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Preface

The workforce in the world is in constant change. This is a universal phenomenon
that has been intriguing psychologists, sociologists, anthropologists, scholars, and
practitioners. Whatever the field of such social scientists or consultants, one thing is
clear: what society needs, right now, are people capable of dealing with an evolving
human market. And, in order to do so, such managers need evidence, concrete and
realistic evidence, in order to make appropriate decisions and to mentor guidance.

The objective of this book is to present and analyze the academic production that
has not been widely explored in Brazil: the evidence-based management (EBM). In
order to do so, we present different themes under different perspectives and points
of view, many of which are complimentary, aiming to engender knowledge and
challenge the reader toward new possibilities yet unexplored.

We understand EBM as an emergent movement, which suggests the explicit use
of current scientific evidence in organizations. It is rooted in empiricism and in the
movement of evidence-based medicine and has the purpose of using the scientific
knowledge in professional practice, hence uniting the academia with the practical
assessment. EBM has implications to management decisions, organizational strate-
gies and systems, and several other practices where the best evidences are under-
stood in terms of scientific norms. Like its counterparts in medicine and education,
its objective involves considering the circumstances and ethical concerns that man-
agement decisions are involved in. In contrast to medicine in particular, however,
contemporary managers and educators make limited use of the vast body of evi-
dence available in the behavioral sciences that are relevant to effective management
practice.

The book also comes as a response to a particular gap in the literature: that of
presenting and discussing reality of organizations and management in Brazil and its
scholars interested in the organizational field. To understand the workplace, we need
firsthand encounters with experts and people who are actually involved and experi-
enced with the object in matter, with close and routine interactions with whatever is
intriguing us. We do so by a series of chapters written by experienced scholars with
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the management and the organizational field in Brazil. But they have based their
chapters in international literature. We hope you enjoy all of them.

Brasilia, Brazil Elaine Rabelo Neiva
Brasilia, Brazil Claudio Vaz Torres
Goiania, Brazil Helenides Mendonga
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Chapter 1

The Gap Between Research and Professional
Practice in Work and Organizational
Psychology: Tensions, Beliefs, and Options

Antonio Caetano and Susana C. Santos

1.1 Introduction

The integration of scientific knowledge produced in the field of work and organiza-
tional psychology (WOP) in the practices of professionals in different types of orga-
nizations has always been a core concern of research. The idea of applicability of
knowledge to the concrete reality of organizations to improve their work and con-
tribute to the quality of life at work is an assumption shared by scholars at large since
this subject was created as a specific branch of psychology. In fact, the development
of the WOP is partially due to the effort toward trying to solve concrete problems
resulting from the dynamics of the social systems in the labor organizations frame-
work, initially, with emphasis on the issues related to personnel selection, and then
expanding to the dynamics associated with communication, motivation, leadership,
and decision-making. In the last decades, it incorporated all processes related to
the relationship between the individual and work and with others in group and organi-
zational contexts, focusing the different dimensions—cognitive, affective, and
behavioral—that boost the social systems and performance at the different levels of
the organizational life. The accumulation of knowledge expanded all of these areas,
and its quality has been critically evaluated and improved.

However, despite this intimacy with the professional world as typically claimed in
the WOP scope (e.g., Briner & Rousseau, 201 1), for many decades, we have observed
a significant gap between the scientific knowledge produced and the professional
practices implemented in the organizations, as if they were two autonomous
worlds focused on the same reality but with few connection points with each other.

A. Caetano (D<)
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Portugal
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Infactastudy carried out with members of the Society of Industrial and Organizational
Psychology (SIOP, USA) showed that most professionals believed that practice was
more advanced than research in 14 areas of activity (Silzer, Cober, Erickson, &
Robinson, 2008).

This separation or gap has been largely discussed in recent years (e.g., Anderson,
Herriot, & Hodgkinson, 2001; Bartunek, 2014; Rousseau, 2006; Rousseau & Gunia,
2016). This is particularly relevant in times when, on the one hand, the scientific
evidence available in WOP has been developed and updated, and, on the other hand,
the complex and dynamic realities of the organizations increasingly demand more
decisions and interventions based on reliable and robust knowledge. The rudimen-
tary or null use of scientific knowledge in the professionals’ practice will be trans-
lated at the very least into the suboptimization of their efforts or even inefficacy of
their performance while at the same time evidencing the underuse of the research
investment.

The concern about effectively articulating research and professional practice is not
specific to the WOP. The debate also exists in other fields of psychology and subjects
such as health, political science, sociology, education, social service, organizational
behavior, management, and entrepreneurship. In the field of management and organi-
zational behavior, the debate gave rise to a movement that attempted to actively pro-
mote scientific evidence-based professional practices, inspired by the principles and
methods that evidence-based medicine uses to translate scientific knowledge to health
professionals (Sackett, Straus, Richardson, Rosenberg, & Haynes, 2011).

This chapter briefly analyzes this problem in its several dimensions, the tensions
at stake related to knowledge produced by research and its applicability in profes-
sional practices, or at the level of academic community and teaching practices in the
university. It also discloses some of the main factors that influence the current situ-
ation dynamics. Taking into account the debate and the evolution that have occurred
in other disciplines, notably medicine and management, it also presents alternatives
to build and solidify bridges to reduce the gap between the two worlds, in order to
increase (a) the relevance of research to the professional practice and its actual effi-
cacy and (b) the contribution of professionals to the development and practical rel-
evance of research and the advancement of scientific knowledge in this field.

1.2 The Main Gap in the Articulation Between Scientific
Knowledge and Professional Practice

The most elementary and probably most critical tension between the knowledge
produced by academics and scientific researchers and the knowledge applied by
practitioners in the organizational contexts can be expressed in the allegedly
irreconcilable binomial between rigor and relevance.

Briefly, the process of producing scientific knowledge is focused on rigor,
demanding a set of procedures duly typified and standardized to ensure robustness
to its validity. However, practitioners make little use of this knowledge. As it seems,
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rigor is not followed by the relevance of this knowledge for the problems that prac-
titioners have to handle. In a broad definition, we could consider “practitioners” as
the professionals “who make recommendations about the management or develop-
ment of persons in organizational contexts or who advise those who do it” (Cascio
& Aguinis, 2008, p. 1062). In other words, practitioners are those who somehow
influence the dynamics of the organizations with impacts on efficiency, efficacy, and
sustainability and on the performance and quality of life of individuals at work. In
this sense, it comprises organizational and labor psychologists but also many other
professionals with formal training in similar fields or not so similar such as manag-
ers and organizational consultants.

Naturally, the first question is whether or not this rigorous knowledge effectively
exists and whether or not it is used in practice and, if not, why does it happen.

More than two decades ago, Murphy and Saal (1990) colloquially put the problem
this way: “many times managers believe that half of what psychologists know is
common sense, and the other half is wrong” (p. 1). Disregarding their visible exag-
geration, this observation points out that organizational decision-makers do not use
the knowledge produced by academics when they have to deal with problems that
clearly fall into the field of work and organizational psychology such as personnel
selection, organization, motivation, and leadership or to manage their performance.
There is no formal requirement for consultants, managers, and other decision-makers
to have had specific training in this area or acquired scientific knowledge about the
topics comprised by work and organizational psychology, although most of their
activities directly or indirectly affect the behavior and life of people at work (Rynes,
2012). Many times it is just about being impossible to use what you do not know.
However, there are plausible explanations to when one knows but does not use it. We
will explain it ahead.

In the last decades, the academics in the organizational area have increasingly defined
their research problems following the university dynamic focused on their productivity,
measured through the articles (or books) published with the results of their studies,
regardless of any relationship with the problems discussed by practitioners in the orga-
nizations and, eventually, disregarding its contribution to the effective advance of
knowledge and its applicability (e.g., Mohrman & Lawler, 2011; Van de Ven & Johnson,
2006). This strategy somehow contributed to intensify the divide and take out the
emphasis from the desirable contribution of the knowledge produced to the society.

Some authors point out the policies promoted by the universities as the main
reasons that lead to the negligible amount of knowledge produced that could be used
by practitioners and that makes “hundreds of thousands talented researchers to pro-
duce few or no long-lasting (knowledge)” and is “a genuine source of contribution
to knowledge” (Starbuck, 2006, p. 3). Analyzing the academic research development
for more than 25 years, Mohrman and Lawler (2011) emphasized “carrying out
research with incidence on theory and practice is not a prevailing guidance in the
field of organizational and managerial sciences.”

Even when the value of the produced knowledge, which is generally validated,
could be very relevant to improve the organizational practices’ efficacy, practitio-
ners often neglect the use of such knowledge and decide for options eventually less
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suitable. For example, one of the areas in which research has consistently produced
robust knowledge with internal and external validity ensure, i.e., which can be gen-
eralized to the organizational contexts, is that of personnel selection. Instead of
using duly standardized selection devices, including the structured interview, which
has proven capacity of predicting the applicants’ performance, managers or
decision-makers usually prefer the subjective methods rooted in the belief that their
intuitions are reliable (e.g., Grove, Zald, Lebow, Snitz, & Nelson, 2000; Highhouse,
2008; Lievens, Highhouse, & De Corte, 2005; Rynes, Colbert, & Brown, 2002).
Several studies point out large use of non-structured interviewers, more than 50%,
even when professionals are aware about the usual problems resulting from this sort
of interviews that, they believe, may “happen with the others” but “not with them”
(e.g., Church, 1996; Dipboye, 1997; Rynes, Barber, & Varma, 2000). Apparently,
one reason for this behavior is that they believe that this way they have more flexi-
bility in their analysis and decision-making, besides being “naturally very good in
conducting selection interviews.”

Another example of robust knowledge extremely relevant to the organizations
refers to the mental capacity of the applicants. As Schmidt (2009) says, “keeping
other things the same, higher intelligence leads to better performance in all roles”
(p- 3). According to the author, the scientific research shows that, with three condi-
tions present, personnel selection based on intelligence ensures significant improve-
ments to the performance. These conditions refer to the labor force available in the
market (that allows selecting) and measure intelligence with standardized testing,
and performance in the role should have a variability higher than zero (e.g., is not
mechanically cadenced). Studies show that, for functions demanding trained skills,
“ top workers can produce 15 times more than those on the performance baseline”
(Schmidt, 2009, p. 7), and for more complex duties, the difference is even higher
(Hunter, Schmidt, & Judiesch, 1990). However, despite these empirical studies and
many others that systematically show that general intelligence is the singular vari-
able with strongest capacity of predicting the individual performance, professionals
still tend to disregard it and ground their decisions on other kinds of indicators, like
school ranking, experience or personality testing, and, “obviously,” the intuitive
interview (e.g., Pinker, 2002; Rynes et al., 2002; Schmidt & Hunter, 1998).

We are emphasizing the selection area because this is perhaps the one where the
robustness of knowledge produced is more evidenced, and, nonetheless, the gap
between research and practice still persists. It is not surprising to find this gap in
other areas, such as motivation, objective orientation, fairness, satisfaction, well-
being, stress and occupational health, communication, creativeness, decision-
making, teamwork, leadership, conflict, change, training, etc. (Rynes, Giluk, &
Brown, 2007).

Somehow we could say that 70 years after the foresight of Kurt Lewin (1951)
that pointed out the path to optimize the mutual fertilization between scientific and
knowledge, these keep on following parallel paths such as the margins of a river
with no bridge or, more exactly, with relatively weak bridges that isolate each com-
munity on a margin, developing different beliefs, cultures, and interests (e.g., Daft
& Lewin, 2008; Vermeulen, 2007). Even when the theoretical knowledge is fully
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developed on one of the “riverbanks,” it should be tested by the degree to which it
contributes to improving the organizational life (Mohrman & Lawler, 2011).

The perspectives that “there is nothing more practical than good theory” and that
“we cannot understand reality until we try to change it” express what could be the
maximalist design of articulation between research and practice in work and orga-
nizational psychology and in other organizational subjects. Living presently on the
knowledge society, it is hard to conceive that we are not valuing these major
guidelines.

Using Lewin’s metaphor about the fields of powers and change, we should iden-
tify some of the likely restrictive factors that contribute to sustain these gaps and the
driving forces that could contribute to overcome or minimize them.

1.3 From Rigor to Relevance and from Relevance to Rigor

In a simplistic view on the issue, it could be just about carefully translating scientific
knowledge into a more accessible language to professionals so that they, after
understanding it, apply this knowledge with the likely resulting benefits (Rousseau
& Boudreau, 2011). However, and regardless if one knows if the “translated”
remains as scientific knowledge (e.g., Kieser & Leiner, 2009), the existing gaps
refer to a greater complexity that should be clarified.

1.3.1 Research Practices

Many factors can be identified that, in different ways and extents, seem to contribute
to those gaps that refer either to the process of producing scientific knowledge or to
the process of disseminating it.

Many of these factors are found in the academic community itself and in prac-
tices that for decades have ruled the production of scientific knowledge in organiza-
tional psychology and in other social and managerial sciences.

Firstly, there are tensions in the academic community regarding the relevance
and value assigned to some research strategies and processes of knowledge valida-
tion, e.g., experimental studies vs. correlational studies, quantitative vs. qualitative
studies, and synchronic vs. longitudinal studies. Considering the complexity of the
phenomena under study, all these approaches can contribute to advance knowledge;
however, the existing tensions are far from facilitating the required complementarity
and integration.

In this context, we find dozens of theories or alternative—sometimes even dis-
crepant—models about the same phenomena, for example, motivation and
leadership. Therefore, we should firstly know to which extent the academic com-
munity agrees on the quality of the produced knowledge. A study carried out
among senior academics in European countries found that of 24 essential scientific
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discoveries in WOP, only four had a high degree of consensus about the existence
of high-quality scientific evidence, in the sense of having well-grounded and evi-
denced knowledge (Guest & Zijlstra, 2012).

Within the framework of dialectic in knowledge production, the existence of
competitive theories, which is naturally healthy but at the academic community
level, is not worked on enough to produce basic principles that could be generalized
and consensually validated to be disseminated and transferred for practitioners to
use them in organizational contexts (e.g., Locke, 2002; Locke, 2009). Basic princi-
ples considered to be true, even if resulting from lab work, outside of the organiza-
tional reality, are naturally susceptible to be applied in some context. We should
avoid applying them only when they prove not to be true.

The production of scientific knowledge in organizational psychology, just like in
other sciences, can be basically scheduled around three axes: identify and observe
the effects resulting from the action of some variables on others; analyze interve-
nient psychological processes or mediate mechanisms to explain that relationship;
and specify moderating factors that clarify how and to which extent the context
variability influences the manifestation of those effects (e.g., Fiske & Borgida,
2011).

According to the canon that rules research in psychology and other social sci-
ences, the scientific knowledge rigor mainly results from the evidence of its internal
and external validity. Internal validity is ensured by a set of methodological and
technical procedures to be observed by the time of production, following standard-
ized protocols. This way the knowledge produced, for example, in experimental or
longitudinal surveys, may have a high degree of consistency and internal validity,
i.e., rigor. External validity mainly refers to moderating and contextual factors that
could specify and qualify the predictable conditions and effects of the knowledge
application and its possibility of being generalized to different contexts.

The scientific community members must intervene in the evaluation of the valid-
ity of such knowledge. As there are no objective standards to verify the quality of
such validity (of science), the commonly accepted criterion is the review by experts
(peers) in the scientific area and their consensus. Usually there are higher or lower
levels of this knowledge’s rigor quality associated to the reputation of the journals
in which it is published.

The rigor guarantee stipulated by consensus is likely to be one of the most criti-
cal factors to advance knowledge in Popper’s perspective (Popper, 1959) and to the
plausibility of applying it to the specific work contexts of the practitioners. The
general principles do not embrace the specificity of the application context although
they could (and should) also predict the effects flow according to some contextual
moderators. In fact, beyond the production of knowledge or explicative theories,
there is a great shortage of studies and theories about application to guide interven-
tions in this field (Pritchard, Harrell, DiazGranados, & Guzman, 2008).

As many studies have proved, the hundreds of thousands studies in the last
decades mostly focus on micro-problems of research, in an attempt to isolate vari-
ables that are far from being related to the problems faced by practitioners (e.g.,
Boehm, 1980; Cascio & Aguinis, 2008; Heath & Sitkin, 2001). Moreover, still
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according to the culture that prevails in scientific works, the theory-guided approach
of problems is valued above all, i.e., the identification of problems based on existing
theories or production of theories that allow to define the research issues, dismissing
the study of concrete issues of the organizational reality. This hinders professionals
from feeling “empathy” for the problems and models of research that, by definition,
are incomplete and fragmented. Rather, they adhere to solutions and cure-all of
gurus that are easier to understand, more accessible, and disseminated in more
attractive ways. However, knowledge uses to be very fragmented in these narratives,
simplistically labeled as trans-contextual, i.e., ensuring to practitioners that it works
in any concrete situation to which it is applied, typically with no major efforts
(except for financial efforts, certainly). Therefore, the two research approaches—
theory-oriented and problem-oriented—should go beyond being alternatives, to
being applied in a complementary strategy that mutually improves one another in
the production of rigorous, robust, and relevant knowledge. In this sense, the
improved collaboration between academics and practitioners could be important in
the logic of knowledge co-production. This implies engaging them in the definition
of the problems to be surveyed and in the research design and results reading, mainly
in relation to the contexts of application (Mohrman & Lawler, 2011; Van de Ven,
2007). This is an additive strategy in the sense of assuming the autonomous exercise
of one of these approaches with its advantages and limitations, respectively.

Besides the issue of defining the problem (i.e., the relevance of the problem in
the practitioners’ light) the research results are published on scientific journals fol-
lowing quite standardized rules that are not accessible to professionals at large, or,
when their contents are accessible, it is hard to decode and extract something that
could be applied to their specific issues.

As aforementioned, in the last few decades, the tradition demands academics to
publish on those journals, dismissing publications of professional or general nature
and translating the constructs and results found into a language easy to understand
(e.g., Adler & Harzing, 2009; Shapiro, Kirkman, & Courtney, 2007; Starbuck,
2006). Communication between academics and practitioners is clearly a relevant
issue associated to the language and symbols employed, as well as to the different
benchmarks (Benson, 2011; Rousseau & Boudreau, 2011).

Thus, the way the produced knowledge is disseminated, or not, is another factor
that certainly contributes to the gap between research and professional practice.

Another aspect that has not been properly approached concerns the common
standard that all studies must have a section where authors supposedly describe how
the findings could give rise or be transferred to applications in the organizational
context. This standard bears some equivocality. On one hand, as previously men-
tioned, most professionals have no access to those articles, and, as such, the appli-
cability section usually has no practical outcome because, in fact, it will recommend
or suggest applications to other researchers and not to practitioners. On the other
hand, the simple random reading of any of such sections shows that the suggestions
of applicability are usually at such a high level of abstraction and generality that
they can hardly be read as guidance toward concrete action in the organizational
reality. This is partially understandable, since a specific result should not be generalized
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and fragmented due to the number of variables involved. In other words, this prac-
tice seems to be more a trap of “relevance” than an effective exercise of contributing
to improve the professionals’ practices.

In order for this section to be more useful as prescription on what to do and how
to work in organizational contexts, the authors should combine the results found and
the accumulated knowledge on the topic or issue of their research. Moreover, they
should also articulate with the knowledge of practitioners themselves, such as con-
sultants, technicians, or organizational decision-makers.

1.3.2 The Practices of Practitioners

On the professionals’ side, many factors play a role in the problem persistence and in
the belief that scientific knowledge does not add value to their “empirical” and “intui-
tive” practices (e.g., Rynes, 2012). Strictly in instrumental terms, a highlight is the
short access to scientific journals and short time to update scientific knowledge. This
leads them to decide for accessing the general or open media, printed or Internet
material, whose reliability may vary a lot, including popular books with accessible
and appealing language publicized, for example, by the industry of gurus (e.g., Rynes,
2012). These objective factors should be added with other factors that are so determi-
nant, or more, to the decision to not apply the research results, as described below.

First of all, there is a somewhat paradoxal attitude among the professionals about
what they consider to be relevant and useful scientific knowledge to their concrete
situation (Highhouse, 2008). On one hand, when they are familiar with some basic
principles resulting from research that are general by definition, such as any scien-
tific law, they consider that these are not fully applicable to their working context
considering the large number of variables and their complexity (e.g., Boehm, 1980;
Highhouse, 2008). On the other hand, they hunger for simple and simplified ideas
believing that there is one single solution to different situations and organizations,
regardless of how complex and different they are, easily adhering to fads and ten-
dencies that the authors persuasively cease to demonstrate.

Frequently the practitioners tend to follow the common sense, easily accepting
ideas, “facts,” examples, and intuitions based on their personal experience or on
sources they rely on, such as the “ready-to-use ideas” proposed by popular authors that
are attractive and relatively easy to use since most of them are simplified or simplistic
ideas that one solution could serve to a wide range of situations and contexts. The easy
acceptance with no critical scrutiny by the practitioners deserves to be studied.

Secondly, besides the scientific knowledge, there are other forms of knowledge
that could be efficaciously mobilized to solve problems in the organizations.
Throughout their working experience, the professionals develop empirical knowl-
edge that could be transferred to new situations, with highly efficacious application.
Expertise associated to the continued exercise of an activity enables the develop-
ment of cognitive standards that facilitate diagnosing of problems and seeking for
practical solutions. According to some studies, 10 years of work is enough time to
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build professional expertise capable of significantly improving the practitioners’
performance efficacy (e.g., Ericsson, 2006; Simon, 1996).

Likewise, professional consultants develop empirical knowledge and interven-
tion models whose application could be efficient to solve organizational problems
(e.g., Van de Ven, 2007).

So, to address the complexity of concrete problems, many times with singular
nuances, the knowledge generated by the three aforementioned sources (research,
consultancy, and professional experience) should be mobilized and combined to
increase the likely efficacy of the decision or intervention.

Thirdly, the power games in the organization should be considered. While the
predictable beneficial effects of applying the scientific knowledge are clear, they
decide for not applying it, managing problems according to the interests and com-
mitments of the involved players, not compromising the practices in use in the orga-
nization as aforementioned. In other words, we cannot assume that practitioners
effectively want to anchor their decisions in a strictly rational analysis of the prob-
lems. Frequently, they prefer to think of them according to criteria of usefulness and
power strategies (e.g., Latham & Whyte, 1994; Pfeffer & Sutton, 2000). On the
other hand, a relatively expanded aspect of the WOP professional exercise is per-
formed by consultancy services that have only indirect influence on the organiza-
tions’ decision-makers.

In addition, the insufficient learning of scientific knowledge and critical thinking
to duly analyze the problems and change usual practices is very frequent and refers
to another associated gap: the research-education gap.

1.4 The Research-Education Gap

Typically, the university education practices fail in duly fostering the scientific spirit
and critical thinking of students. Since as students they did not learn and train the
process of production and validation of scientific knowledge, they cannot acquire
competences that are increasingly crucial in the scope of the knowledge society, in
order to know how to search for the proper information and rigorously filter data
and information available today. Paradoxically, the shortage of these competences
makes many professionals unable of untangling, amidst the abounding information,
the most useful and applicable one to the problems they cope with everyday in the
organizations.

