Examples include immigrants or people 
thrust into new settings, such as prisons and hospitals. Decreased 
dependency becomes possible with lowered flexibility (lowered 
tolerance of discorrespondence), the acquisition of additional skills 
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required for independence, and the desire to be less dependent. The 
condition of desiring to be less dependent is included to emphasize 
the fact that dependency is not always undesirable and that the 
client's wishes for change or lack of change should be taken into 
account. 
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basis, can be facilitated by using the theory of work adjusnnent to 
conceptualize the individual-work relationship that will be lost and 
to devise strategies for identifying suitable replacements to compen-
sate for the loss brought about by retirement. 

When the theory is used, a key objective of the planning process 
for most individuals will be the maintenance of individual-environ
ment correspondence in the retirement period at tolerable levels, or 
levels not too different from those experienced in work. The assump
tion here is that most individuals, over their work lives, achieved an 
acceptable level of correspondence with their work environments. 
Because this correspondence with work maintained the individuals 
and had a significant impact on their lives, we suggest that the best 
way to retire is to continue to "work" in similar nonwork environ-
memL 

In planning for retirement, the counselor will first examine the 
individual's correspondence with the work environment to determine 
the significant elements in the correspondence (i.e., what skills/ 
abilities and needs/values and style characteristics were salient) and 
the levels of satisfactoriness and satisfaction they produced. This 
examination can be done psychometrically using the dimensions 
and instruments developed for application of the theory of work 
adjustment.· It can also be approximated by clinical inference from 
interviews, biographical information, and information about the 
individual's work environments. According to the theory, it should 
also be possible to infer the individual's personality characteristics 
from knowledge of the work-environment characteristics and the 
individual's levels of satisfactoriness and satisfaction. Similarly, the 
counselor can infer the characteristics of the work environment from 
the individual's personality characteristics and the tenure and re
ported satisfactoriness and satisfaction in the work environment. 
The purpose of these approaches is to :understand the individual's 
level of work adjustment and the elements central to it. 

Having developed an understanding (with the individual) of the 
work personality-principally in terms of response capabilities, 
reinforcer preferences, and response style-the counselor's next 
task is to identify suitable retirement environments for which con
tinued correspondence can be predicted. Suitable environments are 
those in which task requirements are appropriate and need/value 
reinforcement is likely. In the theory of work adjustment, these 
environments include activities permitted in environments as well as 
those prescribed by environments. The counselor and the client 
should seek to identify broad groupings of environments to allow for 
the possibility of combinations of environments leading to corre
spondence and to allow for client choice from a range of .alternatives. 
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of these occupations to create a new retirement job that would entail 
some programming, some accounting, and some fiscal knowledge. 
The new retirement job might be a small part-time business offering 

1 home budget planning or income tax preparation. 
Because many people will not have professional retirement coun

seling available to them, it would be extremely useful if self-assess
�ent methods were developed to describe the retirement personality 
m terms that are compatible with existing descriptive information on 
retirement and work environments. As an illustration, simple instru
ments for the self-ranking of abilities and needs (reinforcer prefer-

, ences) can be developed for use in conjunction with a system like
· MOCS II. Research w�mld be needed to show that self-rankings

would produce results very similar to those obtained by using stan
dard psychometric assessment instruments. For example, the simple

, ranking of reinforcer preferences based on the 20 needs of the MIQ 
could be compared with results obtained from taking the question
naire. 

If, as is likely, retirement environments provide less than an ideal 
correspondence for individuals, we should study how adjustment 
style variables might improve correspondence. Research would focus 
on ways in which counseling can enhance the use of adju·stment style 
variables and on whether adjustment style variables can be modified.

An individual may not realize that discorrespondence between the 
retirement personality and the retirement environment can be re
duced by acting on the environment to change it (activeness) or by 
acting on self to bring about change (reactiveness). The counselor 
may facilitate the use of these adjustment style variables by helping 
to assess the likelihood that the individual will use them effectively. 
The assessment rests on a determination of the individual's levels of 
adjustment style variables and the flexibility of the environment 
(i.e., tolerance for discorrespondence, or the environmenfs requiring 
the individual to accommodate). In another case, the counselor 
might try to change the individual's levels of adjustment modes 
(activeness and reactiveness). Given a flexible environment and an 
individual who needs to present self as more active, the counselor 
might use assertiveness training to help the individual change to 
increase the typical level of activeness. Research is needed in these 
areas of counselor intervention. 