Therefore, one could say that the gaps between research and practice start being
cultivated in the university, by using pedagogical practices in which most students
had no opportunity of getting acquainted to and training the process of production
and validation of scientific knowledge or employing the critical thinking techniques
to the theories and results of the surveys. They are more exposed, when exposed, to
the updated results of the research than to the permanent development of knowl-
edge, which is the distinctive feature of scientific knowledge and an example of
critical thinking.
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When this happens to professionals during their university studies, they cannot
be expected to further seek for scientific knowledge and use the critical thinking to
apply them to the problems they have to solve.

As such, many professionals are not duly trained to keep pace with the general,
technological, social, and organizational changes of the last decades or to incorporate
to their benchmarks and practices the new knowledge that keeps on being produced.
Let’s recall some changes since the year 2000 and the new realities that emerged:
Facebook and other social networks, iPhone and other smartphones, iPad and other
tablets, virtual work, scholarship bubbles, poor work, new generations in work, etc.

In face of the uncertainties associated to fast and tempestuous changes as those
we are seeing, any professional should update knowledge to feel confident to solve
problems. However, in opposition to the hunger for scientific knowledge, they are
seduced by other types of knowledge, those skillfully packaged, easily accessible,
generalized by the peers, and easy to memorize. Mastering any scientific literacy is
useful to qualify managers and other professionals to systematically try to ensure
reliability and usefulness of indicators and metrics on the organization and its activ-
ity (Rousseau, 2012a, b). On the other hand, an overwhelming majority of the infor-
mation available on the web cannot ensure that the proposed interventions or
decisions are the most suitable, since the information must be filtered to learn which
is more reliable in terms of rigor and quality, which can lead to not using it or using
the wrong information. The lack of scientific literacy is an objective obstacle to the
proper use of this information and to fill in the research-practice gap.

In many disciplines, students are not socialized enough in the culture, methods,
and techniques of scientific knowledge production or critical thinking and the rigor-
ous evaluation of the information and its sources. Maybe one of the main barriers to
the use of research results in the professional activity is the fact that students have
not developed this sort of scientific literacy skill. Sometimes, they do not even get
in touch with the research results during university, and thus, their study is basically
based on academic handbooks or popular books that disseminate their topics of
study. In other words, not only they do not learn to think critically according to
scientific rigor standards but also they do not learn to seek, identify, select, and
evaluate the information publicly available.

Specifically in organizational fields, there is a frequent gap between what is
taught and what the research says (Charlier, Brown, & Rynes, 2011). Since most of
the information provided, mainly on the web, does not have to comply with quality,
rigor, and validity standards, and since the vast majority of professionals lack those
skills, we find a seemingly paradoxal situation: the greater the volume of informa-
tion available, the less professionals tend to use scientific results in their decision-
making or when they try to implement interventions. This fact suggests that the
research-education gap deserves special attention, and the pedagogic practices of
several university courses should be adjusted.

The educational approaches based on the theory of cognitive effort combined
with the models on expertise development in academic and professional perfor-
mance suggest a set of guidance on very efficacious pedagogical practices based on
scientific evidence. The path between the novice (usually still at the university) and
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the expert (usually many years after concluding the formal education) includes
many stages of complexification of the cognitive schemes and requires different
types of learning and several resources, namely, cognitive, memory, perception, and
thinking, among others. Considering the differentiation proposed by Hatano (e.g.,
Hatano & Inagaki, 1986) further generalized between routine expertise (repetitive
work, solving well-defined everyday problems) and adaptive expertise (capacity of
solving complex and unexpected problems, transferring competences and knowl-
edge for contexts characterized by high degrees of uncertainty), the pedagogical
practices should provide a large number of opportunities to develop the adaptive
expertise that will be transferred and incremented in further professional contexts.

This way, if memorizing concepts, creating and organizing cognitive schedules,
and training and optimizing their use are necessary, learning to mobilize these cog-
nitive resources to solve predictable and unpredictable problems and make deci-
sions in different contexts is crucial in times when the complexity of actual situations
and the speed required to work are consistently increasing. To overcome the
research-education gap, the pedagogical processes should ensure that students
develop competences to learn to permanently update their knowledge over life, seek
reliable information, learn to solve complex and unexpected problems, learn to criti-
cally differentiate the validated and robust information from wrong or biased infor-
mation, and, above all, develop the capacity of learning and adjusting to new
situations. The development of these competences demands a learning process
capable of maximizing critical thinking and the capacity of properly applying con-
cepts and theoretical models, as well as to solve complex problems. Moreover, it
requires the combination of these cognitive factors with affective and motivational
aspects that influence the performance. Such a pedagogical process will maximize
learning even more if it demands students to train the critical analysis of opinions,
beliefs, and facts and to get familiar with the formulation and testing of hypothesis
to solve problems (Goodman & O’Brien, 2012) and gradually acquire self-regulation
and self-efficacy techniques. Zimmerman (2002) suggests several self-regulation
techniques to be developed, notably self-monitoring, self-evaluation, goal setting,
and task strategies. The education methods per se do not enable this learning but
how they are combined and integrated in a scientific evidence-based education
approach. For example, “short exhibition sessions could be alternated with cases or
other activities” (Zimmerman, 2002, p. 317). This way, the concern about evidence-
based learning is not based on a specific pedagogical method.

1.5 Knowledge Based on Professional Experience

The professional experience of managers, consultants, and other professionals
reflects the repeated practice and the resulting specific knowledge and may be a
highly specialized tacit knowledge. Excluding repetitive automatisms, learning
based on self and the others’ experience is not as easy and direct as some simplistic
approaches consider and could result in highly biased and wrong knowledge
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(Denrell, 2003). The accumulation of professional experience in one single domain
could be translated into adaptive expertise if it is effectively part of a signification
network developed by the individuals. In many areas, this process can take up to ten
years of practice (Chase & Simon, 1973; Ericsson, 2006; Hoffman, Shadbolt,
Burton, & Klein, 1995; Sutcliffe, Weick, & Weick, 2009). The development through
different stages from newcomer to the professional world or a novice in Hoffman’s
and collaborators’ (1995) terminology and the expert in a given field of activity is
not only about accumulating years of practice, since individuals can remain in inter-
mediate stages for long and distinct periods.

The knowledge ensuing from the individuals’ experience may overlap their
beliefs and opinions and level out eventual biases, mainly if they are used to criti-
cally analyze these experiences and establish cognitive standards that enable them
to “intuitively” recognize configurations in the existing situation and potential ways
of action and to efficaciously analyze complex problems (Simon, 1996). In these
cases, the combination of this source of evidence with other sources of information,
namely, the scientific one, can be extremely useful.

However, the mere professional experience is not enough to ensure this effort.
Rather, it is envisaged as a substitute of other sources of information, since profes-
sionals tend to trust their experience, finding no reason to try to seek different
information.

Therefore, evidence-based practice demands conscious and focused effort by the
professionals as an alternate to automatism, usual practices, and quick decision-
making processes. These are common actions in the everyday management, many
times based on low-quality information, as can be the personal opinion and experi-
ence, the best practices, and the leaders’ opinions. Making decisions does not neces-
sarily demand more time but, above all, a permanent critical and proactive attitude
base on more than one source, which systematically challenges and checks the reli-
ability and relevance of the information being used. What effectively defines the
decisions is not the evidence itself but its analysis and interpretation jointly with the
expected goals. In this process, information usually is incomplete, and in most situ-
ations, problem-solving and decision-making remain probabilistic but more likely
to be responsive. Synthetically and in pragmatic terms, this critical attitude means
making systematic considerations before making a decision: “which evidence cor-
roborates it?,” “to which extent is this information reliable?,” and “is this the best
evidence available?” (Rousseau, 2012a, b). These questions are applicable to the
different types of information that should be analyzed. Moreover, they assume the
capacity of sorting the high-quality level out of the low-quality level of the research
available.

The factors outlined above, associated to the gap between research and practice,
play as obstacles to bridging the two sides. Therefore, this approach suggests that
academics should enhance their efforts to effectively shorten this gap, producing
investigation that is simultaneously rigorous and relevant.
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1.6 Options to Shorten the Research-Practice Gap

As aforementioned, this problem is not specific to the work and organizational psy-
chology. Many other subjects face the same problem. Among these, the field of
organizational management and behavior is where the debate is more persistent.
The area actively tries to bridge the two worlds inspired by the solutions applied by
medicine for some decades now regarding the production and availability of sys-
tematic literature reviews.

1.6.1 Systematic Literature Review

In the 1980s, a critical problem of medical practice was identified. It was found that most
physicians that exercised the profession did not incorporate into their practice the
advanced scientific knowledge in subjects that contribute to medicine (e.g., Smith, 1991).

It brought about the urgent need to learn how active physicians could remain
updated, not only regarding knowledge about baseline sciences such as the most
suitable intervention procedures and protocols for the patients. The gap was so large
that gave rise to the so-called evidence-based medicine movement that aims, above
all, to analyze and improve the medical interventions’ efficacy (Sackett et al., 1997).

In brief, the approach started from the need of translating and publicizing the
results of scientific research in formats easy to understand and accessible to profes-
sionals. The last decade has seen an unprecedented multiplication of journals and a
true flood of scientific articles published, sometimes making impossible for an indi-
vidual to process the whole information produced.

The methodology of systematic literature review was then developed. Despite
some common aspects, it differs from the customary narrative reviews and meta-
analyses that naturally remain crucial in the scientific work (Denyer & Tranfield,
2009; Petticrew & Roberts, 2006).

The systematic literature review aims to analyze all studies relevant to a given ques-
tion following clear methodology, explicit in the criteria and procedures used and rep-
licable by other researchers to critically identify what is really known or not about the
topic or problem in question (Petticrew & Roberts, 2006). The studies to be comprised
depend on the specific objectives and the issue to be analyzed. These could be quantita-
tive, qualitative, experimental, or correlational and may have been published or not.

It is not just about summarizing the existing literature but to try to answer a prob-
lem considered to be relevant. This methodology has proven to be very useful to
systematize what is known about the efficacy of interventions in the fields of medi-
cine and of public and social and education policies, which already have thousands
of reviews available to the public. For example, in the field of medicine in the 1990s,
the Cochrane platform (Cochrane Collaboration) was created and became the main
repertoire of knowledge available to medicine professionals. Today, it has more than
4000 systematic reviews. In the field of social policies, the Campbell Collaboration
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already has hundreds of reviews, and many other movements have emerged in other
areas (consult evidencebasedmanagement.com).

This review is different from usual reviews, named narrative reviews, in many facts
mainly because it deliberately tries to prevent the researcher’s bias, making it very clear
and explicit from the beginning what methodology was used to select the works to be
analyzed. It also differs from the meta-analytical review as it uses statistical procedures
to integrate the results of several empirical studies into the quantitative estimates, such
as the explained variance and effect size (Cooper, Hedges, & Valentine, 2009).

Schematically, the systematic literature review methodology comprises five
main stages: (1) review planning, (2) inventory and location of studies, (3) evalua-
tion of their contributions, (4) analysis and summary of information, and (5) report
on the best evidence (Briner & Denyer, 2012; Petticrew & Roberts, 2006). The
proper use of the methodology is a key factor to the quality and eventual usefulness
of the systematic review. To that, the essential principles of the scientific knowledge
production should be applied to the review. Sometimes, the narrative literature
reviews miss these principles, becoming subject to biases associated to the argu-
mentation purposes of the authors (Petticrew & Roberts, 2006).

The results of a systematic literature review are useful to research in that they can
not only contribute to test and develop theories, including explanatory ones
(Petticrew & Roberts, 2006), but also specify what is known, identify the topics or
problems that lack evidence or quality, and demand more or better studies (Briner
& Denyer, 2012). As one of its main goals, the results of the systematic literature
review also contribute to making the existing scientific information available to pro-
fessionals. Due to the process of production and dissemination of this information,
it is usually dispersed and with contradictory and inconsistent results that are not
easily understood or integrated by the professionals. Today, most of the empirical
studies published are not even replicated due to publishing and university policies.
This makes any isolate study weak and less useful than a systematic review of all
studies related to the cause in question.

It is not about giving a specific answer about what is done in a given situation but
about categorizing and organizing what is known or unknown and, in this sense,
providing valid knowledge that helps in making decisions in the concrete contexts
in which professionals work. A systematic literature review usually shows that we
know less about a given issue than we believe we know (Petticrew & Roberts, 2006).
The difficulties of making a decision in concrete contexts result from the degree of
uncertainty involved. While some of these uncertainties may be of structural nature
(i.e., are part of the nature of the phenomena in question and of their unpredictabil-
ity) others ensue from the limited and low-quality information available or from its
processing. In these cases, the systematic literature review could definitely contrib-
ute to mitigate ignorance and increase the professionals’ efficacy (and of research-
ers, whenever applicable). The greater the uncertainties associated with likely
interventions or decisions, the greater the potential usefulness of the systematic
reviews related to the issues in question, since these make evident and provide a
kind of validated knowledge. However, the systematic reviews have their own limi-
tations ensuing from the scope and assumptions about the issue being approached
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and the quality of the information analyzed. Therefore, it is not a “miraculous” solu-
tion to all interventions or professional decisions.

1.6.2 The Evidence-Based Practice Movement

As aforementioned, inspired in this approach and methodology tested in medicine,
a movement named evidence-based management also came about in the field of
management. According to Rousseau (2012a, b), one of its main advocators, evi-
dence-based management is the “management practice systematically based on
management, which incorporates scientific knowledge into content and decision-
making processes” (p. 3). This movement intends to expand the use of scientific
knowledge in management education and in the everyday practice of professionals,
improving their knowledge and competences and emphasizing critical thinking,
information analysis, and decision-making. For this purpose, different ways of
building and strengthening the bridges between scientific research and professional
practice have been inventoried and made available. Some of these have proven their
usefulness in other areas such as medicine, social policies, and education (e.g.,
Center for Evidence-Based Management, www.cebma.org).

Basically, this movement tries to promote quality to managerial decisions and
assist professionals to critically evaluate the information they have, namely, the
beliefs, “pre-made ideas,” fashions, and the “quick fix” offered by gurus and other
professionals. Decisions should be based on the conscious, explicit, and critical use
of the information available from different sources combining, for example, scien-
tific knowledge, existing data or data collected in the organization, the empirical
experience of decision-makers or other stakeholders, etc. (Briner, Denyer, &
Rousseau, 2009; Rousseau & Gunia, 2016). Therefore, it is not about making deci-
sions exclusively based on scientific information. However, this information should
be one of the important sources to be considered, especially when it is of high qual-
ity. But this is far from happening today. In fact, as aforementioned, several studies
have shown the large gap between scientific research in management and the profes-
sional practices. Professionals choose to base their decisions mainly on their per-
sonal experience, subject to all widely known biases, or on the experience of other
organizations quite different in their cultures and strategies. Even the use of the so-
called best practices could be a bad decision if these are not subjected to a critical
analysis, mainly in regard to context and the specific conditions of application
(Denrell, 2003). Briefly speaking, the basic assumption of evidence-based manage-
ment is that best-quality decisions bring more positive consequences to organiza-
tions, to the individuals working in there, and to the society.

Briner and Rousseau (2011) tried to organize some features of the evidence-based
practice and estimate their prevalence in work and organizational psychology includ-

9,

ing “the term ‘evidence-based’ is used or well-known”; “the latest discoveries and

research abstracts are available”; “primary research articles and traditional literature
reviews are accessible to practitioners”; “state-of-the-art practices, panaceas, and
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99,

fashionable ideas are handled with healthy skepticism”; “clients request evidence-
based practices”; “practitioners’ decisions are integrative and based on the four infor-
mation sources” as aforementioned; and “the initial training and continued professional
training adopt evidence-based approaches” (p. 9). The authors also believe that these
features are not generalized in the practice of work and organizational psychologists.

In operational terms, the evidence-based practice demands the competence of
translating concrete problems into questions, the systematic search for information
(evidence) that allows plausible answers, the critical analysis of the reliability and
relevance of such information, weighing and adding information, incorporating the
information into the decision-making process, and evaluating the consequences of
the decision made. According to this approach, at least four sources of evidence
should be considered: scientific information, organization data and facts, personal
experience of professionals, and values and concerns of the decision stakeholders,
ethically answering the impact of decisions (Rousseau, 2012a, b).

As such, the evidence-based (information-based) practice involves a process of
collecting and analyzing the information and of decision-making, as well as the qual-
ity of the content of information from different sources (Briner & Rousseau, 2011).

1.6.3 Which Strategy Should Be Implemented in Work
and Organizational Psychology?

The advances in other areas, notably the evidence-based movement, allow forecast-
ing the advantages and difficulties of expanding this approach in work and organi-
zational psychology (e.g., Bartunek, 2014; Rousseau & Gunia, 2016).

Basically, the strategy being implemented in the managerial field is fully appli-
cable to the field of work and organizational psychology as well as in other areas of
social and organizational sciences.

We could then systematize the main aspects that could contribute toward the
general application of this approach in the WOP field, mainly regarding the three
pillars that are more directly involved.

At the research level, what matters most is that the nature of knowledge pro-
duced, due to its degree of abstraction, generality, and validation process mainly
regarding mechanisms that explain the effects of the variables being studied, tends
to be far from the concrete problems posed to professionals. In the theory-oriented
research, researchers define the problem and methods of study, and the practical
implication may be an immediate concern or not (Fiske & Borgida, 2001;
Hodgkinson & Starkey, 2011). In some sense, this gap is crucial to the effective
advancement of scientific knowledge. However, the theory-oriented research could
and should be complemented by strategies based on real problems of the organiza-
tional life. This will surely be easier in the analysis of context moderators but could
also enhance the study on mediating processes. In other words, it is not about alter-
natives, as these are sometimes considered, but of complementarity and mutual fer-
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tilization, since both the theory-oriented research and problems-oriented research
can contribute to enhance the professional practice.

In this sense, researchers and organizational professionals should be more articu-
lated in at least three levels. On one hand, research could benefit greatly if profes-
sionals are viewed as stakeholders in the identification and definition of problems to
be investigated. This collaboration could give rise to creative insights by crossing
the practitioners’ experimental knowledge and the theoretical knowledge of
researchers. Instead of downgrading the nature of the knowledge of consultants and
other organizational professionals, it should extract from this knowledge—with all
of its limitations—ideas and concepts on the problems and respective strategies of
solutions that could enhance the research benchmark. On the other hand, the analy-
sis of research problems thus identified allows the researcher to better view the
likely transfer of knowledge produced to the organizational contexts. This could
facilitate “translating” this into a more accessible language and disseminating it
among the professionals. Finally, any professional could better recognize its appli-
cability since the problem is somehow rooted into the organizational practice
(Hodgkinson & Starkey, 2011).

Today the systematic literature reviews are suitable ways to identify and provide
the existing knowledge and persistent failures. This could be extremely useful for
researchers and practitioners, regardless if they are consultants or organizational
decision-makers. However, not every important problem posed to professionals is
eligible for a systematic knowledge review. Moreover, there is no guarantee that the
results of the literature systematic reviews can be effectively applied, because many
professionals still undervalue or do not recognize them.

At the university level, the WOP should incorporate the techniques suggested
and implement them in the scope of evidence-based education, which has been
summarized above. This strategy demands relatively deep changes to the teaching/
learning methodologies used by many psychology courses. The acquisition and
development of critical thinking competences and proper degree of scientific liter-
acy should be explicit goals, subject to evaluation, in any WOP course. Although in
this aspect psychology is distinguished for its positive perspective in face of most of
the other social sciences, stronger and more focused efforts are required to over-
come this problem. The acquisition of competences to perform systematic literature
reviews could be a curriculum component both in master’s course and doctoral pro-
grams in work and organizational psychology, notably those with a component of
education for executive officers or formally held in cooperation with corporations
and/or other organizations. Likewise, the master’s and doctoral courses should com-
prise training in elaboration and publication in general or professional journals of
articles to disseminate the topics or issues being investigated.

The level of professionals requires permanent updating with the results of research
in their fields of work. This, in turn, may demand the acquisition or development of
cognitive competences to improve their benchmarks and challenge their practices.

The collaboration with academics to identify concrete problems or to dissemi-
nate knowledge is an extremely enriching strategy for their professional practices.
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As aforementioned, two kinds of professional players deserve special attention:
the consultants that serve as knowledge facilitators and produce and disseminate
knowledge and the organizational technicians and decision-makers as likely final
users of the knowledge that will be incorporated to their practice and professional
experience. Regarding dissemination, researchers should be attentive to any eventual
differentiation of competences, concerns, and objectives of the potential targets of
the knowledge they are trying to disseminate. A specific target of players is the senior
management of the organizations, mostly graduated in areas very different from the
WOP. As clients, these managers play a core role to change the existing practices but
may not be sensitive to the importance of the evidence-based decision. Therefore, the
information to be disseminated among these players should be designed specifically
in this sense. This is true not only for the contents of the evidence-based knowledge
but mainly to the decision-making process implied by this approach. As well evi-
denced in the WOP, the emotions, biases, prejudices, intuitions, temporal pressures,
and other behavioral drivers are frequently engrained into the decisions made by
these organizational players, disregarding the evidence available. The academics
should properly translate the knowledge they produce and actively take on the role
of publicizing this evidence among those players and the processes that could reduce
uncertainty of contingences associated to their decisions and their consequences to
individuals and organizations (e.g., Hodgkinson, 2011; Morrell, 2008).

1.7 Findings

As observed in other scientific fields, the work and organizational psychology is
also marked by the weak link between knowledge produced in the scientific research
and the professionals’ practices in organizations.

Literature has unveiled several factors that explain the tensions at stake and that
could contribute to maintain and expand the gap between the world of academic
knowledge and the professionals’ practices.

The researchers’ practices and beliefs about the quality of the empirical evidence
produced by them and their usefulness, professionals’ beliefs and attitudes toward
the relevance of that knowledge, and the decision-making practices and processes
rooted in their activities, as well as the prevailing pedagogical models in the educa-
tion on this specialty of psychology at universities that fail to work on the tension
between rigor and relevance, have contributed to sustain this gap and hinder the
desired articulation between research and professional practice.

Although university education in psychology differs from most of the other
social sciences for its concern about scientific approaches and methodologies, the
students’ education usually comprises few bridges to the margin of application in
the professional practice. This leaves the construction or not of these bridges to the
contingencies of the organizational socialization process of the graduate, eventually
replicating their supervisors’ practices and, maybe, even reproducing the gap that
should be narrowed.
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As this chapter tried to make clear, the professional practice of work and organiza-
tional psychologists will be much more efficient and ethically responsible, considering
its effects on the individuals’ organizational lives, if they can match at least four infor-
mation sources: the expertise built on their professional experience, the scientific
knowledge available and relevant to the situation, the information specific to the inter-
vention context, and the perspectives of those affected by any decision made.

Researchers and the universities, assisted by professionals and other stakeholders,
play a core role to narrow the gaps found, ethically taking on their responsibility not
only for the rigor of the knowledge they produce but also for the effort of making it
available to the society. Considering the significant advances in other professions
and the means and processes used, we believe that work and organizational psychology
can come to more vigorously lead the prevailing academic and professional practices
and cultures in this direction.
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Chapter 2
Creativity at Work: Trends and Perspectives

Helenides Mendonca, Heila Magali da Silva Veiga, and Magno Macambira

2.1 Introduction

In this turbulent business world, organizations increasingly seek to have creative,
thought-provoking employees in their workforce. Creativity favors the innovation pro-
cess and puts organizations in a prominent position with their competitors. To answer
the questions that involve creativity at work, there has been a profusion of studies
developed in the last decades (Runco et al., 2016). Although creativity is not a recent
theme in psychology, the field of organization and work studies was developed on this
area and was enhanced with the famous work of Amabile (1996), who conceives cre-
ativity as a multidetermined phenomenon and inserts the role of context in the pro-
posed theoretical model. In this way, several researches are developed with the purpose
of understanding the concept of creativity and its antecedents and consequents.

The focus of this chapter is creativity in the organizational and work context. The
definition of creativity most used in this field of knowledge specifies this to be a
phenomenon related to the generation of new and useful ideas about the products,
procedures, and work processes (Amabile, 1983; Oldham & Cummings, 1996;
Shalley, Zhou, & Oldham, 2004). The main focus of this line of thinking is based on
the notion that the work context can affect the creative performance of workers. The
fundamental assumptions of the social psychology of creativity include (1) creativ-
ity exists in everyday life, as well as in the fields of science, literature, and the arts.
Therefore, individuals with normal cognitive abilities can, in some way, produce
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creative work; (2) there are levels of creativity within a given individual work; and
(3) it is possible to increase creativity.

The international literature has widely investigated the organizational and indi-
vidual factors that promote or create obstacles to the creative performance of
employees, with studies that mainly investigate the stimuli to the detriment of those
who analyze the barriers. In addition, there is a range of papers that are prescriptive
(Bruno-Faria, Veiga, & Macédo, 2008). In general, the research is not conclusive
and cannot cover the complexity of the phenomenon.

Considering the lack of consensus on the antecedents and consequences of cre-
ativity and the fact that this is a priority area for the economic development of a
country, this chapter aims to present a literature review on this topic. It will be
emphasizing the relevance of researches on the development of creativity and will
be discussing the strategies and techniques that foster the creative process at work.
In addition, in the search to encompass the complexity of the construct, different
investigative models were analyzed. These models evolve from a perspective
focused on the individual as a creative genius for the socio-organizational perspec-
tive, in which the context emerges as a source of stimulus for creativity. The models,
in general, present integrative structures at different levels of analysis.

2.2 Definition of Creativity

The theme of creativity has been approached in different areas of knowledge where
itis a multidetermined phenomenon and has wide influence in the different domains
of life. Although people usually think of the arts when it comes to creative func-
tions, it is known that creative ideas are important in the business world. Creativity
is essential in the production of new ideas, products, and services. In this sense,
managers are eager to have a contingent of employees whose creative ideas flourish
in abundance to solve problems and face new challenges.

The ampleness of this phenomenon in the field of work and organizational psy-
chology (WOP) requires deepening the understanding of what creativity is, how and
where it occurs and manifests itself, as well as what are its multiple determinants.
Thus, studies focusing not only on the individual aspects of creativity but those of a
contextual approach have gained prominence. In this field of knowledge, the defini-
tion of the phenomenon has not yet acquired a state of maturity and calls for studies
that can cover the complexity of the phenomenon.

The notion of creativity stems from the Latin creare, which means to raise and to
produce, related to crescere, which has the sense to increase and to grow. The word
also originates in the Indo-European “Ker,” which also means to grow. Therefore,
the very origin of the word refers to the emergence of something that uplifts, grows,
and develops. In the vernacular, creativity is defined as “quality or state of being
creative” and “ability to create.” The origin of the word leads us to the conception
of movement, of creation, and of growth and development.
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Specialized studies on creativity show that this construct evolved from an indi-
vidual perspective, from biological roots, to an ecological approach, also focused on
the context (Gomes, Rodrigues, & Veloso, 2016). The perspective of creativity as an
individual aspect made the creative individual as a rare species among humans and
made these “rare” humans linked to restricted groups who were always in search of
great achievements and inspirations, such as artists and poets. The approach focused
on the creative person that seeks to identify the general and specific skills, motives,
and traits that lead a person to develop a creative product.

For researchers from a humanistic approach, creativity must be understood in a
perspective of individual motivation (Batey & Furnham, 2006). The understanding
of creativity centered on the “solitary genius” with the studies of Guilford (1956)
and Stein (1953) being precursors. Further studies focus not only on the individual
achievements of the creative genius but begin to take in consideration people’s daily
lives (Gomes et al., 2016). This does not mean that studies on the individual aspects
of creativity have ceased but that a new paradigm emerges.

Researches on social psychology and personality define creativity in terms of
innovation, which refers to ideas not yet presented; flow, which refers to the number
of ideas conceived; flexibility, understood as the wideness and flexibility of reach of
these ideas; and originality, which refers to ideas not previously known (Zhou &
Hoever, 2014). In the field of organizational behavior, the concept that reaches
greater consensus among scholars establishes creativity as defined by result. This
result is generally comprehended by actions that bring something new and useful to
work or to the company as products, services, business and management models, as
well as work methods (Amabile, 1996; Zhou & Hoever, 2014). While creativity has
as its characteristic the production of ideas, innovation includes production as also
the implementation of ideas. In this sense, creativity crucially precedes innovation.

The concept of creativity has undergone revisions. This is how Glaveanu (2013)
rewrites it from the four pillars established by Rhodes (1961, cited by Glaveanu, 2013),
namely, the individual, the processes, the outcomes, and the environmental pressure.

From this perspective, the concept of creativity evolves to a structure called by it
as the five As of creativity. In this model, the author includes the actors, the actions,
the artifact, the audience, and affordance (Glaveanu, 2013). The author states that the
theory of the four Ps focuses on individual’s internal disorders, in their cognitive
mechanisms, in future goods, and on the social context that condition the creativity.
The theory of Glaveanu (2013) advances to a perspective that considers personal attri-
butes in relation to the social context. Taking into account coordinated actions between
psychological and behavioral manifestations, it considers the cultural context of the
production of artifacts, as well as their evaluation, and, finally, considers the interde-
pendence between creators and the material and social world. In synthesis, in the
interrelationship between these variables is where creativity finds space to thrive.

International and national recent studies show that the focus is on the integrated
perspective on creativity concept (Alencar & Fleith, 2003; Amabile, 1996; Gomes
et al., 2016; Zhou, Hirst, & Shipton, 2012; Zhou & Shalley, 2003). In general,
creativity has been defined by its results, such as creative ideas (e.g., Gomes et al.,
2016; Zhou et al., 2012).
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The standard definitions of creativity have been classified in a bipartite perspec-
tive. For Runco and Jaeger (2012), there are two criteria to be considered in the defi-
nition of creativity, which are originality and effectiveness. Therefore, for an action
to be considered as creative, it is necessary that there be originality, once those that
occur in the field of common sense, conventional and mundane, cannot be consid-
ered creative. The creativity is in the field of the new, original, unique, and exclu-
sive. Although originality is important in the creative process, it is not enough. It is
necessary that the action also be effective to be considered creative. The value of an
idea, a product, or an action is in its effectiveness and not exclusively in originality
(Zhou & George, 2001).

In other words, by definition, ideas will be considered creative when they fulfill
the conditions of originality or uniqueness and effectiveness or usefulness. In the
field of workplace, it is desired that creative ideas can also be applied to solve orga-
nizational problems. Nevertheless, these ideas need to be useful so managers can
apply them effectively to develop new products, improve work processes, and solve
labor problems. Willing to minimize the complaints about definition of creativity,
Batey (2012) proposes a taxonomy that considers the following dimensions: (a)
analysis level (individual, group, organizational, and cultural); (b) facet which refers
to the aspect to be considered, more specifically, the four “Ps” (person, process,
product, and place); and (c) measure level, which must be checked with the defini-
tion within the way the construct is measured, being possible to have objective
measures, self-reporting, and others, such as expert assessment. Thus, the author
proposes a matrix of 4 x 4 x 3 to investigate creativity, which sums at least 48 dif-
ferent ways of measuring this variable.

Taken jointly, the different studies that seek to conceptualize this phenomenon
allow us to assume that organizational creativity is a construct of greater complex-
ity, since it integrates from the personal characteristics of employees (e.g., personal-
ity, intrinsic motivation, skills, technical knowledge, self-effectiveness) to relevant
aspects of the organizational structure, social environment, job specifications, and
interpersonal relationships established in the work environment, which encompass
the dyad between managements and employees as well as peer relations.

2.3 Creativity: Approaches Focused on the Individual
and Context

Early proposals on creativity suggest that this is a phenomenon of biological nature,
focusing the creative potential on the individual (Piirto, 2004). In the field of indi-
vidual dimensions, studies on the influence of personality, motivation, and affec-
tions on human creativity are highlighted.

Specifically regarding the relationship between creativity and personality, there
is a long tradition of research (Barron & Harrington, 1981). Although the results are
not conclusive, they show that some personality traits contribute more than others to
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the expression of creativity, such as risk taking, tolerance to ambiguity, persever-
ance when facing of obstacles (Alencar & Fleith, 2003), and openness to change
(Ma, 2009). The existence of robust and tested measures in different cultures makes
easier the comparison of the investigations that include Big Five in their designs,
although the measures of creativity are scarce (Batey & Furnham, 2006).

In part, divergences regarding the relationships between personality and creativ-
ity can be attributed to the way in which such variable is conceived. In general terms,
assignments adopt one of two approaches: in the first, divergent thinking test is used
as verbal fluency, for example. Another possibility is to ask a specialist to evaluate a
given product. In this case, the findings present a positive relation of creativity with
extroversion. As an explanatory hypothesis, this result can occur because the extro-
verts are risk takers and seek more stimulation allowing creativity to emerge. In the
second approach, there is a positive relationship with openness to change; however,
the findings are less robust and inconclusive (Batey & Furnham, 2006).

In spite of the findings, it is important to emphasize that the relationship between
personality and creativity is complex. For example, extroversion presents itself as a
predictor of performance in tests of creativity; however, on the other hand, introver-
sion is a precursor of creativity among artists, and this probably occurs because
artists spend much of their time with themselves (Batey & Furnham, 2006). The
studies allow to state that personality can explain “one-fourth to one-third of the
variation in creativity in the work environment” (Batey & Furnham, 2006, p. 400).
However, for a person to reach his creative potential, other cognitive and situational
requirements must be present.

Another important variable in the study of creativity is motivation, which has been
considered as a strong predictor of creative performance. Although there is no consen-
sus among authors about the relationship between intrinsic motivation and creativity,
some consider motivation to be one of the main antecedents of creativity (Amabile,
1985; Kreitler & Casaki, 2009), while others state that relationships are less consistent
from what have been hypothesized in the literature (Grant & Berry, 2011). Intrinsic
motivation occurs when the person engages in some activity because it has an interest,
satisfaction, or pleasure, taking the activity itself as a reward (Amabile, 1983).

Nevertheless, what seems to be consensual in the studies on the relations between
personality and creativity is the existence of moderators and mediators in this rela-
tionship (Zhou & Hoever, 2014). In this way, intrinsic motivation has been config-
ured as a mediator of the relationship between openness to change and creativity
(Prabhu, Sutton, & Sauser, 2008). In later studies, intrinsic motivation was associated
with high levels of creativity when workers were pro-socially motivated, that is,
when employees were also motivated to consider their peers’ perspectives (Grant &
Berry, 2011). In addition, intrinsic motivation has had an indirect effect on creative
performance, being moderated by the search for help (e.g., Mueller & Kamdar,
2011). The authors found this to be a complex relationship, since the search for help
can either increase creativity or, depending on the help received, suppress the creative
process.

Still in terms of individual aspects and their relation to creativity, the studies
point to a confluence of positive associations between affection and creativity (Baas,
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De Dreu, & Nijstad, 2008; De Dreu, Baas, & Nijstad, 2008). Experimental research
shows that tenderness induces positively creativity, intrinsic motivation, and the
capacity of problem solving, especially complex matters (Hennessey & Amabile,
2010). A longitudinal research that adopted different strategies of data collection
(daily activity diaries, self-report, peer evaluation, and specialists) showed positive
relationships between positive affection and creativity and none with negative affec-
tions (Amabile, Barsade, Mueller, & Staw, 2005).

In turn, in inspecting the associations between creativity and negative affects, the
results are not consensual. Researchers found that negative affect was a predictor of
creativity (assessed by the supervisor) when they noticed that they would be recog-
nized and rewarded for their performance (George & Zhou, 2002). However, if the
other variables are kept constant, positive affect is more beneficial to creativity than
negative affect (Hennessey & Amabile, 2010). Negative affects, on the other hand,
can increase creativity when they are triggers (negative activating moods, e.g.,
anger and guilt) and do not relate to creativity when they are the opposite (deactivat-
ing moods, e.g., depression and discouragement) (De Dreu et al., 2008). Negative
activating affects lead to creative performance as it increases perseverance and per-
sistence. Because of this, both positive and negative affects can foster creativity.

Following the same line, studies show that the benefits of individual creativity of
the team members to the group creativity were contingent to the engagement of
members in the so-called relevant process of creative team (Taggar, 2002). Moreover,
team diversity and the team members’ perspective interact to affect the team creativ-
ity, so that different perspectives among the team members promoted creativity in
fact of the members’ high perspective (Hoever, Van Knippenberg, Van Ginkel, &
Barkema, 2012). Altogether, these studies evidence that at individual, dyad, or team
levels, positive affects impact creativity.

Studies focusing on the influence of emotions on creativity have investigated
characteristics of the dyads or teams as creative actors. The center of attention of
these studies is on the composition and behavior of team members, collective affec-
tive states, as well as task performance experiences. In this line of analysis, studies
have shown that the benefits of gathering together the individual creativity of team
members into group creativity were contingent upon the engagement of members in
the so-called relevant process of the creative team (Taggar, 2002). In addition, the
diversity of the team and the perspective of team members’ interaction affect the
team’s creativity in a way that plural perspectives among team members could fos-
ter creativity up the high perspective of the members (Hoever et al., 2012). These
studies combined demonstrate that at the individual, dyad, or team level, positive
affects impact creativity.

It was possible to realize, with the development of the area, that the context has
an important role in the development of creativity, expanding the scope of studies
and decentralizing the influence of the individual in the creative expression taking
in consideration the context (Shalley et al., 2004).

The realignment from individual to the organizational perspective did not mean
abandoning one perspective over another, as can be seen in Chavez-Eakle, Eakle, and
Cruz-Fuentes’s (2012) studies. Nevertheless, it has altered the field of study to inves-
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tigate the influences of context for the phenomenon to flourish so that creativity may
be the result of individual action and social interaction (Aggarwal & Bhatia, 2011).

Csikszentmihalyi (1997) suggests that the relationship between these two levels
of analysis is due to the interaction of three elements: (1) culture, based on its shared
rules and values; (2) the individual, who contributes with a new idea in the context;
and (3) peers that validate the process. However, the environment can also be a
source of obstacles for creativity (Amabile, 2012).

To make clear what we are presenting as context, we reread Rodrigues and
Veloso (2013) that problematize the multi-perspectives that define what the context
is and the variables that represent it. The result of this effort suggests an important
role of human resource sector, as the creator of environments that stimulate the
emergence of creativity.

The management of human resources presents itself as a key piece to stimulate
creativity. The phenomenon has been presented as a result of the interaction of
numerous factors that moderate the relationship between the individual and organi-
zational level. In this way, worker-oriented practices fail to produce creative results
if they are not aligned with personnel management policies, such as the presence of
supportive communications channels, performance evaluation, and encouragement
of teamwork (Rodrigues & Veloso, 2013).

When investigating the history of creativity, Shalley, Gilson, and Blum (2000)
confirmed that higher levels of creativity are associated with greater autonomy and
higher level of complexity and challenge in the tasks taken, causing an effect on the
worker’s own satisfaction. This may lead us to think that only positive environments
allow the expression of creativity. However, the study by Zhou and George (2002)
reveals that even if dissatisfied, if there is a scenario of committed and assertive
workers, they can develop expressions of creativity to solve problems arising from
the very situation of discomfort.

The studies developed by Hammond, Neff, Farr, Schwall, and Zhao (2011) syn-
thesize the tradition of studies on creativity from the individual perspective, through
the focus on teams and dyads to the analysis of organizational context. For the
authors, early traditional studies from the subject seek to know the predictors of the
creative process and its impacts on the worker (individual level). These predictors
are categorized into three directions, the first of which focuses on the aspects of the
individual and has three main focuses: (1) personal sources, which we recognize as
personality traits, values, and cognitive styles, among others; (2) characteristic of
the task and its goals, level of complexity, and routinization; and (3) predictors from
context, such as leadership, perception of justice, social networks, and the relation-
ships with clients. The second tradition seeks to characterize the creative teams and
the relationship between the dyads. In this set of efforts, the structure and composition
of the team, the climate, and the leadership styles that impact on the creative capac-
ity of the teams are highlighted. The third, finally, focuses on the level of the orga-
nization, which analyzes human resource practices, organizational structures, forces
and pressures on worker behavior, and influences from the external environment.
Figure 2.1, developed from Hammond et al. (2011), aims to facilitate the under-
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standing of the types of studies produced in recent years based on the levels of
individual, group (team), and organizational analysis.

2.4 Model of Analysis and Reference Theories

In addition to the levels of analysis, creativity studies have been developed based on
different methodological approaches, ranging from laboratory research to field
studies. The research in the organizational context mainly uses self-report measures
(e.g., Pretz & McCollum, 2014; Silvia, Wigert, Reiter-Palmon, & Kaufman, 2012)
because this is a methodological strategy that, despite its limitations, has been effec-
tive in evaluating both the talent to create as also the creative performance (Hocevar
& Bachelor, 1989). Further to self-report, creative performance measures operated
by peers and supervisors have been used (Zhou & Hoever, 2014). Although new and
complex, studies regarding to creativity have emerged in the quest of integrating
different domains and levels of analysis. Among the measures, there are still those
that evaluate the degree of creativity in a given domain, that is, the perception of the
individual about his capacity of creativity in a specific domain (Silvia et al., 2012).

In order to cover the complexity of the creativity phenomenon, different models
of analysis were developed. The literature points to a diversity of models and theo-
ries used in the evaluation of creativity, which hinders the consensus about the con-
struct (Batey, 2012; Batey & Furnham, 2006). The lack of a consensual definition of
creativity has repercussions on how this construct has been operationalized and on
the research models used to encompass the phenomenon, which include field
research and laboratory studies.

By defining creativity as “the production of ideas or results that are new and
appropriate for some purpose,” Amabile (2012, p. 2) targets the analysis of the cre-
ative process in the field of the individual. At this level of analysis, creativity can be
explained as the ability to solve problems in a satisfactory way. In this same line,
Sternberg (2014) describes the steps that make up the cycle for solving problems
and presents them as a model that includes problem identification, problem repre-
sentation, implementation of a resolution strategy, organization of information,
resource allocation, monitoring, and evaluation.

Each of these steps represents a set of efforts to solve a problem. However,
Sternberg (2014) suggests that this is not a linear process, because we can go back
or skip some of the steps and still be efficient in solving a problem.

In a corporate context, a creative worker is seminal for the survival of the orga-
nization and the implementation of innovation processes (see Chap. 9). Given the
importance of creativity in the contemporary world, theoretical models have
emerged in the literature that struggle to explain how creativity is processed at the
levels of the individual and in the context of work.

This chapter presents the models and theories used in studies on creativity in the
field of organizations and work. Among these models, we highlight the model of
individual creative action, the componential model, and the interactionist model.



2 Creativity at Work: Trends and Perspectives 31

Creativity
Worker level Company level
Personal sources Human resources preactices
Personality traits Knowledge management
Values TD&E practices
Goals Leadership style
Cognitive styles Performanebased payment
Selfconcept and identity Organizational support
Knowledge and skills Innovation resources availability
Emotions \\
Motivation Company Structure
Team level Decentralization
Predicted by task Structure and composition of Low power differentiation
Work complexity the team Low formalization
Routine Strategies for innovation
Team climate Subcultures and professional
Task goals and requirements categories that make up the
organization
Predicted by context
Leadership” Forces upon the worker behavior
Feedback Force of norms
Sense of justice Force of procedures
In-company social networking Force oformalized culture
Influence over clients
External environment
Urbanization
Unemployment rate
Competition
Environmental uncertainty

Fig. 2.1 Distribution of creativity studies based on Hammond et al. (2011)

The Individual Creative Action Model (MACI) (Ford, 1996) presents three fac-
tors that can stimulate the emergence of creativity. These are (1) the processes of
sense construction, (2) motivation, and (3) knowledge and skills. The author takes,
as a description of the motivation factor, a set of processes and emotional states
(perception that the result will be rewarded, beliefs of receptivity and in their own
capacity, anger, anxiety, etc.). Figure 2.2 graphically represents the model of indi-
vidual creative action.

On the other hand, the Creative Component Model (MCC) (Amabile, 1983,
1996, 2012) suggests a structure of three individual components, namely, (1) com-
petence related to the domain of the problem to be solved, (2) processes relevant to
creativity (personality traits, cognitive characteristics, among others), and (3) intrin-
sic motivation for the task. In this model, individual creativity is, to a large extent,
subject to the influences of social environment factors, where cognitive, motiva-
tional, social, and personality aspects influence the creative process, with a great
emphasis given to the role of motivation and social factors. In other words, the
componential model highlights three internal elements—intrinsic motivation,
expertise, and creativity. As shown in Fig. 2.3, Amabile and Mueller (2008) point
out that componential theory can be strongly affected by the work environment. In
this model, the external and internal components interact and give way to the cre-
ative process, allowing creativity to thrive in the work environment.
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Fig. 2.2 Graphic representation of the Individual Creative Action Model

In order to understand creativity in complex work environments, the Interactionist
Model of Creativity (IMC) (Oldham & Cummings, 1996), which describes creativ-
ity as a phenomenon that cannot be clearly understood outside the social system,
chooses aspects of each analysis level as predictors to creativity. In this sense, the
combination of personal characteristics (personality and cognitive style), social
influences, team characteristics (composition, norms, size, and established culture),
and organizational characteristics (organizational culture and human resource poli-
cies) may facilitate or not the creative process (Woodman, Sawyer, & Griffin, 1993;
Zhou & Shalley, 2003). To illustrate this premise, Oldham and Cummings (1996)
have identified that complex and challenging work, when related to the perception
of support and noncontrolling supervision, can stimulate creativity.