Research is also needed to follow-up on the expected outcomes of 
retirement counseling and of self-planning for retirement. Measures 
of retirement satisfaction and retirement satisfactoriness might be 
adapted from existing work-adjustment instruments. Records of 
tenure in specific retirement environments will be important. Ideally, 
follow-up research should be continuous with periodic measurements 
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of the indicators of adjustment (satisfaction and satisfactoriness). 
Follow-up information should be made available for use in refining 
both the model for retirement planning and the counseling tech
niques to be used. 

Other research, of more relevance to personality theory, might 
address developmental questions: Does exposure to, and experience 
in, work environments change the personality structure and style 
(e.g., sharpening vs. leveling of profiles, raising or lowering of thresh
olds)? What changes in personality (structure, style) may be expected 
following the transition from work environments to retirement en
vironments, given the likelihood that retirement will provide similar 
but not identical conditions? 
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Organizational and Societal 
Development 

ORGANIZATIONAL USES FOR THE THEORY

With respect to organizations, the theory of work adjusnnent is most 
immediately relevant to business and industrial organizations. Speci
fic areas where the theory applies include selection and placement of 
personnel, employee development and training, employee motivation 
and morale, job analysis, and job design. The relevance of the theory 
to business and industry is not surprising because it was first devel
oped to organize available knowledge in vocational, personnel, 
industrial, and applied psychology that pertained to problems in 
work. This initial thrust was given shape and direction by incorpor
ating fundamental concepts from other, more theoretical areas of 
psychology-the psychology of learning, motivation, experimental 
psychology, and differential psychology. 

When selecting personnel for specific jobs, the central principle is 
the correspondence of the individual and the job environment, on 
the premise that correspondent individuals will be satisfactory 
workers who will stay in the job. Current selection procedures focus 
on selection equations that predict ability to perform and that 
describe the ability and task requirement aspects referred to in the 
theory of work adjustment. Although this focus is both desirable and 
useful, it is incomplete because it does not attend to the need satis
faction aspects of correspondence between individuals and environ
ments. According to the theory, failure to attend to these need 
satisfaction aspects reduces the predictive power of selection equa
tions. The theory, then, has two specific implications: first, ability 
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selection equations should be developed on groups of satisfied work
ers; and, second, need satisfaction equations should also be devel
oped and used. The use of need satisfaction equations, while not 
enhancing prediction of ability to do the job, does attend to the 
likelihood of selecting some workers who can satisfactorily perform 
on the job but will be dissatisfied. Such dissatisfaction can result in 
turnover, absences, and other undesirable behaviors. Need satisfac
tion equations make it possible to screen out applicants likely to be 
dissatisfied, to consider them for more appropriate environments, or 
to allow for modification of the reinforcer systems of the target 
environments to improve chances of satisfaction. 

The most accurate predictions of performance capability in speci
fic jobs are based on measures of job-specific skills. This approach, 
however, requires the development of many measures for the large 
number of component skills in each job. The task of developing 
measures for several jobs in a company becomes enormous and pro-

. hibitive in both cost and time, even when the measurement goals are 
limited to those skills judged to be most important. The model for 
operationalizing the theory uses the concept of reference dimensions, 
or principal ability components, to describe skills more parsimoni
ously on a smaller number of basic measures. The use of ability 
measurement rather than skill measurement allows a company to 
assess many applicants for many, varied jobs. It becomes possible to 
focus on a placement strategy of identifying the most suitable jobs 
for different applicants, thus making better use of the worker pool 
and more efficient use of the assessment procedures. In contrast, the 
approach based on job-specific skills focuses more narrowly on 
selecting for one job at a time, which leads to a continuing series of 
independent searches. 

The assessment of reference abilities provides information on not 
only extant but also potential skills (aptitudes). This kind of infor
mation will be useful in programs for the training and development 
of employees. These programs are needed for the establishment of 
careers within the organization, wherein the company capitalizes on 
employee knowledge and experience gained in the service of the 
organization, on employee potential, and on the company's invest
ment in training. The career concept provides a more rational basis 
for promotion than seniority alone. Reference dimensions also apply 
in the assessment of needs; the assessment of reference values pro
vides information relevant for the prediction of satisfaction for the 
individual. 

Employee training programs can be based on knowledge of trainee 
abilities and values and on the skill requirements and reinforcer 
system of the job. The goal of training, from the viewpoint of the 





138 ORGANIZATIONAL AND SOCIETAL DEVELOPMENT 

to correction, the temporary state of discorrespondence motivates 
adjustment behavior. If, however, the state of discorrespondence is 
perceived to be uncorrectable (either before or after attempts at 
correction), motivation for adjustment to the situation will be lost 
and motivation to leave the job (either psychologically or physically) 
will be likely. 

From the standpoint of the theory, satisfaction is a necessary 
component of employee morale. Good morale implies satisfaction 
with the conditions of work (both psychological and physical); poor 
morale results from low satisfaction coupled with the perception of 
inability to correct the situation. If poor morale is a problem, it may 
be partially addressed by attending to the source of low satisfaction, 
which is discorrespondence between needs/values and reinforcers. It 
may also be useful to explore the validity of the perception of 
powerlessness to correct the situation. 

In institutional and organizational settings within both the· private 
and public sectors, job analysis is a very imponant tool for effective 
personnel administration and management. It provides information 
basic for employee selection and placement, transfer and promotion, 
and for performance evaluation and compensation. Traditionally, job 
analysis has focused on the analysis and description of jobs in terms 
of task requirements, skills used, and conditions under which the 
employee will perform ( including tools and equipment used, mate
rials or subject matter involved, and physical and environmental 
demands). Job analysis approached from the viewpoint of the theory 
of work adjustment requires that attention be given to other aspects 
of the work environment as well. Specifically, the job analysis should 
include information important to the understanding and prediction 
of employee satisfaction and to the understanding of the continuing 
process of adjustment to work. 

For understanding employee satisfaction, the analysis must in
clude information about the reinforcer systems for the particular 
jobs being analyzed. Some of this information may be implicit in the 
description of the conditions under which the employee will per· 
form. However, the information on reinforcer systems should not be 
limited to incidental inferences but should include a number of 
representative reinforcer dimensions. The descriptions of reinforcer 
systems should also use dimensions that are consonant, in both 
content and organization, with available systems for describing 
employee reinforcer preferences (needs and values). Such a rubric for 
describing reinforcer systems has been proposed in chapter 4_, and it 
may be used in job analysis through an instrument like the Minnesota 
Job Description Questionnaire. 

For understanding the continuing process of adjustment to work, 
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reinforcers. Again, the approach suggested here builds on informa
tion about the worker abilities and values with the goal of maintain
ing worker satisfactoriness and satisfaction in the redesigned work 
environments. 

SOCIAL USES FOR THE THEORY 

The theory of work adjustment also provides a useful framework for 
conceptualizing some of the important social problems of our socie
ty. In previous chapters, we applied the theory to problems resulting 
from lack of career planning, unemployment, lack of planning for 
retirement, and disability. These problems, because they involve 
many individuals, may also be viewed in the larger context as social 
problems. Their solution requires information on which to base 
public policy and the implementation of policy. Public·policy ques
tions might include such issues as the opportunity to make an in
formed career choice, to engage in satisfying employment, to partici
pate in work despite a disability, and to experience not only security 
and dignity but also satisfaction after retirement. Society must 

· decide whether these opportunities are to be given to all of its
members.

The theory of work adjustment, because it provides a way to
conceptualize people and work and their interactions, specifies the
kinds of information that would be useful in the discussion of such
questions at the public policy formation stage. It also describes the
adjustment process that is involved and, therefore, specifies the
information needed to implement the policies that are adopted. For
example, discussion of any of these policies would benefit from
national statistics on the distribution of skills and abilities in the
general population, the distribution of skill and ability requirements
in present and future jobs, and projections of change in job avail
ability in the labor market. Statistical information should also be
developed on the distribution of needs and values in the general
population and on the distribution of reinforcers available in present
and future jobs.