When we examine the contextual variables, we show that most of them are direct or
indirect expressions of the organizational culture, which in turn dialogues with the local
culture (Alencar & Bruno-Faria, 1997; Cunha, Clegg, & Kamoche, 2006; Ferreira,
Fischer, Porto, Pilati, & Milfont, 2012). Figure 2.4 graphically depicts the interrelation-
ships between personal characteristics, groups, and organization to explain creativity.

In order to respond to the diversity of gaps in the comprehension of creativity in
the context of work, Zhou and Hoever (2014) have proposed the Interactionist
Model of Creativity (IMC) (Oldham & Cummings, 1996) that addresses a perspec-
tive in which different factors can help or interfere, as well as promote or not cre-
ativity, depending on their settings when interacting with other factors. The IMC
was developed with the perspective of filling a gap in the studies on creativity when
proposing that different patterns of interaction may occur in the process of develop-
ment of creativity. In this sense, a new direction of the future research is pointed on
the subject. The authors of the new analysis signalize that the organizational and
cultural context in which creativity takes place deserves special attention. The IMC
presents a promising route of investigation by highlighting the importance of the
interaction effects of the actors with the context in different cultures that may vary
according to the pressures of the culture. This model has the same structure as the
demand and control model developed by Karasek (1979). In Karasek’s model
(1979), the demands of work and control of the worker interact in a two-dimensional
structure to explain behaviors and attitudes at work. Figure 2.5 graphically repre-
sents the new typology proposed by Zhou and Hoever (2014).
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Fig. 2.3 Amabile’s componential model of creativity, adapted by Amabile and Mueller (2008, p. 36)

For the authors, the interactionist model may allow the integration of several
neutral variables, such as time, which may not have a direct effect on creativity in a
given situation but may induce a moderating effect on the relationship between
other variables, in a more or less positive way. As an example, the authors mention
a study in which the task conflict over team creativity was contingent on the project
phase in which the team was operating together. This model brings a new perspec-
tive of analysis and certainly will allow an advance in the studies on creativity in the
work context.

The model proposed by Zhou and Hoever (2014), despite presenting a break-
through, is structured in a two-dimensional perspective, which prevents extrapolat-
ing the analysis in a wide and diversified manner.

In addition to the complex analytical models used in research on creativity, theo-
ries of strong tradition in social psychology have been used to identify the anteced-
ents and consequences of creativity as well as the indirect relationships between
social organizational phenomena and creative performance. In this perspective the
following theories stand out: theory of value expectation (Vroom, 1964), normative
theory of reference group (Kelley, 1952; Merton, 1957), self-regulation theory
(Bandura, 1991), and activation theory (Gardner, 1990).

The theory of value expectation (Vroom, 1964) suggests that the motivation of
employees to perform a given behavior depends on the product of two motivational
elements: (a) believe that they can effectively perform this behavior, in this case
being creative, and (b) the perceived value/importance associated with creativity.

The normative theory of the reference group (Kelley, 1952; Merton, 1957) sug-
gests that individuals use their reference context (i.e., organization, leader, or team)
to understand the type of behavior that is expected and, consequently, must be wide-
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spread at work (i.e., creative performance). According to this theory, employees
with high creative self-efficacy may be more likely to present creative behaviors
when they realize that their work environment expects them to be effectively cre-
ative at work. Context variables that reflect expectations related to creativity can
play an important role in the delivery of creative behavior. These relationships can
be direct or indirect.

The theory of self-regulation must also be considered in the studies on creativity,
since the belief that it is capable of obtaining a creative performance in the work is
important for the accomplishment of the creative actions and the processes of inno-
vation. For Bandura (1991), people’s beliefs in their own effectiveness influence the
choices they make and their aspirations, causing them to mobilize efforts beyond
what they are normally accustomed to. In addition, people are more willing to per-
severe in the face of difficulties and setbacks.

Another theory that has been used in studies on creativity is the theory of activa-
tion (Gardner, 1990). This theory postulates that behavior is highly influenced by
changes in activation or stimulus levels. The author postulates that the level of acti-
vation is monotonic and occurs as a function of the total stimulation that affects a
person at any time, including the stimulation that arises from the execution of a task.
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Stimuli can arise from different sources, namely, external (e.g., reward and promo-
tion) and cerebral (e.g., thoughts and motivation). Studies on creativity using the
stimulus-activation approach are concerned with stressors (e.g., assessment) and
with psychological conditions that require an adaptive response (Lepine, Podsakoff,
& Lepine, 2005). Lepine et al. (2005) found that stressors acting as challenges can
have an effect on performance through pressures (negative effect) and motivation
(positive effect). This is how creative performance can be stimulated by positive
forces such as intrinsic and extrinsic motivation.

Based on the assumption that “all people are creative” (Beneditti, 2015, p. 345),
different methodologies and techniques can be used in an organizational environ-
ment to encourage creative thinking, leading to new ideas and actions that involve
the creation process. The next topic briefly presents some training models that can
be applied focusing on the development of creativity by managers, external consul-
tants, and specialized professionals.

2.5 Creativity Training

Creativity training programs are based on the belief that creativity can be learned or
developed through education and practice. It is worth noting that although such
training may be applicable to different contexts, school, organizational, and social,
studies in the educational field prevail (Nakano, 2011).

Creativity is a complex process involving at least eight aspects: (a) problem iden-
tification, (b) gathering of information, (c) definition and selection of concept, (d)
conceptual combination, (e) generation of ideas, (f) evaluation of ideas, (g) plan-
ning and implementation, and (h) monitoring the actions. As can be seen, these are
processes that are interrelated and do not necessarily occur in a linear way. In this
way, it would be difficult to develop a training that encompassed all of them. For
this reason, the focus has been on choosing one process(es) over others (Scott,
Leritz, & Mumford, 2004).

Studies carried out over half a century indicate that trainings that deal with
aspects related to divergent thinking (ability to propose different solutions to a given
problem), scores (number of responses), flexibility (different categories of
responses), originality (low statistical frequency), and elaboration (response sophis-
tication) contribute to problem solving and creative performance. Training for cre-
ativity contributes to divergent thinking, problem solving, attitudes, and behaviors
(Scott et al., 2004; Tsai, 2014). Although most of these studies have been developed
in the educational field, it must be considered that organizational learning uses the
same tools of formal educational process and that training for creativity can be used
in an effective way to stimulate the creative process and also innovative actions.

In order to evaluate the effects of training actions on formal instruction events—
classroom—Tsai (2014) performed a meta-analysis in several databases, consider-
ing the period from 1980 to 2012. Eleven papers were found, and in all of them, the
idea that trainings are effective for the development of adult creativity was ratified,
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especially for the generation and flow of ideas and divergent thoughts. Although the
results obtained with this survey are promising, the reduced number of papers con-
firms Hennessey and Amabile’s (2010) view that there are scarce works on training
for creativity in comparison with those who investigate the relationships between
creativity and affections, the humor, and the cognition.

The literature has demonstrated the effectiveness of creativity trainings in the
organizational field, for employees in general (Beneditti, 2015) and in managers
(Ribeiro, 2015). In order for thinking and creative action to be developed, facilita-
tors and managers can use different strategies, attitude training, brainstorming, and
incubation, among others (Ma, 2006), as shown in Table 2.1.

Pursuing to collaborate for the development of programs that increase creativity,
O’Keefe and Souder (1979) present 14 techniques that can be used in work context
to stimulate creativity. The techniques are:

(1) Free association. First the problem is presented to the person or group, and
then the ideas are written down; it can be a word, a sketch, a drawing, or any
contribution to the subject under analysis. Then, each one presents his solu-
tion, and the new propositions are incorporated, which will be analyzed at
another time—follow-up session.

(2) Forced choice. It is similar to the previous one; however, here the person
should seek to establish forced relations between an idea and forms (possible
solutions to the problem).

(3) Relation of items compared. First presented is a relation with the questions to
be analyzed, and then each of the points is analyzed closely until a solution is
reached.

(4) List of attributes, which aim to investigate the components and utilities of a
given product at first and after that analyze the idea to propose a new product
that considers the limitations of the original.

(5) Factors of production. This technique developed by General Electric consists
of raising a problem (product to be developed and improved) and its inputs,
production requirements, and restrictive requirements.

(6) Sequence-product modification matrix, which is indicated for making
improvements in production processes; each step of the process is analyzed in
detail and changes and/or phase extinctions are proposed.

(7) Morphological analysis. The following techniques are termed non-analytical.

(8) Brainstorming.

(9) Mental storm, in reverse, is to identify faults and defects in a given object,
process, product, or issue being analyzed.

(10) Gordon method.

(11) Written mental storm.

(12) Method of collecting data on the agenda.
(13) Kinetics.

(14) Edisonian.

Although the presented techniques can be applied in a working context, there is a
lack of clarity in the procedures of each one, and some superimpose; moreover, few
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Table 2.1 Classification of training programs for creativity according to Ma’s classification

(2006, p. 438)

Technique

Description

Simple techniques

1. Generating ideas

The participant generates as many ideas as he/she can without
using other techniques

2. Brainstorming

This technique was developed by Osborn (1963) and includes
the proposition of group ideas without previous evaluation.
This ability includes warming up, searching for new
information and postponing judgment, making use of all the
senses, aiming for problems, incorporating into the daily
routine, and sharing products created with other people

3. Incubation

This technique consists of not devoting yourself to a given
problem after having worked on that without success. The
underlying assumption is that the brain may in a relaxed and
unconscious way organize the information previously studied
and this will produce an unexpected solution

4. Forced relationships

Ideas are developed based on objects in the immediate
environment

5. Catalogue

This technique consists of browse through a categorized list of
objects to expand the range of ideas

6. Proposing improvements to
part of a product

The participant lists important attributes or parts of a product
and then considers whether each attribute or part can be
changed or improved

7. Morphological synthesis

The participant identifies different dimensions of a problem,
lists all possible values for each dimension, and then uses a
value from each dimension to produce possible new
combinations (e.g., five color possibilities, five shapes, and five
sizes would produce 125 possible products)

8. Attitude training

Promote a positive attitude or affect toward creativity such as
reducing anxiety, keeping an open and receptive mind to new
ideas, and knowing the importance of creativity to society and
personal interests and self-development

9. Synectics

It is a term of Greek origin meaning “the joining together of
apparently irrelevant and different elements.” The idea is to
make familiar by looking at the problem from a different point
of view, especially from the opposite side

10. Checklist

A list of items are used to form a new perspective by replacing
an idea or item previously generated by a new one. It also
refers to combining two or more ideas previously created; in
short, it is the proposition of something new based on
modifications/enlargement/eliminations/adjustments

Composed techniques

11. Computer-based trainings

This program includes computer graphic technology (allowing
a person to manipulate text and graphic images to produce a
graphic design) and logo and programming which involves
deciding on the nature of a problem and choosing, combining,
and selecting information, knowledge, and solutions

12. Creative thinking program

Program composed of 28 assignments to improve fluency,
flexibility, originality, and elaboration followed by illustrations
and practice (Purdue Creative Thinking Program, Feldhusen
etal., 1970)

(continued)
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Table 2.1 (continued)

Technique Description

13. Renzulli program (1973) | A program developed by Renzulli (1973) from Guilford’s
(Guilford, 1967) intellect structure model, consisting of five
operations: (a) cognition (i.e., discovery or recognition), (b)
memory (i.e., retention of what is recognized), (c) divergent
thinking (i.e., looking for a variety of answers), (d) evaluation,
and (e) convergent thinking (i.e., looking for a right answer to a
question)

14. Khatena method (1970) This program consists of getting out of the usual and looking
for something new through restructuring and synthesis

15. Osborn—Parnes CPS Program consisting of four broad stages of a creative process:
Program (a) identifying specific problems, (b) generating solutions (i.e.,
generating or combining solutions without evaluation in a
phase that needs mostly divergent thinking skills), (c)
evaluation of solutions, and (d) elaboration of a solution

studies investigate the effective contributions of each one of them (Tsai, 2014).
Another point that shall be emphasized is the distinction between training situations
and the “real world.” It is necessary to develop research models that allow the influ-
ence of training to be evaluated in real situations, as superior performance in a pencil
and paper test does not assure creativity in the actual work environment.

In order to consolidate training of creativity in the daily routine of organizations,
it is fundamental to develop an organizational culture that encourages creativity, and
if it does not occur spontaneously, it is up to the leaders to create the contextual
conditions for the emergence of creativity, with actions such as clear communica-
tion, effective support to employees, freedom of action and availability of resources,
and peer support (Coveney, 2008).

2.6 Conclusion

Creativity occurs by an individual action in a given context; therefore, individual
and contextual variables affect its emergence. People tend to be more creative when
motivated primarily by their interests, pleasures, satisfaction, and challenges at
work, in other words, when there is an intrinsic motivation. However, it is worth
emphasizing that although creativity is a phenomenon that emerges from the indi-
vidual, it is fundamental to consider the influence of the context (Hennessey &
Amabile, 2010). It is necessary that interaction between individual and contextual
aspects that stimulate creativity in the work environment be observed (Zhou &
Hoever, 2014).

For creative thinking to take place in a corporate environment, it is necessary to
have a place that encourages the freedom of expression, where workers experience
well-being and positive emotions and where they are involved and are stimulated
through trainings to exert their ideas. Customer needs must be considered, and
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Fig. 2.6 Integrator Model and Potentializer of Work Creativity (MIPC)

networks with suppliers outside the organization must be built. Creative organiza-
tions are those that focus on bold goals that are open to their employees and are
connected to the outside world.

Empirical evidence supports the interactionist perspective of stimulating organi-
zational creativity (Zhou & Hoever, 2014). In this sense, managers must undertake
effective actions that involve reflection, practice, and consolidation of organiza-
tional creativity, providing an environment that favors creativity, stimulates the
emergence of new ideas, provides healthy environments, instigates brainstorms, and
prioritizes values that support a freedom of expression environment and where
employees are valued and able to upstand for themselves. In this perspective, we
present a model that integrates and enhances creativity at work (MIPC) (see Fig. 2.6)
by graphically articulating variables related to the social context, the organizational
environment, and the individual characteristics of the workers.

As a whole, MIPC presents the integration of cultural elements (e.g., psychoso-
cial environment, culture, business model), organizational (e.g., organizational
goals and task characteristics), group elements (e.g., leadership styles and relation-
ships with the team), and individuals (e.g., beliefs, personality traits, and personal
strategies to problem solving). The main purpose of this model is to provide manag-
ers with useful information on how the relationships between the social context,
organizational environment, and individual characteristics should be articulated to
enhance the creativity of its employees.
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Taken together, the studies presented in this chapter provide evidence of the
impacts of the creative process on the work environment. Understanding the ante-
cedents and consequences of creativity at work has practical implications for the
management by bringing direct benefits to the organization and its employees. In
organizational terms, the benefits include increased effectiveness and innovative
capacity. As far as employees are concerned, the benefits encompass their own cre-
ative performance and their personal consequences, such as their well-being.

Therefore, creativity should receive special attention from managers given its
positive association with engagement and health at work, as well as its impact on
organizational performance. Creative performance can generate competitive advan-
tages because it stimulates innovation and facilitates the process of adapting to
change. To this end, managers should create intervention and training programs that
support and stimulate the creative actions of workers. The training for creativity
mentioned herein illustrates real actions that can be taken to foster creativity.

The present review of the literature has brought fundamental contributions to
managers by presenting empirical evidences that demonstrate the benefits of stimu-
lating the creative process, discussing training programs and the development of
creativity, and proposing an integrative model that points to the need to consider the
whole structure of individual, contextual, and environmental factors that employees
can create in their work.
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Chapter 3
Optimism and Hope in Work Organizations

Sinésio Gomide Jr., Amanda Londero dos Santos,
and Aurea de Fatima Oliveira

3.1 Introduction

Organizational management has been historically described as an immaterial activ-
ity. Or, as some may say, it would be the art of the imponderable. Challenges found
in current corporate environments regard increasing competitiveness and how the
impersonality of large businesses could be conciliated with the individual perspec-
tive of the employee. Psychology has basically managed these challenges in a diag-
nostic and, many times, in a retrospective way.

The conception and vision on the corporative world has changed and is still
changing, moving away from a retrospective and remediating vision toward proac-
tive vision and postures. It is in this context that the notions of emotional intelli-
gence, transformative leadership, and positive psychology arise.

Despite the controversies in literature about the exact moment when the term
positive psychology arose in the context of psychology, many authors locate it in the
year of 2000, when Seligman and Csikszentmihalyi published the article “Positive
Psychology: An Introduction” on the American Psychologist. The main purpose
then was that the historical focus of psychology on remedial aspects provided it
with an incomplete view on human beings and communities. The paper then pro-
posed the focus on positive aspects of human, group, and society development.

Historically and conceptually, positive psychology is supported on three pillars.
The first one would be the study of positive emotions; the second would be studies
of positive traits such as powers and virtues, intelligence, and even the athletic abili-
ties; and the third would be the study of positive institutions such as family, work,
democracy, and the “moral circle” that could promote positive thinking. The authors
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list topics of interest to the psychology’s vision such as happiness, faith, enthusiasm,
calm, pleasure, and everything that would sustain the individual’s and communities’
functional aspects.

In the run of the positive psychology propositions, investigations started target-
ing the work relationships in an attempt to understand the characteristics of harmo-
nious relationships between workers and organizations. The investigation in the
area of positive psychology has consistently evidenced that preservation of emo-
tions and positive cognitions at work can be an important determinant of pleasure,
happiness, and well-being and also provide more efficient and long-lasting perfor-
mance. Challenges inherent to the promotion of these feelings in complex organiza-
tions remain a niche little explored by literature but with instigating future.

Luthans and Crurch (2002) have proposed the use of positive psychology in the
study of organizations. The authors used the term positive organizational behavior
to refer to the “[...] study and application of the positively oriented power resources,
and of the psychological abilities that start being measured, developed and effec-
tively used to improve performance” (p. 59). Besides a component oriented to sci-
entific investigations, the positive organizational behavior incorporates a component
oriented to people’s management to expand the employees’ positive psychological
capacities and its outcomes on the performance in and of organizations (Palma,
Cunha, & Lopes, 2007; Siqueira, Martins, & Souza, 2014).

Besides managing financial and material capitals, Luthans and collaborators
state that organizations should be capable of developing, maximizing, and manag-
ing the workers’ psychological capital to improve performance and build competi-
tive advantage. The psychological capital core construct is a positive psychological
state characterized by optimism, high perception of self-efficacy, hope, and resil-
ience. These constructs are measurable and have theoretical and empirical grounds
and strong impact on the organizational performance (Luthans, Avey, Avolio, &
Peterson, 2010; Luthans, Avolio, Avey, & Norman, 2007a; Luthans, Luthans, &
Luthans, 2004). According to Palma et al. (2007), these psychological states are
characterized by being developable, subject to maturation and improvement, and,
this way, contribute to more efficient performance management.

This chapter will approach two components of psychological capital: optimism
and hope. The first one is approached next.

3.2 Optimism

The rise of positive psychology increased the number of surveys about optimism,
evidencing its positive effect on the psychological and physical well-being of indi-
viduals or on organizational outcomes.

This increase in the number of studies about optimism brought different concep-
tualizations to this construct, including the explanatory style of optimism (Abramson,
Seligman, & Teasdale, 1978), dispositional optimism (Scheier & Carver, 1985),
realistic optimism (Schneider, 2001), positive illusions (Taylor & Brown, 1988),
and optimistic cognitive strategies (Norem & Cantor, 1986a, 1986b). Despite the
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different approaches to it, the consensual idea is that the construct refers to positive
thinking that generates positive expectations to the future. People that perceive the
possibility of achieving the likely results keep on fighting even when their progress
is slow-paced or difficult, and, as such, it is closely related to motivation (Scheier &
Carver, 1993).

The first authors to study optimism in psychology were Martin Seligman and
collaborators, framing it in an explanatory model of learned helplessness (Abramson
et al., 1978). In the 1970s, Seligman and collaborators theorized learned helpless-
ness: individuals or animals subjected to uncontrollable negative events perceive the
inefficacy of their own behavior and settle for it, i.e., do not act to inhibit the nega-
tive event, becoming passive. The authors, however, have observed that one third of
the human beings and animals in the same situation did not settle for it. To explain
this phenomenon, Seligman theorized that the explanatory style of the events dif-
ferentiated the individuals, i.e., the way people typically explain and construe the
causes of the events happening to them (Seligman, 1990).

The individuals’ future expectations derive from a model used to explain positive
or negative past events, using three parameters: permanent/temporary, internal/
external causality, and global/specific. In the face of situations perceived as nega-
tive, the optimists provide explanations delimited in time (temporary), originated by
factors external to them (external causality), and limited to that situation (specific),
and in the face of positive events, the explanations are related to internal, stable, and
global causes. The pessimists, in turn, provide an explanation opposite to that of the
optimists (Peterson, 1992, 2000; Peterson & Steen, 2002; Seligman, 1990).

Optimists do not feel powerless because they keep on acting and overcoming
the obstacles they find, even in hard situations (Seligman, 1990). Moreover, they
expect to have more control on the future and, therefore, are more resilient
(Reivich & Gillham, 2003). Although considered a cognitive trait, the explana-
tory style can be changed (Peterson & Steen, 2002; Seligman, 1990). Literature
points out measuring instruments aimed to measure the explanatory style of opti-
mism, such as the self-report questionnaire Attributional Style Questionnaire
(ASQ) (Peterson et al., 1982), the Content Analysis of Verbatim Explanations
(CAVE), the Optimism-Pessimism Scale (PSM) (Colligan, Offord, Malinchoc,
Schulman, & Seligman, 1994), and the Revised Optimism-Pessimism Scale
(Malinchoc, Offord, & Colligan, 1995). The last two ones were constructed to be
used in the clinic scope.

Scheier and Carver (1985) made a second theorization on optimism. According
to the authors, the dispositional optimism refers to a relatively stable personality
trait characterized by individuals who hope that life events happen as they wish and,
in general, believe that more good things will happen to them than bad things. The
main idea of this model is that human behavior is goal-oriented, either by avoiding
what is undesirable or pursuing what is desirable. When individuals perceive that
their current state is detaching from the goal, they behave in such a way as to reduce
this discrepancy. In this process, if the individual perceives she/he cannot reduce
this discrepancy, then she/he will reduce the efforts and interrupt the action. On the
other hand, if expectations are favorable she/he will increase efforts. Personal incli-
nations can influence expectations. Optimism and pessimisms are then general
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expectations on the occurrence of positive and negative results about the own future.
Optimistic individuals are highly likely to feel safe after assessing their own expec-
tations and will be more persistent and confident when faced with difficulties. On
the other hand, pessimists will be doubtful and hesitant. Optimism and pessimism
are considered one-dimension constructs with a bipolar structure of two opposite
poles (Carver & Scheier, 1998, 2003; Scheier & Carver, 1985).

Optimists can accept life difficulties more easily and use active coping more
frequently when efforts seem to entail positive results. Moreover, they are less prone
to give up and interrupt the pursuit for their goals (Carver & Scheier, 2003). Finally,
optimists tend to have more confidence and persistent posture, perceiving problems
as challenges, while pessimists are more insecure and less confident in their own
success (Carver & Scheier, 2002).

First Scheier and Carver (1985) proposed the Life Orientation Test (LOT) as
instrument to mediate the dispositional optimist. After some criticism about its
validity, they proposed the Revised Life Orientation Test (LOT-R) (Scheier, Carver,
& Bridges, 1994). In Brazil, the LOT-R was adapted and validated by Bastianello,
Pacico, and Hutz (2014).

In 2000, Peterson tried to integrate the two definitions of optimism, differentiat-
ing the little and the big optimism. This last would be a more comprehensive and
dispositional optimism that involves positive expectations to the future. The little
optimism, in turn, consists of specific expectations, i.e., situational optimism linked
to positive results and related to specific situations. Peterson, Scheier, and Carver’s
(1982) definition refers to big optimism, while that by Seligman (1990) refers to
little optimism as it is focused on concrete and specific events.

A similar idea proposed by Peterson (2000) is that optimism brings compo-
nents of traits and states. The optimistic traits are stable individual differences,
while the state optimists change according to the situations and context (Burke,
Joyner, Czech, & Wilson, 2000). Kluemper, Little, and DeGroot (2009) state
that Peterson’s (2000) differentiation between big and little optimism would be
the component of optimistic trait and state, respectively. The optimist trait refers
to positive experiences and contributes to individual’s health, while the optimis-
tic state refers to positive episodes in specific contexts such as favorable out-
comes at work.

Considering what has been said up to now, literature indicates that people with
high level of optimism are more prone to reach their goals in comparison to those
with high level of pessimism. In fact, many studies showed the positive relation
between optimism and physical and psychological well-being of individuals
(Peterson & Bossio, 2000; Scheier & Carver, 1992; Scheier, Carver, & Bridges,
2000) and the relation between optimism and job satisfaction, performance, produc-
tivity, and absenteeism (e.g., Kluemper et al., 2009; Luthans et al., 2007a;
Mikikangas & Kinnunen, 2003; Seligman & Schulman, 1986).

However, Norem (2000) affirms that optimists and pessimists can be high per-
formers. Norem and Cantor (1986a, 1986b) proposed two cognitive strategies
labeled defensive pessimism and strategic optimism [these cognitive strategies
could be measured by the Optimism-Pessimism Prescreening Questionnaire (OPPQ)
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(Norem & Cantor, 1986a) and by the Revised Defensive Pessimism Questionnaire
(DPQ) (Norem, 2000)]. Individuals that employ the defensive pessimism strategy to
safeguard their self-esteem in the event of failure develop low expectations about
future events. Those using the strategic optimism, in turn, keep high expectations
and, if required, reframe the undesired event if it occurs.

The individuals that use the defensive pessimist cognitive strategy have low
expectations about situations, even if they have succeeded in similar circumstances.
It happens because of their high level of anxiety before important situations and/or
goals and because they give deep thought to the likely negative events. This helps
them to enhance their feeling of control over the situation and reduce anxiety.
Thinking of all likely negative results of a given event makes them struggle to
improve their own performance (Norem, 2000).

The strategic optimism, in turn, refers to a cognitive strategy employed by indi-
viduals that do not get anxious when dealing with important situations that define
the achievement of significant or risky goals. These people feel capable of control-
ling the situation and have high expectations in relation of the outcomes. They are
prepared to achieve high performance and avoid thinking in advance about the
potential results and thus do not get anxious (Norem, 2000). Although strategic
optimism and defensive pessimism have different expectations and/or behaviors
prior to the effective performance, the two cognitive strategies can generate good
performance (Norem, 2000). Despite the affirmation that optimists are not more
competent than non-optimists, the good performance of optimists could be attrib-
uted to their stronger perseverance to reach and prioritize the most important goals
(Carver & Scheier, 2014).

Despite the evidence about the benefits of optimism, Weinstein (1980) warns
about its disadvantages, defining unrealistic optimism as a distortion, a mispercep-
tion characteristic to those individuals who believe that, in comparison to others, the
probability of negative events happening to them is low, while the probability of
positive events is high. Therefore, they do not anticipate negative events. In fact, a
study with a sample of smokers showed that unrealistic optimists underestimate the
risk of having lung cancer (Weinstein, Marcus, & Moser, 2005).

Taylor and Brown (1988) reviewed research works about positive illusions.
The individuals that miss these positive illusions are more prone to depression,
distress, and low self-esteem. Thus, according to the authors, positive illusions
about the self seem to be useful in adverse conditions, because they help indi-
viduals to cope with difficult events that could threaten their self-esteem and
vision of future.

Although Weinstein affirms that optimism leads to a distorted vision of real-
ity, Schneider (2001) says that one can be optimistic and realistic at the same
time, defining realistic optimism as a tendency to sustain a positive vision before
the evidence of the real world. According to the author, being an optimist means
to be lenient with one’s own past, appreciate the present, and seek for opportuni-
ties in the future, including the analysis of reality and active effort to discover
and change malleable aspects of the environment, as well as endeavor to fulfill
their own goals.
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3.3 Hope

Future always seems favorable since people assign to it the possibilities of promis-
ing changes, achievements, and better life. Human beings, in their private thinking,
have wonderful visions of tomorrow, since the past is full of events about which
nothing can be done (Snyder & Lopez, 2009). The present, in turn, is so quick that
it seems to offer few opportunities of effectively performing any change. Therefore,
future would be the place where all wishes would come true and full life would be
achieved. Human beings are always waiting for something (Sartori & Grossi, 2008).
This state related to positive perspectives of future was labeled “hope.” Sartori and
Grossi (2008) have listed a wide range of concepts to the term. These range from
“originated from faith in God” to “give meaning and happiness to life,” passing by
“coping strategy” and “expectation to reach a goal.” The authors state that lack of
hope makes the individual opaque, with no perspectives and waiting for death.

In a retrospective on the hopeful thinking, Snyder and Lopez (2009) say it has
been presented all over the recorded human history. The authors also affirm that
even when hidden, hope is revealed in everyday words that express the belief in a
positive future. Planning and believing would reflect an assumption of more gen-
erous future and that actions performed could lead to it. In the Greek mythology,
for example, the authors (Snyder & Lopez, 2009) mention the myth of Pandora’s
box that, when opened, releases to the world all the evil stored in it. To the authors,
the two possible versions to the myth represent, on one hand, the success of hope
and, on the other hand, the antidote to the evil that hope represents. In the reli-
gious light, hope, according to the authors, produced great works (physical or
philosophic) although in the Middle Ages it could have given rise to an intellec-
tual paralysis that would only be broken in the Renaissance when, in a mercantile
society, the so-called worldly goals overrode the preparation for death or post-
death salvation. The idea of more concrete possibility of a better future is consoli-
dated in the Industrial Revolution, when an increasing number of individuals start
enjoying better quality of life.

Simply defined, hope would be the belief that life could be better. This is not a
passive belief; rather, it is followed up and leveraged by motivations and efforts
that lead individuals to this direction. Hope is not translated only in a wish; it is a
way of thinking that leads to actions to fulfill its content. Therefore, these are
meaningful actions.

There is a consensus among authors that early systematizations about the con-
cept of hope are in the work by Snyder et al. (1991) who proposed that hope is the
desire to reach a goal and the capacity of conceiving means or strategies to do so.
This concept joins affective and cognitive processes since the desire (or willingness)
is a feeling, while plan to achieve a goal is a cognitive process (Siqueira et al.,
2014). Snyder and Lopez (2009), in a work where they discuss and expand the dis-
cussion about the concept, define hope as the thinking directed to goals, in which
the individual uses the perceived capacity of finding ways that lead to the intended
goals (pathway-based thinking) and the required motivations to use these pathways
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(agency-based thinking). The authors consider the possibility of three types of
goals. The first would be the goals that differ for their estimated time to be achieved.
These could be achieved in the short time (minutes or hours) or in long term, which
would take longer to be reached. The second type regards goals aimed at approxi-
mation—goals one wants to achieve—or preventive which relates to events one
wants to interrupt. The last type of goal listed by the authors refers to the difficulty
of achievement (easy or difficult).

According to the authors, people with high indexes of hope have positive emo-
tional configurations and a feeling of pleasure resulting from their history of suc-
cesses, while those with low indexes of hope experience negative emotions and a
feeling of emptiness reinforced by the history of failed attempts to reach their goals.
They also affirm that people with high indexes of hope have the capability of elabo-
rating alternative pathways to reach their goals.

The theory proposed by Snyder and Lopez says that hope feeds the pursuit of
results and is fed by the experience of successes that brings about positive emotions,
in a virtuous circle that can even interrupt the outbreak of negative feelings.
According to the proposed theory, hope has no inherited antecedents. Rather, it
would be grounded on a cause-and-effect learning transmitted by caregivers to the
children who would then mature the belief that hope is the causal power of the con-
sequences of their behaviors. Therefore, hope is a configuration totally learned in
relation to the goal-oriented thought with no inherited contributions (Snyder &
Lopez, 2009).

In the authors’ perspective, hope could predict high academic and sports perfor-
mance, as well as the observed relationships with high indexes of optimism, happi-
ness, positive emotions, satisfaction (with life), and good relationship with
individuals.

The investigations about hope have another new perspective that is still little
explored: the collective hope (Snyder & Feldman, 2000). According to the authors
that proposed the concept, collective hope refers to goal-oriented thinking of a large
number of persons that, otherwise, could not be achieved individually. According to
the authors, some topics to investigate the collective hope would be policies on
political parties and environmental preservation. However, despite being promising
topics, no empirical work was found.

The possibility of measuring hope, which is one of the conditions to consolidate
the construct, was one of the initial concerns of the authors (Siqueira et al., 2014;
Snyder & Lopez, 2009; Snyder et al., 1991). At international level, Snyder and
Lopez (2009) report two measurements of the construct developed by Snyder et al.
(1991) and Snyder, Hoza, and collaborators (1997) that had good psychometric
indexes used Likert-type scales and were oriented to the adult and infantile audi-
ences. The first one, composed by 12 items that identified two factors (agency and
pathways), was translated into Portuguese by Lopes and Cunha in 2005, keeping the
original characteristics. At national level, Pacico, Batianello, Zanon, and Hutz
(2013) adapted to the Portuguese language two measurements of hope with good-
quality psychometric indexes. More recently, Pacico and Bastianello (2014) devel-
oped two scales of hope. The first one (dispositional hope), inspired by the original
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scale of Snyder, Harris, and collaborators (1991), has 12 items and is unifactor and
mainly oriented to adults. The second one, called cognitive hope, inspired by Staats’
scale (originally published in 1989), has two columns on which respondents mark,
in 6-point scales, to which extent they expected that some facts (that make up the
item) would come to happen and when they expected these. The two scales have
good accuracy psychometric indexes. More recently, Siqueira et al. (2014) built and
validated a measurement instrument to the psychological capital in the workplace
with good psychometric indexes, where one of the factors refers to hope. The 6-item
factor related to hope measures two sub-factors: agency, related to the workers’
belief about the resources available to them to be successful at work, and pathways
that concern the means that workers believe they will use to succeed at work.

3.4 Optimism, Hope, Individual, and Organizations

In studies on positive organizational behavior, optimism is a psychological state
associated to expectations of positive outcomes or duties of current and future
events, including positive emotions and motivation, characterized for being realistic
(Luthans, Youssef, & Avolio, 2007b).

Individuals with optimistic explanatory style think, behave, and relate with other
persons in a way to pursue larger number of positive events in their own lives. In
opposition, subjects presenting pessimistic explanatory style insist on thinking neg-
atively, are careless in relation to the others, and behave in a way to be more fre-
quently exposed to problems (Luthans et al., 2007b).

Different surveys show the positive effect of optimism on the physical and psy-
chological well-being (Peterson & Bossio, 2000; Scheier & Carver, 1992, 1993;
Scheier et al., 2000) and on social relationships (Carver & Scheier, 2014). For
example, Sonnetang (2015) states that well-being is affected by personal resources
such as self-efficacy, optimism, and self-esteem.

Dispositional optimism has been positively related to job satisfaction (Luthans
et al., 2007b; Mikikangas & Kinnunen, 2003), performance (Carlomagno,
Natividade, de Oliveira, & Hutz, 2014; Kluemper et al., 2009; Luthans et al., 2007a,
2007b; Youssef & Luthans, 2007), happiness in the workplace (Youssef & Luthans,
2007), creativity (Carlomagno et al., 2014), emotional and social support in the
workplace, perception of organizational support (Barbosa, 2010), affective organi-
zational commitment (Barbosa, 2010; Kluemper et al., 2009), and productivity
(Seligman & Schulman, 1986) and negatively related to emotional exhaustion
(Mékikangas & Kinnunen, 2003; Xanthopoulou, Bakker, Demerouti, & Schaufeli,
2007), mental distress, physical symptoms (Mikikangas & Kinnunen, 2003), burn-
out (Alarcon, Eschleman, & Bowling, 2009; Kluemper et al., 2009), and absentee-
ism (Avey, Patera, & West, 2006; Seligman & Schulman, 1986).

Optimism has direct and positive effect on the perception of job resources
(Barkhuizen, Rothmann, & Vijver, 2014), proactive coping (Chang & Chan, 2015;
Scheier et al., 1994), engagement at work, particularly the components of vigor and
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dedication (Salminen, Miékikangas, & Feldt, 2014), affective commitment, job sat-
isfaction, and task performance (Kluemper et al., 2009) and has direct and negative
effect on the burnout (Chang & Chan, 2015; Kluemper et al., 2009) and stress per-
ception (Yew, Lim, Haw, & Gan, 2015). Moreover, the optimistic explanatory style
is associated to high motivational levels (Reivich & Gillham, 2003), as well as to
perseverance; success in the academic, athletic, military, occupational, and political
scope; and popularity (Peterson, 2000).

In addition to the direct effect, optimism has an indirect effect (in moderation
relationship) on burnout, engagement at work, health conditions, and organiza-
tional commitment (Barkhuizen et al., 2014). It also mediates the relationship of
control at work and dedication, i.e., even in situations of low control, optimist
individuals maintain high dedication (Salminen et al., 2014). In addition, it mod-
erates the effect of the relation of organizational variables (organizational climate,
insecurity at work, and temporal pressure at work) with mental distress in women
(Mikikangas & Kinnunen, 2003). There is also evidence of a negative relation-
ship between optimistic entrepreneurs and performance in new businesses
(Hmieleski & Baron, 2009).

Taking this evidence in consideration, optimist collaborators can bring advan-
tages to the organizations. Optimism as state has stronger predictive power for
organizational outcomes than the dispositional optimism (Kluemper et al., 2009).
Therefore, organizations should consider optimism as an important result and
develop it in their collaborators since, as it is a psychological state rather than a
stable trait, it is more flexible and likely to be promoted by the organizations
(Luthans, 2002).

Several cognitive techniques have been proposed and applied to change pessi-
mism into optimism and to promote optimism (Luthans, Avey, Avolio, Norman, &
Combs, 2006; Luthans, Avey, & Patera, 2008; Riskind, Sarampote, & Mercier,
1996; Seligman, 1990). The strategies of cognitive change proposed by Schneider
(2001) involve being indulgent in relation to the past, appraise the present, and pur-
sue opportunities to the future, besides the development of an affective social net-
work to help breaking the pessimism cycle. Techniques like mentoring, coaching,
role modeling, and teamwork, for example, can also promote optimism. The con-
structive feedback, social recognition, and attention foster positive behaviors and
enable changing the beliefs and attitudes of pessimist individuals toward the opti-
mism (Luthans et al., 2007b).

Luthans et al. (2008) have presented empirical evidence that psychological capi-
tal can be developed. The authors analyzed the psychological capital developed
through Internet-based 2-h training with the participation of 187 workers randomly
appointed to the group that was given training to develop psychological capital,
while 177 workers were appointed to the control group. Two training sessions were
held, and in both groups, the psychological capital was measured in the beginning
and at the end. The research gathered evidence that psychological capital can be
developed through training, considering the development of the psychological capi-
tal among workers that had been trained.
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In addition to individual interventions, the organizational interventions are cru-
cial to promote optimism. In fact, to Xanthopoulou, Bakker, Demerouti, and
Schaufeli (2009), the psychological processes are dynamic, and resources and well-
being cyclically interact. In other words, the organizational and personal resources
predict the organizational commitment that, in turn, predicts the organizational and
personal resources.

Hope, in turn, although being a relatively recent topic, has already generated
significant production in the international and national literature in the organiza-
tional and work areas (Reppold, Gurge, & Schiavon, 2015). Carlomagno et al.
(2014), reviewing the literature, report to find studies that confirmed the positive
and significant correlations between hope and professional performance, hope and
positive performance evaluations made by supervisors, besides predicting positive
performance self-evaluations, and increase motivation and confidence in the work-
place. Hopeful individuals also proved to be more capable of selecting more effica-
cious strategies to overcome challenges. In 2013, Pacico showed that hope is
significantly correlated with better education, lower absenteeism, self-efficacy, opti-
mism, satisfaction with life, and positive affects. Still in 2007, Martinez, Ferreira,
Sousa, and Cunha, in a study carried out in Portugal, say that hope would be posi-
tively and strongly related to presenteeism and negatively with depression and anxi-
ety. Although present in literature, there are fewer works on organizational actions
(Palma et al., 2007). The authors mention the significant contributions of hope (and
the psychological capital as a whole) in environments considered entrepreneurial.
Marujo, Miguel Neto, Caetano, and Rivero (2007) also report the contributions of
positive thinking to organizations and societies. The authors affirm that the institu-
tionalization of virtuous and “noble” actions, in organizations and in the society,
would generate positive results in the light of performance and could also suppress
negative effects. They also affirm that, although the negative is not insignificant,
joining the individual’s and organization’s positive motivational powers could
change organizations and communities through the analysis of positive actions in
the past and of the virtues and powers that have proved to be efficacious.

Snyder and Lopez (2009) report that hopeful individuals in the workplace were
those conscious about their jobs, presented positive attitudes toward their peers and
local communities, were kind with fellows and clients, did not blame the colleagues
management or clients when complications arose at work, found good strategies to
achieve the proposed goals, and, above all, could get motivated in normal circum-
stances and were dynamic in hardships. Corporations identified as hopeful, in turn,
were those whose managers were not feared, that provided chances of success for
all, whose environment was respectful to all, that use feedback as a tool of improve-
ment rather than a punishment, whose decisions considered the position of all
actors, that delegated the responsibility of implementing new ideas to their authors,
and that sought long-lasting relationships with clients, in detriment to goals (Carlsen,
Hagen, & Mortensen, 2012; Snyder & Lopez, 2009).

In a meta-analysis that investigated the psychological capital impact on attitudes
(job satisfaction, organizational commitment, and well-being), behaviors (organiza-
tional citizenship), and employees’ performance (self-evaluation and evaluation by
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Table 3.1 Effects of optimism and hope in the organizational context
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Optimism

Hope

Variables/results

Authors

Variables/results

Authors

Perception of

Barkhuizen et al.

Professional performance,

Carlomagno et al.

resources at work (2014) positive performance (2014), Marujo
evaluations and motivation | et al. (2007)
in the workplace, and
confidence
Proactive coping Chang and Chan | Lower absenteeism, Pacico (2013)
(2015), Scheier self-efficacy, optimism,
et al. (1994) satisfaction with life and

positive affects

Work engagement

Salminen et al.
(2014)

Presenteeism, less reports
of depression, and anxiety

Martinez et al.
(2007)

Affective commitment,

job satisfaction, and
task performance

Kluemper et al.
(2009)

Better relationship with
peers, greater dynamism at
work, good strategies to
reach goals

Snyder and Lopez
(2009), Carlsen
et al. (2012)

High motivational
levels

Reivich and
Gillham (2003)

Life quality and
organizational citizenship

Nafei (2015)

supervisors), Avey, Reichard, Luthans, and Mhatre (2011) computed 51 works and
a sample of 12,567 employees. The keyword capital psicologico (psychological
capital, in Portuguese) was searched in published and unpublished works, in an
exhaustive search from 1874 to the time when the study was produced. The results
pointed out positive and significant relationships among all the variables investi-
gated in all studies comprised by the meta-analysis.

In another meta-analysis published in 2015, Nafei reports positive, significant,
and strong links between optimism, hope, and other elements that make up the psy-
chological capital (resilience and self-efficacy) with behaviors of organizational
citizenship and reports of better quality of life.

Table 3.1 summarizes the main findings of investigations that related optimism
and hope with outcomes in organizational contexts.

The results reported in the paragraphs above foresee managerial actions to imple-
ment or improve optimism and hope in work organizations. This will be approached
next.

3.5 Applications

Considering the evidence found in several works that show the positive relations
among optimism, hope, and desired results in the scope of work corporations,
authors investigated strategies to improve the psychological capital through organi-
zational actions.
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The strategies listed by the authors are based on two common assumptions: the
psychological capital entails benefits to quality of life and satisfaction of employees
as well as to the competitive effectiveness of organizations (Luthans & Youssef,
2004), and its characteristics are subject to change (pessimism/optimism and hope-
lessness/hope) through educational or environmental interventions (Carlsen et al.,
2012; Nafei, 2015).

In an attempt to increase managers’ and employees’ hope, Luthans and Youssef
(2004) postulate that organizational goals should be clearly defined and communi-
cated. Subgoals should be outlined as stages to be surmounted to reach the final
goals. According to the authors, these subgoals should be reachable in the short or
medium term so that employees and managers perceive them as attainable. The
scope of small goals could increase general hope through the perceived likeliness of
success (Luthans & Youssef, 2004). Regarding optimism, Luthans and Youssef
(2004) postulate that organizational interventions should lead employees to rethink
and reassess their past mistakes, appraise the positive aspects of the present life, and
proactively identify the opportunities for future success. The authors conclude their
work saying that flexible corporate environment attentive to contemporary demands
is crucial to enhance the psychological capital of their teams.

In 2010, Luthans, Avey, and Avolio proposed a training program with tasks spe-
cifically aimed to the development of hope and optimism in work organizations.
The tasks had the following purposes: (1) plan the goals; (2) define pathways to
reach the goals, including the obstacles (increase of hope); and (3) build reliable
relationships that increased positive expectations of future (increase of optimism).
Training was made up by short tasks to be performed in group, focused on short-
term planning and feedback from the group. Before-after measurements of the
degrees of hope and optimism showed that goals were fulfilled.

The previous study resembles the proposal by Rodriguez-Mufioz and Bakker
(2013) who consider efficacious interventions as those that promote the well-being
of workers when tasks are structured and areas are defined. These authors also add
that a participatory focus should be adopted to promote the cooperation between
management and employees. During interventions, the employees’ arguments are to
be considered, as well as the organization’s responsibility. Finally, the intervention
should be evaluated. The comparison of these studies show that planning of goals,
definition of pathways, delimitation of tasks, and, above all, feedback assist to
expand optimism and work engagement.