Statistical information of this kind could be constructed from the
sampling of segments of the population defined by other demo
graphic variables. The state of the art in the sampling of populations
makes the derivation of these useful statistics possible. If the statisti
cal information were developed for skill/ability requirements and
available reinforcers in jobs, and if any of the policies discussed
above were adopted, the information could be used to develop
the occupational ability patterns (OAPs) and occupational rein
forcer patterns (ORPs) needed to implement the policy through the
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Further, they wrote that empirical definitions should permit 
"precise interaction of certain terms or concepts within the theory 
with empirical data ... : [Operational definitions] attempt to 
specify operations by means of which the relevant variables or con
cepts can be measured" (page 12). "A theory is ... useful or not 
useful . . . primarily in terms of how efficiently the theory can 
generate predictions or propositions concerning relevant events 
which turn out to be verified (true)" (pages 10-11). 

The utility of a theory has two components: "Verifiability . . . 
the capacity of the theory to generate predictions which are con
firmed when the relevant empirical data are collected'' and ''compre
hensiveness ... the scope or completeness of these derivations" 
(page 12). A theory should have heuristic influence, or the capacity 
to "generate research by suggesting ideas or even by arousing disbe
lief and resistance .... " (page 13). A theory "leads to the collec
tion or observation of relevant empirical relations not yet observed" 
(page 12). It should permit the "incorporation of known empirical 
findings within a logically consistent and reasonably simple frame
work" (page 13). 

We believe that the theory of work adjustment meets this list of 
criteria and can, as a consequence, be thought of as a theory of 
personality. Using Hall and Lindzey's set of substantive attributes by 
which personality theories can be compared, the theory of work 
adjustment can be further described as being: 

Strong on uniqueness and individuality; 
Toward the molar end of a molecular-molar dimension, with 
respect to the breadth of the unit of behavior used to analyze 
personality: 
Holistic in the sense of field emphasis; 
Purposive (goal striving, purpose seeking) rather than mecha
nistic; 
Conscious (rational, aware) rather than unconscious (un
aware) with respect to determinants of behavior; 
Hedonistic in the sense of reward and effect, with reinforce
ment central in retention and learning of responses and pref
erences for conditions for responding; 
Focused more on the effect than on association (contiguity); 
Focused more on the acquisitions (outcomes) of learning (the 
developed, relatively stable response and preference reper
toire) than on the learning process (modification of behav
ior); 
Focused more on continuity of behavior rather than on inde
pendent and separated stages, in the development of person
ality; 
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can be described in terms of social-reinforcer preferences. The basic 
principle governing the social interaction is correspondence, the 
mutual establishment and maintenance of a satisfying and satis
factory social relationship. 

The study of social behavior in this framework requires the map
ping of the domains of social abilities and reinforcers. Social abilities, 
for example, might be categorized as afferent (social-task/reinforcer 
perception), mediational (social memory/reasoning), and efferent 
(social response and reinforcer use directed toward such goals as 
persuasion, domination, and manipulation). Social ability patterns 
might be utilized in describing both individuals and environments. 
Similarly, patterns of preferences for social reinforcers might be 
identified for individuals and patterns of social reinforcers for en
vironments. The study of social behavior using this interactive model 
would probably be enhanced by the use of personality style con
structs as likely moderators of the social interaction between indi
vidual and environment. 

From this theoretical perspective, abnormal behavior might be 
defined as remaining in a discorrespondent environment or as leaving 
a correspondent environment, when in either case the opposite 
behavior is predicted within normative limits. In other words, the 
acceptance of dissatisfaction or the rejection of satisfaction is not 
justifiable by normative expectations and is translated into inappro
priate behavior. The task, then, becomes one of attempting to re
dress the al::mormal state by establishing correspondence or by 
improving the perception of correspondence/discorrespondence. In 
either case, the objective is to motivate appropriate behavior. The 
prognosis and the choice of specific procedures to accomplish this 
should be based on thorough assessment of both the individual and 
the environment against the individual's prior history as normative 
background. 

We want to emphasize that we have not empirically tested these 
implications for the study of behavior that flow from viewing the 
theory of work adjustment as a more general theory of personality. 
We do, however, believe that they are eminently reasonable and that 
they provide al temative and feasible approaches to the study of 
behavior. 
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