The intervention program on work engagement, aimed to improve behaviors of
civility and learning of new behaviors toward balanced and healthy everyday life of
employees, presented positive results in up to six months after the intervention. The
interventions aimed at the development of psychological capital (self-efficacy, opti-
mism, hope, and resilience) were recommended because these could affect work
engagement, according to Bakker, Albrecht, and Michael (2011). The studies pre-
sented above and summarized in Table 3.1 show the relationships between opti-
mism and hope and important aspects of the organizational life such as performance,
behavior of organizational citizenship, employee’s physical well-being, confidence,
satisfaction, and quality of life in the workplace. These are specific studies that raise
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criticism about their capacity of generalization. However, favorable indicators can-
not be neglected.

Besides focusing on the development of the employee’s psychological capital,
the studies have also approached managers. In a meta-analytical study that com-
prised eight studies carried out in 2014 in education institutions in Egypt, which
approached the impact of psychological capital on behaviors of organizational citi-
zenship and reported quality of life, Nafei (2015) reports that all studies found posi-
tive relationships between the investigated variables. The author concludes the work
listing the managerial actions required to develop psychological capital among
employees: (1) identify situation that inhibit the flourishing of psychological capital
through feedback suggesting likely pathways to reach success; (2) formulate strate-
gies to reach the proposed goals; (3) identify the role of each subordinate in the
organizational development; (4) clearly inform subordinates about what is expected
from the performance of their roles; and (5) define a realistic career plan. These
managerial actions and characteristics surely refer to people management and are in
line with the vision of Snyder and Lopez (2009). These authors sustain that manag-
ers should provide a wide range of tasks and safe environments with fair earnings
and friendship to ensure the effective participation of all in the decisions that affect
them, creating an environment of cooperation and dialogue. The listed actions and
concerns refer to policies and practices of human resources management.

Bozek (2015) focused on the role of managers to implement psychological capital
in work organizations. According to the author, the main trait of effective managers in
this task is the volunteer participation in programs designed for this purpose. According
to Bozek (2015), effective participation is identified by longer time in contact with
peers and subordinates in other environments than cabinets; simple and straightfor-
ward communication between senior members and subordinates; employees treated
as partners that deserve individual respect; trust, rather than control and discipline,
that shapes relationships; work that is developed in groups from different organiza-
tional segments; and managers who are continuously trained to perform their duties
and listen to subordinates in decisions that affect them. In brief, the role of managers
and management policies and practices should be the object of study when the aim is
to develop optimism and hope in the organizational context. In broader terms, the
same is true to the development of psychological capital as a whole.

3.6 Conclusions

In the current world of work configuration, in which organizations must fit into the
new changes of environment, workers should not only have good knowledge and
technical capacity but also psychological resources that help them to be optimally
adjusted to the ever-changing work environment. Some psychological traits seem to
facilitate better coping with negative and stressing situation by perceiving the life
events in a more positive way (optimism) or acting on the environment to make it
more attractive or pleasant (hope).
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Optimistic and hopeful individuals are a new opportunity of positive, healthy,
and productive labor force, which is also independent, open to new ideas, and capa-
ble of accepting changes and organizational developments. These workers’ charac-
teristics enable them to cope with changes in the world of work in a more effective
way than the others. Therefore, collaborators with high level of optimism and hope
seem to have a differential in the work environment (Luthans et al., 2007a).

Organizations have the possibility of working on their environment to emphasize
its strengths and adjust its weaknesses, using a proactive and positive approach
(Luthans & Crurch, 2002). They should recognize optimism and hope as important
psychological capitals that have positive impact on the workers” well-being or the
organizations’ effectiveness (Luthans, 2002).
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Chapter 4
Work Engagement

Aurea de Fitima Oliveira, Maria Cristina Ferreira,
and Lais Paranaiba Frattari Ribeiro

4.1 Introduction

In 2002, Luthans presents the conception of positive organizational behavior (POB).
This new field of studies focuses on the various positive psychosocial aspects of
workers, based on the presupposition that positive human aspects are sustained by
theoretical bases and, thus, are measured and capable of being learned and of orga-
nizational management. According to Bakker and Schaufeli (2008), POB aims at
the study of positive individual psychological conditions related to the well-being of
the employee and improvement of performance. Among the investigated themes,
these authors list self-efficacy, optimism, hope, resiliency, engagement, and per-
sonal resources which help the individual to deal with organizational demands.
Thus, POB researches have interest in performances in organizations and conditions
that stimulate employees.

Organizations need engaged and committed employees in order to accomplish
organizational objectives in the midst of transformations (Ribas & Rodrigues,
2009). In the current socioeconomic context, having engaged employees provides
competitive advantage, since this is directly related to performance, commitment,
and health. Engaged employees have high levels of energy, enthusiasm, inspiration,
and pride in their work, and they feel that time flies while working (Breevaart,
Bakker, Demerouti, & Heuvel, 2015).
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The subject of work engagement is important, since understanding positive
aspects in an organization where workers feel satisfied, involved, and committed to
their tasks becomes fundamental (Cavalcante, 2013).

According to Bakker (2009), organizations come to have a true competitive dif-
ferential when planning and executing activities which promote engagement.
Measures such as review of processes and reduction of expenses or of the team of
functionaries are not necessarily sufficient in order that organizations reach a state
of excellency. Concerning this, Rodriguez-Mufioz and Bakker (2013) added that
new approaches are necessary in order that organizations not only survive but also
develop and grow in a sustainable manner.

Within a practical perspective, there are indications from literature about positive
consequences of work engagement. According to Bakker, Schaufeli, Leiter, and
Taris (2008), workers with high indexes of work engagement employ more energy
in their tasks, show more enthusiasm while performing them, and remain more
focused on their work. Carrasco, Martines-Tur, Peird, Garcia-Buades, and Moliner
(2011), in turn, added that engagement can be a prediction of positive emotions of
the worker both in individual and team contexts. These emotions would have impact,
like a domino effect, on the working environment. It concerns a positive state which
makes possible and facilitates the use of resources, which is intimately linked with
the development of the organization, stimulating positive organizational results and,
thus, reducing the negative ones.

Considering a period of turbulence which generates the necessity of new organi-
zational strategies with a view to the survival and growth of organizations as to the
well-being of their collaborators, studying work engagement and its applications
means assuming a strategic and contemporary vision in the face of emerging chal-
lenges which appear to professionals and academicians.

The chapter makes a review of the main research findings about work engage-
ment, involving Brazilian and international studies, presents practical implications
of these findings, and discusses the role of personnel and team management in the
promotion of engagement.

4.2 Conceptual Aspects

According to Siqueira, Martins, Orengo, and Souza (2014), the introduction of the
concept of engagement is attributed to Kahn (1990). For this author, engagement is
defined as improvement of members of an organization in the roles they perform.
Thus, persons who are not engaged in their work distance themselves from their
organizational roles. Being engaged means being psychologically involved and
present while executing a task.

For Kahn (1990), engaged employees would express their physical, emotional,
and cognitive characteristics during the performance of their tasks, and that would
bring benefits to the organization and the individual. An engaged employee is physi-
cally involved, cognitively vigilant, and emotionally connected to the work and
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directs more efforts toward it, inasmuch as one is identified with it. Thus, engage-
ment is a mental state capable of producing positive results both for the individual
(personal growth and development) and for organizations (quality of
performance).

Rothbard (2001) added that being engaged, besides being psychologically pres-
ent, means being attentive and absorbed by functions. Attention refers to the cogni-
tive ability to reflect upon the role one performs, and absorption refers to the
intensity with which the individual is concentrated on one’s role.

Schaufeli, Salanova, Gonzédlez-Rom4d, and Bakker (2002) brought one of the
most employed definitions in the literature: engagement is a positive state related
to work, characterized by vigor, dedication, and absorption. Thus, it does not
regard a momentary state, but rather a persistent one, not having focus on any
objective, behavior, event, or individual in particular. In relation to the compo-
nents of work engagement, vigor involves high levels of energy while one is
working, a tendency to concentrate oneself on solutions and decisions instead of
conforming to difficulties; dedication refers to feelings of enthusiasm, inspiration,
pride, and challenge; absorption is being concentrated on work, having the sensa-
tion that time passes quickly and still not detaching oneself from work (Hassan &
Ahmed, 2011).

Saks (20006), in turn, affirms that engagement is defined as a single and distinct
construct, composed of cognitions, emotions, and behaviors associated with indi-
vidual performance. In 2014, in Brazil, Siqueira and collaborators defined work
engagement as “a positive mental state based on beliefs concerning the intensity
with which the individual feels vigorous and absorbed while performs one’s profes-
sional activities” (Siqueira et al., 2014, p. 150). For these authors, the dimension of
dedication was disregarded because this construct is similar to other concepts exis-
tent in the literature of organizational behavior related to challenge, inspiration,
enthusiasm, meaning, and purpose. Such working qualities can be partially found as
items of measures which evaluate construct as involvement with work. This subject
shall be resumed briefly, from the perspective of other authors.

Engagement is also considered a motivational construct, inasmuch as it repre-
sents the active use of personal resources in relation to tasks pertinent to the profes-
sional role (Christian, Garza, & Slaughter, 2011). Based on the work of Kahn
(1990), Christian et al. (2011) highlight two important aspects in relation to the
theme: (1) work engagement refers to “psychological connection with performance
of working tasks rather than an attitude towards characteristics of the organization
or the work™ (p. 91); (2) the construct refers to self-investment of personal resources
in work. Such resources are of physical, emotional, and cognitive nature, being
employed in the performance of roles.

Engagement has become a concept widely employed, but most of the publica-
tions have occurred in journalistic articles, and little has been researched about the
theme. Besides that, authors affirm that engagement is many times confounded
with other concepts, such as commitment, involvement, and satisfaction, but these
concern distinct concepts (Hassan & Ahmed, 2011; Robinson, Perryman, &
Hayday, 2004).
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The conceptual distinction between engagement and other constructs investi-
gated in organizational behavior is discussed by Christian et al. (2011) and Bakker,
Albrecht, and Michael (2011), who begin their argumentation affirming that there is
no agreement between professionals and academicians in relation to the definition
of work engagement, many times considered similar to affective and continual orga-
nizational commitment, extra-role behavior, and involvement with work. In spite of
this, authors defend the unity and identity of the concept, for it does not concern
“old wine in a new bottle.” Christian et al. (2011) clarify that involvement is a belief
of the individual that the work satisfies one’s necessities, besides having a strong
identification with it. In case of involvement, the performance of the individual
affects one’s self-esteem (Lodahl & Kejner, 1965). Christian et al. (2011) synthesize
the differences in the following way: involvement, for being a cognitive construct,
can be conceived as a facet of engagement but must not be considered equivalent to
this. They also add that involvement with work generally refers to centrality of work
for the identity of the individual, but it does not specifically concern working tasks.

Engagement differs from organizational commitment because this refers to an
attitude before the organization, and that is not an attitude but rather the degree in
which individuals are attentive and absorbed in their roles; it differs from involve-
ment because this is a cognitive judgment on the necessity of satisfying oneself to
the necessities of work, and engagement involves the use not only of cognitions but
also of emotions and behaviors (May, Gilson, & Harter, 2004), maybe an antecedent
of involvement. Now, satisfaction is a measure of pleasure (affective component)
reached in the practice of profession, which results from the perception that work
allows the fulfillment of important values and engagement creates a positive mental
state which generates involvement with the company and contributes to retention of
talents and better performance (Halbesleben & Wheeler, 2008). Extra-role behav-
iors have basis actions not predicted in the work contract, which also differ from
engagement (Bakker et al., 2011).

Bakker et al. (2011), in turn, distinguish work engagement from workaholics.
Engaged employees also weary themselves working, though this weariness relates
to a state of pleasure explained by positive achievements, whereas workaholics
would be driven by an impulse over which they do not have control, making them
work hard. In this last case, work affects the private life of the employee, generating
even work—family conflict.

Another important aspect in relation to the conceptual issue is the debate among
authors of whether engagement is a trait or a state. Schaufeli and Salanova (2007),
for instance, conceptualized engagement as an individual variable relatively stable
which varies with persons. Previously, Schaufeli et al. (2002) considered that
engagement should be a relatively durable state, though there would be fluctuations
along time.

Christian et al. (2011) run over in respect to the daily fluctuation which might
occur at the level of work engagement. Variation may be intraindividual and inter-
individual. There are not enough data yet so as to affirm whether engagement must
be defined as a stable trait or a dynamic state. However, the proposition that there
are variations intra- and interindividuals is accepted, as it occurs with other
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phenomena of organizational behavior. Sonnentag, Dormann, and Demerouti
(2010) had already demonstrated the existence of intraindividual fluctuations, indi-
cating that a more comprehensive understanding of work engagement must consider
shorter periods of time (hours, days). In the study by Kiihnel, Sonnentag, and
Bledow (2012), the answers to the questionnaires about resources, such as psycho-
logical atmosphere and working control, together with work engagement, were col-
lected three times a day. On the days when employees felt more working control and
pressure of time, the level of engagement was higher. Nevertheless, there was loss
as to engagement when there was less working control and pressure.

Still within this line of investigation, Xanthopoulou, Bakker, Demerouti, and
Schaufeli (2007) worked with employees of a fast-food company. The authors
investigated how the daily fluctuation of working resources related to personal and
financial resources. Analyses indicated that the daily working resources affected
work engagement through personal resources. Financial results were affected in the
following manner: daily coaching maintained a direct relation with work engage-
ment which, in turn, revealed itself predictor of financial return. The studies pre-
sented clearly indicate the necessity of considering the temporal dimension in
studies about engagement, delineating more complex projects of investigation.

According to Shuck (2011), presently there are four perspectives which found
the concept of engagement. The first one of these is developed by Kahn (1990),
which identifies three psychological conditions that would influence engagement:
psychological meaning, security, and availability. Psychological meaning is the per-
ception of return received by the employee in conformity with one’s efforts; security
is related to clear perception of what is expected from the worker and how much one
trusts the working environment, whereas availability is defined as belief of the
worker that one has physical and emotional resources to accomplish tasks. Shuck
(2011) denominates this approach “satisfaction of necessities.”

The second perspective, proposed by Maslach, Schaufeli, and Leiter (2001),
treats engagement as the opposite pole of burnout, which is a psychological syn-
drome related to work, originated from a strong chronic emotional tension related to
occupational stress, composed of exhaustion, depersonalization, and efficacy. Thus,
vigor and dedication are considered direct opposites of exhaustion and the two main
symptoms of burnout. Vigor, contrary to exhaustion, has been labeled “energy,”
while dedication, differently from cynicism, has been labeled “identification.” Thus,
workforce is characterized by a high level of energy and strong identification with
one’s own work, while burnout is characterized by the contrary: low level of energy
and no identification with one’s own work. In the third perspective, engagement is
defined as individual involvement and satisfaction, as well as enthusiasm with work,
this approach being denominated “satisfaction—engagement” (Saks, 2006).

Finally, Saks (2006) affirms that the previous authors do not explain why there
are different levels of engagement among workers, and because of this the author
proposes that engagement comprehends separate states: engagement with work and
with the organization. In order to test his hypothesis, the author employed two
scales of engagement created by him in a sample of 102 workers and verified that
characteristics of work, support from the organization and supervisor, recognition
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and recompenses, justice of procedures, and distribution influenced engagement
with the organization and work. This approach created by Saks is denominated mul-
tidimensional approach.

4.3 Studies About Work Engagement

Shuck, in 2011, related the increase of interest of professionals and researchers in
work engagement. Ugwu, Onyishi, and Rodriguez-Sanchez (2014) complement
that, although being a positive behavior, empirical studies about engagement have
only recently been made, especially in North America, Asia, South Africa, and
Europe. Bakker et al. relate that in 2002 the keyword engagement produced two
million hits on the Web. On the other hand, search on the database PsycInfo gener-
ated only 61 publications, including scientific articles and chapters.

In Brazil, few authors have researched work engagement in the organizational
scene. The ones who have accomplished researches have made them together with
themes of social rights, such as environmental sciences, ecology, communication,
community works, and society, and in various aspects with the very social policy.
Porto-Martins, Basso-Machado, and Benevides-Pereira (2013), when reviewing the
theory of work engagement, identified only nine articles in Brazilian databases and
scientific events.

The Scottish Executive Social Research (2007) made a research in more than 150
articles about the engagement construct and gathered the main findings. In the
researched articles, differences on engagement levels of workers from the public
and private sectors were not found, since for the authors engagement levels vary
according to characteristics of the organization, sector, and personal (gender and
ethnic minority, among others) and function (managers have higher engagement
levels than their partners) characteristics. However, public organizations have
greater difficulties in relation to strategic vision and management of changes when
compared to private organizations. Researches suggest that most functionaries have
intermediary engagement levels; only 10-30% are completely engaged in their
works. Still according to this study, it is more important to understand the variations
of engagement levels between sectors of the same organization than compare
engagement levels between public and private companies (Scottish Executive Social
Research 2007).

In this study, the authors make an important consideration: much have been
studied about benefits of engaged functionaries to organizations, such as con-
vincing employees to adopt practices which may lead to engagement, and about
which factors are directly consequent from organizations, but little have been
studied about costs of increasing this index. Other lacunas about the study of
engagement were pointed out: in general, the literature does not treat of an ideal
engagement level, which can be different among organizations and within the
same organization; little has been studied about behaviors which lead to nonen-
gagement. Similarly, few studies deal with recruiting and selection processes
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which identify future professionals who might be more engaged. Furthermore,
in order to implement actions that lead to engagement, the desire of functionar-
ies is necessary. Nevertheless, this is more difficult in the public sector, where
people show more levels of resistance to change (Scottish Executive Social
Research 2007).

Identification of impact of personal characteristics on work engagement, in a
research with eight organizations from the public and private sectors, was the aim
of investigation by Robinson and collaborators (2004), whose results showed that
women, ethnic minorities, persons less than 20 and more than 60 years old, indi-
viduals with health problems, and those who are responsible for the sustenance of
their homes presented higher levels of engagement. One curiosity of this research
is that, for the ones born from the decade of the 1980s on, engagement levels are
lower than for the ones born before this date. Sinclair, Robertson-Smith, and
Hennessy (2008) found a similar result: younger managers are less engaged than
their older colleagues.

Robertson-Smith and Markwick (2009) affirm that engagement levels can vary
between individuals and in the selfsame person along one’s life. These variations
are attributed to biographical data, personal characteristics, and whether the person
has a personality which adapts to different kinds of activities.

Considering personal characteristics, Bakker, Tims, and Derks (2012) verified
the role of proactive personality as predictor of work engagement and performance.
The authors started from the hypothesis that functionaries with proactive personal-
ity should be more likely to reconfigure their jobs so that they would remain
engaged and have efficient performance. The model of structural equations con-
firmed the proposed model: functionaries who were characterized by a proactive
personality had more probability of reconfiguring their jobs; reconfiguring of
work, in turn, was predictor of work engagement (vigor, dedication, and absorp-
tion). These results suggest that, as long as functionaries adjust their working envi-
ronment in a proactive manner, they succeed in remaining engaged and attaining
good working performance.

With the objective of verifying correlations between dimensions of burnout and
work engagement, Tamayo and Alencar (2012) made a research by using the scales
of burnout characterization and of work engagement. The results sustained the fac-
torial structure of the scale of burnout characterization but did not confirm the mul-
tidimensional structure of the scale of work engagement, which proved unifactorial.
Nevertheless, the antagonistic relation between burnout and work engagement pro-
posed in the literature obtained empirical support, confirmed in the coefficients of
correlation (negative and significant).

Efficacy of an accident prevention program in relation to perception of social
support, work engagement, working burden, and necessity of recuperation was
the aim of the investigation by Hengel, Blatter, Joling, Beek, and Bongers (2012).
Significant differences were not found between groups of control and interven-
tion. The program did not affect any of the variables, including necessity of recu-
peration among the workers studied, which suggests evaluation and reformulation
of the program.
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In the educational area, two studies were made in Brazil. In the first one of them,
by Machado, Porto-Martins, and Amorim (2012), it was found out that practically
half the sample of 63 professionals of the educational area obtained high indexes of
work engagement, verified by means of the Utrecht Work Engagement. However,
for the authors, it is important that the study of the construct be developed in Brazil,
having in mind the paradigm of promotion of positive labor aspects and that it con-
cerns a recent concept, mainly in relation to Brazilian reality.

From the second study, a sample of 201 teachers from ten state public schools of
secondary education participated in it, with the objective of verifying the relation
between satisfaction, work engagement, conflicts, and perception of success in the
teaching career (Pauli, Comim, & Tomasi, 2016). In relation to work satisfaction,
results pointed out satisfaction in relation to salary and relationship with colleagues
and chieftaincy; as for work engagement, the highest levels were obtained in absorp-
tion. For the authors, both satisfaction and engagement influence in the perception
of success in the teaching career. Thus, it was verified that, in the perception of
teachers, success does not originate only from objective aspects, such as levels of
satisfaction with the salary, but also from the nature of work, since teachers perceive
success in their career through identification with work, energy, and cooperation
from colleagues as well. There was a positive relation of satisfaction and engage-
ment as elements which compound the self-perception of success in the career for
teachers.

Besides that, new concepts in the literature have been related with work engage-
ment: job crafting and flourishing. Demerouti, Bakker, and Gevers (2015) verified
the role of engagement and flourishing in actions of job crafting and extra-role
behaviors. Job crafting stands for strategic actions which employees adopt to alter
their conditions of work, adjust themselves to it, and make it healthier and more
motivating (Petrou, Demerouti, Peeters, Schaufeli, & Hetland, 2012), with the
objective of becoming more engaged, satisfied, resilient, and successful
(Wrzesniewski & Dutton, 2001).

Petrou et al. (2012) affirm that two of the three components of job crafting can
be related to work engagement: working resources and challenges. However, in
their study with 294 workers, only the pursuit of resources increased engagement
and flourishing levels, that is, employees who looked for more resources in their
working environments were the most engaged. On the other hand, decreasing work
demands was negatively related to engagement, since reduction of demands can
generate a less stimulant environment and, consequently, lower engagement levels.

Still in this study, the authors found out that engagement was a better predictor
than flourishing of the supervisor’s perception of the extra-role behavior from one
subordinate. For this sample, pursuing challenging tasks did not increase engage-
ment and flourishing levels; challenge by itself alone is not motivating, since other
resources are necessary in order that these constructs exist in workers: employees
create resources in their jobs by means of actions of job crafting, which is reinvested
in their work by means of engaged behaviors. Thus, it is important that organiza-
tions find means of stimulating job crafting, since this can increase the engagement
levels of functionaries (Petrou et al., 2012).
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Engaged and flourished employees are more disposed to invest their personal
resources in work and go beyond what is solicited. Engagement is, in this way, an
intrinsic motivation to the individual who feels pleasure and enthusiasm in one’s
labor activities, this motivation being also necessary for creativity. Therefore, high
engagement levels can also favor creativity (Demerouti et al., 2015). Previously,
Gevers and Demerouti (2013) had already confirmed that engineers absorbed by
their work, that is, engaged, showed higher levels of creativity.

Bakker, Rodriguez-Mufioz, and Vergel (2015) investigated whether actions of
job crafting of the worker influence engagement of one colleague. Using the theory
of work demands-resources, 206 employees were divided into 103 pairs. The
hypothesis of the authors was confirmed: some actions of job crafting can lead the
worker to develop one’s own levels of vigor, absorption, and dedication and influ-
ence colleagues to develop engagement behaviors as well (contagious effect). This
happens because the individual transforms work demands and resources so as to
adjust them to one’s qualities, personal characteristics, abilities, and preferences,
which increases, in turn, significance of the work.

In this study, the authors also complement that the association of resources made
available in the working environment (opportunity of development) and personal
abilities lead to engagement, especially when working exigencies are high: increas-
ing work challenges also raise engagement indexes, inasmuch as stimulates concen-
tration (Bakker et al., 2015).

Employing the leader-member exchange (LXM) theory, Bakker et al. (2015)
were pioneers when they related the variables of leader—-member exchange, perfor-
mance, and work engagement. The quality of the relation leader—-member influences
behaviors and attitudes of functionaries, which can bring positive results to organi-
zations, for example, increase on satisfaction levels, behaviors of organizational
citizenship, performance, commitment, and clarity in the roles to be taken. It is
more likely that employees feel more engaged when the relation with their leaders
is considered of good quality. From a sample of 847 police officers, the authors
found out that leaders, when making available resources at work, increase engage-
ment and performance levels of their subordinates, which contributes to the devel-
opment of the whole organization.

For Hassan and Ahmed (2011), another important relation is between engage-
ment and trust. For the authors, high levels of trust bring positive results to organiza-
tions, such as satisfaction indexes, commitment, intention of not detaching oneself,
and engagement as well. They add that there might be increase of engagement levels
of subordinates if there is trust in the abilities and competences of supervisors.
Thus, leaders who help their led ones to attain their objectives, organize their work,
demonstrate interest in their careers, indicate aspects to be improved, and wish pro-
fessional growth, besides offering help when necessary, are contributing in order
that engagement levels be raised.

The aforementioned authors had an objective verifying how authentic leadership
(authentic leaders being those who are deeply conscious of their behaviors and
thoughts and are perceived by people as conscious of the values, knowledge, and
perceptions of these as well, independent of the context in which they are) contributes
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to the trust from the employee in one’s leader and, consequently, how trust predicts
engagement levels. Results found were that authentic leadership, in the sample of
395 professionals from Malaysia, was predictor of trust from the employee in one’s
leader and of engagement as well and that, partially, trust mediated the relation
between authentic leadership and engagement. The authors conclude that leaders,
whose conducts are transparent, act according to values defended by the company,
do not show conducts of self-protection only, and succeed in establishing a relation
of trust with their employees, contributing more to work engagement (Hassan &
Ahmed, 2011).

These results are congruent with those previously found by Cropanzano and
Mitchell (2005), since they related that high engagement levels are related to trust,
loyalty, and mutual commitment between organization and employee.

The study by Lin (2010), in turn, relates the four dimensions of organizational
citizenship (economic, legal, and ethic dimensions and discretionary citizenship) to
trust and work engagement. For this author, organizational citizenship behavior
affects work engagement in two ways: directly and indirectly. When citizenship
affects engagement indirectly, trust has a role of mediator in this relation. However,
trust is a mediator which affects engagement, but the contrary is not valid. This is
justifiable because it is unlikely that individuals develop engagement if they do not
trust the organization. For Lin (2010), lack of engagement has low commitment,
burnout, and low performance as its consequences.

Ugwu et al. (2014) investigated the role of psychological empowerment in the
relation between trust and work engagement in a sample of 715 workers from the
banking and pharmaceutical sectors of Nigeria. As a result, there were found that
trust and empowerment are positively related to engagement and that empowerment
is moderator of the relation between trust and engagement. This means that workers
who have trust in the organization and are strengthened by it will have higher
engagement levels in their jobs. On the other hand, when employees do not have
trust in their organizations, though show empowerment, they will have higher
engagement levels than those who show low empowerment levels. Previously, still
in 1998, Jones and George already affirmed that empowerment only improves col-
laboration and performance in working teams if there is trust between individuals
and chieftaincies. Chieftaincies are responsible for perceiving what generates and
develops trust within their companies, so that they may be able to provide it when
necessary.

The relation between trust and engagement has practical implications in organi-
zations. Trust is an important component in organizations, and employees under-
stand that one way of surviving is to provide support for one another: while the
organization creates an atmosphere of trust, employees reciprocally respond by
working in an engaged manner. It concerns, thus, a relation of exchange, which can
create a positive atmosphere and good working performance. When employees trust
their supervisors and perceive themselves as able to generate positive results to
organizations, they will respond to the organization by emitting positive behaviors
as well (Ugwu et al., 2014).
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In Brazil, the study of engagement has advanced, though slowly, but with support
from the literature. So did Oliveira and Ferreira (2016), based on the model of work-
ing demands and resources, according to which demands are associated to factors of
the working context that require physical and psychological efforts from the indi-
vidual, capable of generating a state of weariness which exhaust one’s energies,
affecting one’s health. Resources, in turn, refer to intrinsic motivational factors,
such as autonomy and feedback, and extrinsic, such as support from colleagues and
supervisors and participation in decision-making. The study considered the impact
of contextual (perceptions of justice) and individual (resilience) factors on work
engagement, which was predicted by perceptions of distributive and interpersonal
justice, and resilience as well. Nevertheless, the greatest weight of the explanation
of engagement was attributed to contextual factors.

In this case, extrinsic resources represented by justice were the unleashing fac-
tors of work engagement. Personal resources—*“positive self-evaluations associated
to capacity of controlling more efficaciously one’s own environment” (Oliveira &
Ferreira, 2016, p. 753)—also interfere with engagement but contributed less in the
explanation of the result.

The model of working demands and resources was also constituted as referential
by Rodriguez-Muifioz and Bakker (2013) to analyze antecedents and consequents of
work engagement, from consultation of empirical studies. Table 4.1 shows some of
the studies relative to antecedents.

A wider view of antecedent and consequent variables of engagement is pre-
sented by Christian et al. (2011), who sought support in works by Macey and
Schneider (2008) and by Hackman and Oldham (1980). According to the proposed
model, work engagement would have as antecedents three blocks of variables: (1)
work characteristics, autonomy, task variety, significant tasks, problem solution,
work complexity, feedback, social support, physical demands, and work condi-
tions; (2) transformational leadership and leader—member exchange; and (3) dis-
positional characteristics, conscientiousness, positive affection, and proactive
personality.

Table 4.1 Antecedents of work engagement

Authors Results of studies on antecedents of work engagement

Schaufeli and Bakker (2004) Relation between labor resources (feedback, social support,
and supervisor’s coaching) and engagement

Salanova, Agut, and Peir6 Organizational resources positively affected work engagement

(2005)

Hakanen, Bakker, and Variability of professional competences increased engagement

Demerouti (2005) levels in situations of high labor demand

Xanthopoulou et al. (2007) Self-efficacy and optimism (personal resources) predicted
work engagement

Bakker et al. (2012) Proactive personality relates to engagement, specially to the
absorption dimension

Tims, Baker, and Relation between transformational leadership and work

Xanthopoulou (2011) engagement
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This set of variables, according to the authors, would affect work engagement,
besides attitudes such as organizational commitment, satisfaction at work, and
involvement with work. Work engagement and the attitudes previously related, in
turn, would have an impact on performance of tasks (activities accomplished by
workers who contribute to the technical nucleus of the organization) and contextual
performance (performance not required as formal part of work but which contrib-
utes to the social and psychological context of the organization) (Borman &
Motowidlo, 1993).

In the study by Christian et al. (2011), the articles were obtained from databases
and journals, in the period from 1990 to April 2010. After the application of criteria,
91 publications from the 230 ones found were maintained in the study, of which 30
were non-published articles. The authors included also theses in the search.

Among the various criteria adopted by the authors for meta-analysis, it was
required that the studies contained the engagement measure, which allowed to ver-
ify correlations with constructs of interest specified in the model. Furthermore, the
individual level of analysis should be referred. The variables of performance of
tasks and contextual performance, as well as engagement, were previously defined
in consonance with the literature. The calculations executed comprehended discrim-
inant validity, antecedents of work engagement, analyses of moderation, and test of
the model.

Analyses of results showed that engagement is a single concept but shares con-
ceptual space with working attitudes. However, engagement differs from attitudes
for being associated with motivation relative to specific working tasks, which,
according to the authors, would explain its relation with performance of tasks and
contextual performance.

Results confirmed discriminant validity between work engagement and con-
structs of satisfaction at work, organizational commitment, and involvement with
work. Another aspect highlighted by the authors refers to association between
engagement, organizational citizenship behavior, and extra-role behavior. The given
explanation is that engaged employees seek resources so as to attain goals and have
an efficient and efficacious performance of tasks, leading them to accomplish activi-
ties not prescribed in the formal work contract.

The issue relative to definition of engagement as trait or state was not solved.
Christian et al. (2011) ask for caution in relation to this result, since the sample
contained a reduced number of studies.

A quite interesting result is about evidences that engagement is partially medi-
ated by relations between distal factors (work characteristics, leadership, and dispo-
sitional characteristics) and performance. However, autonomy, feedback, and
transformational leadership presented weights near zero in relation to engagement
in the final model. The authors created the hypothesis on the minor importance of
these variables when in the presence of other factors. Studies previously presented
have highlighted the role of these variables in relation to engagement (Bakker et al.,
2015; Hassan & Ahmed, 2011), which indicates, therefore, necessity of other inves-
tigations, including a new, more recent meta-analysis, in order to confront the pre-
sented results.
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On the other hand, analyses with the intention of verifying moderation indicated
correlations between work engagement and all antecedent and consequent variables.
Christian et al. (2011) argued the hypothesis of reverse causality, exemplifying it in the
following manner: employees engaged in work act on a social context, creating a favor-
able environment to the engagement of colleagues and increasing social support.

Regarding the relation between work engagement and performance of tasks and
contextual performance, the aforementioned authors argue that engagement is
aligned with motivational aspects of the worker’s context. Nevertheless, it is impor-
tant to take into account the variety of tasks and their degree of importance to the
employee, considering that feedback and autonomy presented very low correlations
with engagement in the final model.

Finally, in the case of leadership, evidence is weak in what refers to its associa-
tion with work engagement. Again, Christian et al. (2011) point out that other
aspects can interfere in this relation, for instance, trust in the leader and psychologi-
cal security. Hassan and Ahmed (2011) had already identified that authentic leader-
ship was predictor of trust from the employee to the leader and of engagement and
trust partially mediated the relation between authentic leadership and engagement.
Also, the relation between trust and engagement was one of the conclusions of the
study by Ugwu and collaborators (2014).

Thus, other studies become necessary with the amplification of other variables
such as trust in the supervisor or even trust in the organization. Equally necessary is
to investigate the contribution of personal variables which were maintained in the
model (proactive personality, positive affection, and conscientiousness).

Until this moment engagement has been dealt in the perspective of the individ-
ual; however, this construct has been investigated within the ambit of working
teams. The empiric validation of the work engagement construct of teams was the
aim of study by Costa, Passos, and Bakker (2014), who bring as point of reference
the existence of engagement in a working collectivity. The authors exemplify that
persons who work together present a similar pattern of humor (p. 34). The emo-
tional contagion occurs as a result of frequent interactions, both due to positive and
negative events, favoring the exchange of feelings between persons in relation to
their work. Then, it is more likely that they have a shared perception, which is essen-
tial when a team is concerned. Thus, engagement in working teams is considered an
emerging state whose structure is shaped by the nature of its members and interac-
tions during team processes (Costa et al., 2014, p. 35).

Among the results of the study by Costa et al. (2014), the authors confirmed the con-
ceptual distinction between engagement at individual and team levels. However, they
obtained an instrument with unifactorial solution in the case of teamwork engagement.

On the other hand, the study by Torrente, Salanova, Llorens, and Schaufeli
(2012) showed that team engagement is a mediator between social resources (per-
ception of social support, coordination, and teamwork) and working performance.
The model of structural equations revealed that team engagement has a mediator
role between social resources perceived by the team and its performance, evaluated
by the supervisor. Nevertheless, the authors did not prove the hypothesis that the
factorial structure of teamwork engagement is similar to the individual level com-
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posed by the factors of vigor, dedication, and absorption. Results suggest that the
social resources of the team relate positively to shared psychological states, which
in turn are related to performance. In the face of these studies, a research agenda
should take into account the necessity of giving continuity to the work on the issue
of conceptual measurement and refinement.

4.4 Applications

Work engagement cannot be imposed by managers to subordinates, but it can be
achieved after employees cautiously observe different actions of the company.
Kane-Frieder, Hochwarter, and Ferris (2014) claim that the perception of organiza-
tional policies increases work engagement; engaged individuals are less stressed,
more satisfied, work with higher intensity, and achieve better performance. Results
from the meta-analysis by Christian et al. (2011) had already indicated that perfor-
mance of tasks is associated with work engagement. Engagement also propitiates
the creation of an environment favorable to creativity, and cooperative behaviors,
that is, contextual performance, can be stimulated.

The Scottish Executive Social Research (2007) recognizes that the organization
is responsible for leading employees to engage in work, and this can be done in dif-
ferent ways, for instance, through leaders, openness to communication, forms of
remuneration and benefits, justice and egalitarian treatment, actions toward training
and development, work load, as well as occupational health and safety programs of
the worker. It can be observed that among the aspects listed, the majority refers to
personnel management. Managers can improve work engagement level through
processes of personnel selection and on-the-job training (Christian et al., 2011).
Organizations should not only recruit high-level talents but should provide them
with conditions to develop their competences at work. It should also be considered
that organizations need employees psychologically connected to their work, who
are dedicated and have energy to apply in their activities (Bakker & Leiter, 2010).

Hiring workers with traces such as proactivity, conscientiousness, and positive
affection is a suggestion that has scientific support. Nevertheless, this in itself is not a
sufficient condition for the increment of engagement level, since managers should
propitiate conditions in order to ensure varying and significant tasks (Christian et al.,
2011). Rodriguez-Mufioz and Bakker (2013) add that encouraging participation of
employees is important; it is even likely to generate a positive image of the company.

Taking into consideration human resources policies as well, suggestions by
Oliveira and Ferreira (2016) resulting from investigation indicate that the adoption of
rewarding systems based on fair criteria, besides the perception of interactional jus-
tice (employees feeling they are first class citizens), is important to stimulate work
engagement. The authors add the training of leaders in order to develop interpersonal
abilities that are useful in their relations with employees. Although the importance of
leadership might still not be clearly defined, this kind of training certainly helps daily
coexistence, since the perception of interactional justice affects engagement.
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The consequences of engagement are the increase of productivity indexes, lower
costs with recruitment and selection, higher profits, attainment of objectives of the
organization, better performance, and decrease of turnover. The challenge at present
is making employers understand the importance of engagement to the organization
and direct actions so as to increase this index (Scottish Executive Social Research
2007). Similarly, organizations need to understand that they will gain by generating
more positive conditions to stimulate the engagement of their collaborators.

Intervention strategy with a view to work engagement is suggested by Schaufeli
and Salanova (2007) as containing the following stages: (1) evaluation of values and
preferences of employees, (2) negotiation of a written contract with definition of
objectives and necessary resources which the organization should provide, and (3)
systematic supervision of contract and update of objectives, if necessary. There is no
empirical evidence about this methodology, though there is a logic in its stages.
Only the application and evaluation of results will indicate its efficacy.

Now, Rodriguez-Muiioz and Bakker (2013) declare that more efficacious inter-
ventions promote the well-being of workers when those are structured, and tasks
and areas are defined. They also add that a participative focus, with the cooperation
of administration and employees, should be adopted. During interventions, the
arguments of employees should be considered, as well as the responsibility of the
organization. Finally, the intervention should be evaluated.

CREW (Civility, Respect, and Engagement at Work) is an intervention program
described by Bakker et al. (2011) with duration of 6 months. Its results were
improvement in civility behaviors and learning of new behaviors which rendered
daily interaction more balanced and healthier. The authors also relate that responsi-
bility assumed by the work group was positive. Efforts were dispensed with a view
to create friendly relations among work colleagues. They add that interventions
which aim at the development of psychological capital (self-efficacy, optimism,
hope, and resilience) are also indicated because they can affect work engagement.

Still in relation to interventions, Salanova and Schaufeli (2009) relate some strate-
gies: socialization and evaluation of collaborators, audits, workshops, increment of labor
resources, management of diversity, personnel selection, and psychological contract.

A research agenda on the theme should comprehend the still discussed issue of
trait versus state of work engagement by employing, preferably, longitudinal stud-
ies, besides controlling personal variables. This issue also generates a challenge to
professionals and researchers who might strive to develop methodologies to evalu-
ate capacity and motivation of workers focused on each one of the elements of work
engagement (Christian et al., 2011). Equally important is to amplify the gamut of
variables capable of influencing engagement as well as its consequences on the
individual level, teams, and organizations.
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Chapter 5
Aging in Brazil and Portugal and Its Impact
on the Organizational Context

Lucia Helena de Freitas Pinho Franca, Anténio Rosinha,
Simone Mafra, and Juliana Seidl

5.1 Introduction

Population aging is a natural, irreversible, and global phenomenon. Estimates point
out that from 2005 to 2050, the number of individuals in the 65-79 years age group
will increase to 44.5%, while the population of more than 80 years will rise to
171.6% (European Commission, 2006). In the United States, individuals of 65 years
old or more accounted for 14.5% of the country’s population in 2014, and they are
expected to double in 2060, jumping from 46 million to 98 million, i.e., a 22% rise
(US Department of Health and Human Services, 2015).

According to the Instituto Nacional de Estatistica (INE, 2009), demographic
aging is the tendency for the next 50 years in Portugal. In 2060, the country is
expected to have about three old persons for each youngster, i.e., nearly 271 old
people per each 100 youngsters will live in Portugal, which is more than the double
of the figures forecasted for 2009 (116 old people to every 100 youngsters). The
demographic aging process is associated to the consistent reduction of birth and
mortality rates, late marriage, women’s emancipation and their greater insertion in
the labor market, as well as increased life expectancy.

L.H.E.P. Francga (<)
Universidade Salgado de Oliveira, Rio de Janeiro, RJ, Brazil
e-mail: lucia.franca@gmail.com

A. Rosinha
Military Academy and School of Business Communication (ISCEM), Lisbon, Portugal
e-mail: antonio.rosinha@sapo.pt

S. Mafra
Universidade Federal de Vigosa, Vicosa, MG, Brazil
e-mail: sctmafra@ufv.br

J. Seidl
Universidade de Brasilia, Brasilia, DF, Brazil
e-mail: juliana.seidl@gmail.com

© Springer International Publishing AG 2017 81
E.R. Neiva et al. (eds.), Organizational Psychology and Evidence-Based
Management, DOI 10.1007/978-3-319-64304-5_5


mailto:lucia.franca@gmail.com
mailto:antonio.rosinha@sapo.pt
mailto:sctmafra@ufv.br
mailto:juliana.seidl@gmail.com

82 L.H.EP. Franca et al.

Population aging is a challenge mainly in the macroeconomic scope—due to
increase of health and pension expenses—and microeconomic scope, because of the
need to withhold a higher number of contribution payer workers to maintain the
labor market (Franca, 2012) and avoid the loss of knowledge, competences, and
experiences (Armstrong-Stassen & Schlosser, 2011). However, despite the evident
need for keeping older workers in the labor market, corporations follow the opposite
trend, i.e., reduce their presence in organizations (Hult & Stattin, 2009).

People’s age remains a metric to define employability rather than merit, compe-
tences, and tacit knowledge acquired. Scherbov and Sanderson (2016) propose the
“perspective age” to measure how elderly someone is, not only based on his date of
birth but also in relation to the expanded average life expectancy. It means to say
that 40 years old in 2000 could be compared to 30 years old in 1960, because they
both share the same remaining life expectancy.

In Brazil, it is interesting to analyze the exceptional increase in life expectancy
and the number of individuals in employment against the economically inactive
ones (children and elderly). Between 1940 and 2015, the Brazilian life expectancy
was added with 30 years for both sexes, raising from 45.5 years old to 75.5 (Portal
Brasil, 2016). In the next 25 years, the country will conclude a demographic transi-
tion that took over 100 years in developed countries, as underlined by Tafner,
Botelho, and Erbisti (2014). Moreover, Brazil had 199 million inhabitants in 2015,
of which 22% were 0-14 years old, 66% were 15-59 years old, and 12% were 60
years old or older. Currently, there are 220 million inhabitants, but this population
is expected to decrease from 2035 onward, and in 2035 it will be a country of 206
million inhabitants with the ratio of children falling from 22% to 9%, the population
in working age will drop from 66% to 58%, and the elderly will virtually triplicate
from 12% to 33% (Camarano, 2014).

Examining the work world, between 2004 and 2009 Brazil experienced an
increase from 38.7% to 42% in the number of jobs occupied by people older than 40
years. In 2040, approximately 57% of the Brazilian population in working age is
expected to be older than 45 years (PwC/FGV, 2013). These demographic transfor-
mations will make people work longer to compensate the shortage of skilled work-
force and maintain the economy sustainable. However, the labor market should be
prepared to receive the demands of professionals of different ages, especially if the
social security reform proposed by the Brazilian government in December 2016 be
approved. The economic crisis that besets the country, with fall in tax collection and
successive primary deficits, increases social security expenses, opening the discus-
sion about the need for yet another reform in 2017. Other reforms were made in
1998 and 2003, and one of the polemic issues suggested by the next reform is to set
65 years as the minimum age for retiring (Seidl, 2017).

The situation is also concerning in Portugal. According to the latest Portuguese
Census (INE, 2011, 2014), the country is facing a phenomenon of double aging, i.e.,
youth is decreasing and elderly increasing, producing generation imbalance. The
aging index in the country is 129, meaning there are 129 citizens of 65 years old or
more per each 100 citizens of up to 14 years old. The aging rate between 2012 and
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2016 is estimated to increase from 131 to 307 old people to every 100 young people,
sharpening the difference between old and young populations.

The Law on Pensions Convergence established the same retirement age for the pub-
lic and private sectors in Portugal: 66 years and 3 months old to enjoy full pension in
2016. The increased legal retirement age as well as the national pension system reform
represents results of the Portuguese population aging. Moreover, the average life expec-
tancy today in Portugal is 80.8 years for the total population, and at the age of 65 years,
itis 19.6 years, according to data of the INE referring to the triennium 2013-2015.

The Observatory of Birth and Ageing in Portugal (Noronha, 2017) highlights that,
according to a study comprising 1335 individuals of 35 years or older, around one third
of the respondents would like to retire at the age of 63 years, on average. This shows
different expectations that imply the need to find solutions to enable senior citizens to
remain participating in the work world. A relevant datum of the study is that about 70%
of the respondents said to have no savings for retirement, what will surely impact the
sustainability of the Portuguese social security in the short and medium terms.

In Brazil, despite the actual demand for retaining older individuals in the labor market,
this remains a controversial topic since until recent times several organizations encour-
aged early retirement to renew or downsize their staff (Franga et al., 2014). Moreover, in
2050 more than one fourth of the workers may be retired, although many of them are
likely to decide to remain working (Franca, Menezes, Bendassolli, & Macedo, 2013).

A study conducted by Manpower in 2007 (quoted by Armstrong-Stassen, 2008)
interviewed more than 28 thousand employers in 25 countries and showed that only
21% of the employers developed strategies to retain older workers. To cope with this
situation, the European Union set as goal to governments, social partners, and orga-
nizations to increase the rate of older workers” employment and the access to capac-
ity building to allow healthier and more productive aging (Naegele & Walker, 2006).

In brief, the current rate of old population growth is one of the most remarkable
traits of the recent demographic evolution, which impacts the working population
composition (Armstrong-Stassen & Schlosser, 2011; Conen, Henkens, & Schippers,
2012). This situation represents a paradox as the economy and public policies
require the population to work longer, but the organizations and the society are not
prepared to deal with the increasing number of older workers. This chapter aims to
present challenges and gains of work teams made up by individuals of different ages
and the type of measures already adopted and that could be adopted in Brazil and in
Portugal to prepare, attract, and retain older workers in the labor market.

5.2 Challenges and Gains of Work Teams Made Up by Older
Workers

Organizations fear that worker aging could bring challenges such as higher costs
with health plans and productivity losses. However, many of the disadvantages per-
ceived by managers regarding teams made up by older workers are based on



84 L.H.EP. Franca et al.

stereotypes. Scientific studies that disclose the actual challenges and gains of these
professionals should be accessed to propose interventions based on such reality,
fighting stereotypes about the performance of older workers to avoid losing the
opportunity of employing many of the most competent and productive workers in
the working population (Posthuma & Campion, 2009).

Making reference to different studies, Calo, Patterson, and Decker (2014) stated
that positive stereotypes about older workers are related to interpersonal skills such
as being more reliable and experienced. The negative stereotypes, in turn, have to do
with the capacity and willingness to learn and grow in the work and their general
motivation. The authors conclude that negative perceptions seem to be more dis-
seminated than the positive ones. Research performed by Franga (2012) and
Henkens (2005) found results similar to those approached in the subitem about age-
ism in this chapter.

New investigations focus on positive age-related aspects. For example, Ng and
Feldman (2012) performed a meta-analysis based on a sample of 418 studies about
six age-associated stereotypes (lower motivation, less interest for training and career
development, less reliable, less healthy, and more vulnerable to work/family con-
flict). They found that the only consistence between stereotypes and the empirical
evidence is that older workers are less prone to participate in training and personal
development actions. This could be explained by the fact that sometimes the tradi-
tional classroom methodologies are not attractive and because older workers do not
perceive any benefit in developing their careers.

The elderly-associated stereotypes emphasize they are conservative, solitary,
unproductive, sick, depressive, weak, superstitious, slow, and lackluster, among
others. There are also positive stereotypes of the elderly expressed by the belief that
they are wise, mature, calm, careful, and happy, but these are less usual (Nelson,
2005; Neto, 2004). Truxillo, Cadiz, and Hammer (2015) have published a literature
review where they present the physical, cognitive, affective, personality, and moti-
vation changes that individuals undergo with age. Some of these changes can effec-
tively be challenging when the person remains in the labor market. For example,
regarding physical changes individuals lose visual and hearing acuity, as approached
over 30 years ago by Skinner and Vaughan (1985), have their aerobic and cardiovas-
cular capacities reduced, and take longer to recover from stressing situations.

Truxillo et al. (2015) reinforce that cognitive changes impact on selective atten-
tion, memory, and speed of information processing. At the same time, older indi-
viduals usually have greater emotional regulation and evaluate stressing situations
in a less negative way. Moreover, the intrinsic reasons to stay in organizations are
related to task performance, to connection with other individuals and autonomy, and
to a lesser extent to extrinsic reasons such as benefits and promotions. The volition
to help people and contribute to the society is another age-related change.

Previous evidence corroborates the functional or performance-based approach by
assuming the variation of individual skills and way of working in all ages. As chronologi-
cal age advances, individuals undergo a wide range of biological and psychological
changes that pass by decline and the increase of experience, wisdom, and ability to judge.
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Health status, physical capacity, and cognitive performance are some of the functional
approach indicators that should be retained (Kooij, De Lange, Jansen, & Dikkers, 2008).
The organizational age approach reinforces that age and seniority effects are closely
related, considering that organization can age as a consequence of the average age of
its workers. This brings new challenges to the people management area. However,
Teiger (1995) emphasizes that not all professional groups are exposed to identical
aging factors or working conditions. A worker of a given age may be considered too old
to perform a specific professional activity or too young to perform another function.

The lifespan approach emphasizes the behavioral changes associated to the life
cycle that could happen at any time of life and affect the aging process, namely, the
interests, preferences, personal life circumstances such as family issues, or socio-
economic conditions (Baltes, 1997). Based on the ontogenetic and evolutionary per-
spectives, Baltes presented one of his most successful theories on life architecture
involving the orchestration of three component processes, the SOC—selection,
optimization, and compensation. He highlighted three principles that work simulta-
neously, suggesting that life becomes increasingly incomplete with age. The first
one states that evolutionary selection predicts negative age correlation and, there-
fore, the genomic plasticity and biological potential decrease with age. The second
emphasizes that human development growth requires cultural resources in increas-
ingly higher levels. The third one, in turn, highlights that culture efficiency is
reduced as age advances due to age-related losses in biological plasticity. To Baltes
the positive balance between gains and losses at all age levels is ever harder as
human development extents toward advanced elderly.

Other authors used Baltes’ SOC theory in organizations, including Sterns and
Miklos (1995) and Baltes and Dickson (2001). The last focused on how the SOC
could be applied to three organizational issues: (1) work/family conflict, (2) leader-
ship, and (3) organizational operation. The authors introduced a wide range of
hypotheses to be tested in future works using the SOC metatheory to promote a
model that enables organizational psychologists to define and explain different psy-
chological processes in organizational research, notably related to work/family con-
flicts, leadership, and organizational operation.

Von Bonsdorff et al. (2016), also inspired by Baltes’ (1997) SOC (selection, opti-
mization, and compensation), recommend some practices to minimize losses result-
ing from aging in organizations. Following the model, the authors describe the
strategies that corporations could use to fit their employees to business activities
such as selection, optimization, and compensation to handle with limited resources
such as time and energy, inherent to the human condition, and the selection of
operational realms since some goals are not achievable. Selection concerns the
development process, election, and commitment to personal goals. These goals must
be organized in a coherent hierarchy that validates actions and gives guidance and
meaning to life. In optimization people act on their goals, acquiring and investing in
relevant means to achieve their targets to optimize the operational level and promote
successful development. Compensation consists of responses to the individuals’ lost
capacities and includes psychological processes or behavioral efforts to improve
functionality, as well as the use of resources to sustain the operational level.
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The next sections introduce and discuss studies, interventions, and practices
implemented in several countries, in Brazil and in Portugal, as well as the most
relevant topics to be incorporated to people management to meet the demands and
requirements of such demographic scenario.

5.3 International Studies and Interventions

The international literature about aging in the organizational context has shown that
programs to prepare/educate individuals for retirement represent one in a group of
many management practices that could be applied to assist organizations and indi-
viduals to handle with workers in increasingly age breadth. However, changes on
social security sectors and retirement ages all over the world urge thinking over age
management and its meaning in the context of each country.

Peir6, Tordera, and Potocnik (2012) attempted to identify the human resources
practices adopted by different countries in the world to retain senior workers. To
that, they divided the countries in five groups: agreement (the United States, Great
Britain, Ireland, Australia, Japan, Singapore, and Hong Kong), social democrats
(Norway, Sweden, Denmark, and Finland), central Europeans (Germany, France,
Holland, and Belgium), south Europeans (Italy, Portugal, Spain, and Greece), and
economies in transition (Brazil, Chile, China, Mexico, and Russia). The liberal
countries offer more diversified practices to retain older workers, while in India,
Indonesia, Malaysia, Poland, and Russia, less than half of the employers encourage
their employees to continue to work. The European countries reported the highest
rate of employers that encourage early retirement (19%), while the Latin American
countries are ranked the second (17.7%).

A study conducted by the European Foundation for the Improvement of Living
and Working Conditions (Eurofound, 2006) points out a range of companies that
apply best age management practices such as medical attention, working hours’
customization, opportunities to acquire new skills, and personal development. The
adoption of age management practices is not only related to economic factors, pro-
ductivity issues, and workforce offer but is also an important attraction for organiza-
tions. As disclosed in the study by Chiesa et al. (2016), the European Banking
Federation underscored that programs aimed to older workers’ training and career
are among their best human resources practice to promote the personnel’s employ-
ability level.

Despite this, when it comes to the development of policies for older workers, not
all countries are sensitized about age management. Conen et al. (2012) and Chiesa
etal. (2016) indicated that older workers in Italy—home to one of the oldest popula-
tions in the world—seem to receive insufficient investment by their employers. Van
Dalen, Henkens, and Schippers (2010) carried out a study in several European
countries, named “Activating Senior Potential in Ageing Europe (ASPA),” which
approaches the managers’ perception about their workers’ aging and measures that
should and could be adopted to cope with this challenge. According to the
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researchers, the reliability, engagement, and social skills were more frequently
quoted in the older workers’ evaluation, while physical and mental capacity and
technology skills prevailed among younger workers.

These characteristics were also observed in a similar study by Franca et al.
(2014) among the Brazilian managers. However, the situation was different refer-
ring older workers’ management measures, as shown in the next section that pres-
ents some studies and interventions made in Brazil and Portugal that face aging
process and urge changes to people management.

5.4 Studies and Interventions in Brazil and Portugal

Brazil and Portugal have followed and applied the concept of active aging proposed
by the World Health Organization to optimize opportunities for health, participa-
tion, and safety in the sense of reinforcing quality of life as people grow older
(WHO, 2002). The term “active” refers to the “continued participation in social,
economic, cultural, spiritual and civic tasks, being not restricted to the capacity of
being physically active to participate in labor activity” (WHO, 2002, p. 12) related
to higher levels of autonomy, independence, and quality of life.

This scenario prompted Brazil to outline policies to ensure active aging and suc-
cessful retirement (Camarano, Kanso, & Fernandes, 2013), such as the National
Policy of the Elderly (Brasil, 1994) and the Statute of the Elderly (Brasil, 2003). To
ensure healthy transition to retirement to these workers, the policies recommend
organizations to adopt retirement preparation programs (Programas de Preparagdo
para Aposentadoria or PPAs).

According to the national and international literature, the PPAs are an important
measure to prevent and promote workers’ health (Glamser, 1981; Hershey, Moewen,
& Jacobs-Lawson, 2003; Murta, Leandro-Franca, & Seidl, 2014; Soares & Costa,
2011; Zanelli, Silva, & Soares, 2010). In Brazil, however, these programs are par-
ticularly important because of the Brazilians’ difficulty to plan the future, which is
partially explained by our short-sighted and collective culture (Franga, 2012). This
reality could be changed by the globalized world and awareness about the impor-
tance of measures to reinforce individual’s, organization’s, and government’s
responsibilities. However, to the audience that is now 60 years or older, and had few
opportunities to foresee such a long-time future, the PPA offers a space where work-
ers acquire information about how to better plan retirement and define their post-
career life plans.

The PPAs should be strengthened and expanded in public and private organiza-
tions (Murta et al., 2014; Soares & Costa, 2011; Zanelli et al., 2010). However, few
Brazilian organizations adopt this people management practice, and most of them
are public organizations (Franca et al., 2014; Leandro-Franca, 2016). According to
Franga and Soares (2009) and Murta et al. (2014), lifelong education and education
throughout the career on factors that enable successful retirement have more impact



88 L.H.EP. Franca et al.

than previous planning close to retirement. The authors consider self-knowledge
process as a continuous process that should not be started on the eve of retirement.

Except for the retirement preparation programs, few scientific studies have been
published in Brazil focusing on aging in the organizational context, mainly on
human resources (HR) policies and practices oriented to older workers. One of
these has approached 108 corporations in Brazil and showed that (PwC/FGYV, 2013):

* Only 37% of the corporations acknowledge that older workers could be an alter-
native to the shortage of talents, unveiling the low adoption of practices oriented
to attract this workforce.

*  94% believe the main benefit of employing older professionals is related to their
expertise. However, most of the surveyed organizations do not adopt knowledge
management practices (22%), specific training (45%), and mentoring (50%).

*  63% of the corporations believe that older workers are apathetic because they are
closer to retirement, and therefore, 73% of the respondent corporations do not
provide career opportunities to this audience, while 70% do not allow flextime.

* Although most corporations recognize that older workers are more skilled to
make diagnosis (87%) and solve problems (86%) and have more emotional bal-
ance (96%), they do not allow these professionals to hold core offices.

* A large part of the corporations believes that costs with older workers are higher.
However, organizations should better assess this cost, since most of them recog-
nize that these professionals are more loyal, thus reducing turnover expenses,
and only to 32% of the corporations wages are a barrier to hire old employees.

Another Brazilian study carried out by Franca et al. (2014) adapted some ques-
tions of the Van Dalen et al. (2010) study to assess managers’ perception in 207
organizations (one manager per organization, 60% of the private sector) on the
retirement preparation programs—PPAs and HR management practices toward
aging. Regarding the PPAs only half said to be familiar with the Statute of the
Elderly (Brasil, 2003), which provides that public and private organizations must
carry out the PPA. Consequently, only one fourth of the organizations surveyed per-
formed the PPA, although most managers considered it very important.

Regarding the remaining human resources policies and practices adopted by the
Brazilian organizations to deal with workers’ aging, the study by Franca et al.
(2014) emphasized the similarities with the European study as to the Brazilian man-
agers’ vision on the evaluation of older workers’ traits, i.e., more reliable, more
loyal to the organization, and more sociable, while younger workers are perceived
as physically healthier, more flexible, and with more technology skills than the
older ones. Anyhow, there was a huge difference in the results for European and
Brazilian managers concerning measures that most of the Brazilian managers adopt
(or not) and will (or not) adopt, namely: downsize the hierarchical status for work-
ers to continue to work (84%), offer half-time jobs (78.5%), and reduce workload
(72%). The measures that managers intend to implement in the future regard the
adjustment of tasks (52.2%), ergonomics measures (50.7%), and age threshold for
improper/unhealthy work (44.6%). Finally, regarding the measures already adopted,
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the following were most relevant: adoption of ergonomics measures (30.8%) and
continuous career progression (40.8%).

Francga et al. (2014) disclose a contradiction between what Brazilian managers
say that should be done, what has been effectively done, and what they propose to
do. This resembles the distance between the intention and action by individuals or
between attitudes and behavior. This is clear when, for example, most participants
agree on the need for reducing older workers’ workload and when, in another ques-
tion, most respondents did not take in consideration implementing this measure in
the future. It is as if these managers could not perceive their own authority and/or
competence to propose measures in which they believe. This recalls the need not
only for awareness raising but for broad and urgent debate on the role of the organi-
zations’ human resources manager in this new changing scenario. Cepellos (2013)
also observed that the general perception of HR managers—who works in Brazil—
about older workers is relatively positive; however, these perceptions have not
resulted in the adoption of management practices toward older workers.

The recent governmental proposal of 65 years as the minimum age for retirement
(Brasil, 2016) and the consequences of this proposal due to the need for updating
and including older workers are likely to enhance age management practices in
Brazil. Therefore, there is a pressing need for studies and interventions to foster
predictors of well-being at work, as well as to enhance the support to workers that
will retire, through the adoption of PPAs.

Although in a slower pace than we could expect, these measures are being put in
practice. For example, the retirement preparation programs were proposed in the
1990s and recommended in the Statute of the Elderly. Results were slower than
hoped for, and few organizations develop this practice. Over years, the PPAs have
been expanded mainly in public institutions (Leandro-Franca, 2016) and are being
cautiously implemented in private institutions.

Recently the retirement planning was inserted as one of the indicators evaluated in
organizations by the Instituto Ethos de Empresas e Responsabilidade Social (2013).
Large Brazilian organizations adopted this system of indicators conceived by the
Instituto Ethos that allows to “point out priorities, set goals and joint initiatives, facil-
itate the monitoring of actions through periodic evaluations, and allow the company
and its value chain to grow together toward sustainability” (p. 4). This measure ulti-
mately influences the organizations’ value in the stock market and, therefore, boosts
the replication of PPAs by a larger number of public and private organizations.

In Portugal, Pinto (2015) showed that most HR managers do not use age man-
agement, and this is not expected to happen in the short term. Only two corporations
developed formal age management programs. These programs comprise HR prac-
tices that range from the redefinition of job descriptions, changes to work positions,
job rotation, flextime, and assignment of roles as tutor, mentor, or trainer. Most
managers do not acknowledge the urgent need to develop specific HR practices for
older workers. Age management is more reactive than proactive. The practices more
valuable for workers were rewards, recognitions, participation, and flexible work.

In an attempt to analyze the phenomenon in Portugal in the light of institutional-
ization to reach higher autonomy levels, as proposed by the concept of active aging,
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four investigations were selected: Silva (2009) described the impact of peoples’ life
story on the reorganization of time by the time of retirement; few years later, Silva
(2012) approached the perspective of elderly affection in the institutional context,
Branco (2012) tried to study how the transition to retirement happens and is
explained, and Catanho (2011) resumed active aging in a population different from
the previous investigation, in the insular context.

In the first approach, Silva (2009) analyzes the impact of peoples’ life story on
the reorganization of the retirement time and, considering the emerging influences
of the active aging ideology, emphasizes two aspects: (1) the analysis of life stories
is crucial to understand the decisions, opportunities, and interests of people by the
time of retirement, and (2) stronger or weaker incorporation of active aging ideol-
ogy in time organization, out of the labor market, is closely related to the life path-
ways adopted by the subjects. Silva also refers to the different occupational pathways
between women and men. Women reorganize time more easily when they retire
because of their continuous investment in domestic chores and caregiving. Therefore,
retired workers are not a homogeneous group, although they share a range of refer-
ences and historical, cultural, and social episodes.

In the second paper, Silva (2012) suggests that idealized active aging presents an
incomplete vision of old age. Active aging is mainly based on the primacy of activa-
tion, independence, and productivity in tune with the new generation of social policies.
The social participation idealized by these policies concerns not only public incentives
promoted by employability but also by the individuals’ capacity building, increased
participation in matters of public interest, and defense of their own interests.

When reviewing the importance of older people’s affection in the institutional
context, Silva’s (2012) study shows that aging is related to change and wisdom but
is also associated to decadence among the elderly population in general. The old
people investigated in this study regret to miss their past lives and had a feeling of
having lost former references of life.

Interested to understand if retired older workers continued to participate in the
formal and informal economy, sociability, and how they coped with the feeling of
solitude, Branco (2012) found that people experience the transition to retirement in
different ways. The author emphasized the heterogeneity of this group resulting
from their social and economic capital, which should be maximized by the civil
society or specifically in the human resources management scope. The functional
intervention demands to raise workers’ awareness about their skills, improve their
satisfaction, encourage them to remain in the world of work, and lead them to per-
sonal and social reorganization in times of transition or change.

Catanho (2011) studied an insular population and found a different reality, where
active aging is a challenge for the elderly because, although they consider them-
selves active because of their physical autonomy and leisure activities, they do not
fit into the definition of active aging. Despite the positive education offer to the
elderly, their participation remains negligible because it also “depends on people’s
closeness to education in their lifetime” (Catanho, 2011, p. 115).
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5.5 Recommendations Related to Age Management

5.5.1 Ageism

Ageism was often overlooked by the communication means and the academy, dif-
ferently from other forms of prejudice present in our society such as sexism, racism,
and homophobia (Nelson, 2005; Palmore, 2004). The first step to reduce ageism is
to explain to the population that people of more than 60 years make up a more het-
erogeneous age group. Old people are a highly differentiated category, being the
wisest and the most dement in the society (Neto, 2004).

At which age is the worker considered older? Literature divides this group in
three ranges: young-old (65-74 years), middle-old (75-84 years), and old-old (aged
85+). Based on two censuses in Portugal in 1991 and 2001, the old-old group grows
most in relation to the other groups (Simdes, 2005). To Truxillo et al. (2015), the
definition of older worker is troublesome when we analyze the workforce aging.
The authors argue that the concept widely varies between contexts and cultures and
factors that define who is considered older. There are different stereotypes of age
associated to different works, and that vary all over the world including because of
the legal age for retirement and laws to protect workers. In the United States, for
example, this protection starts at the age of 40 years, although the concept of older
worker and rules are changing. If we consider professional training, socioeconomic
and education levels, physical profile, social relationships, and access to goods and
services that a 60-year-old person has today, he/she is comparable to a 40-year-old
individual in the past.

Baby boomer aging has drastically changed the concept of who is considered an
old worker. Truxillo et al. (2015) used the term older worker for those getting closer
to the retirement age and those working a little beyond the standard retirement age.
In the United States, for example, this could include individuals aged 50-60 years
old, although many remain working when they are 70 years or older. The authors
emphasize that aging is an individual process, and comparing individuals of differ-
ent age groups could be less useful than the considerations about physiological and
psychological factors of life.

Despite the gradual increase in the number of surveys and studies about ageism
in the international literature, including Brazilian and Portuguese texts, there is
great shortage of studies about ageism and its specificities. Whitbourne and Hulicka
(1990) surveyed ageism using 139 psychological texts published over 40 years. The
texts disclosed strong traits of ageism, mainly regarding biological decline, reduc-
tion of psychological function, and social detachment. Childhood and adolescence
were five times more frequent than adulthood or old age. Nelson (2002) shows it in
his survey about types of stereotypes investigated about racism, sexism, and ageism
in the abstract of articles on the PsycINFO database. By that time Nelson found
2215 articles about racism, 1085 about sexism, and only 215 articles about ageism.
According to the author, this pattern of lack of interest in the psychology literature
shows that one of the reasons, and maybe the most obvious, is that ageism is the best
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tolerated and more institutionalized form of prejudice in the world, notably in the
United States. According to Nelson it has to do with the message conveyed by the
consumption industry that aging is not desirable. This fact, per se, shows the need
for researching ageism.

Although ageism and age-based discrimination are usually used as synonyms,
ageism mainly refers to attitudes, i.e., evaluations of a person in relation to another
based on age. Thus, age-based prejudice could be used as synonym to ageism. On
the other hand, age-based discrimination corresponds to behaviors that express this
attitude, generally negative, in relation to the other and based on age. Put in another
way, age-based discrimination refers to the behavioral expression of ageism
(Goldani, 2010). Franca et al. (2016) defined organizational ageism as a set of nega-
tive or positive attitudes toward aging, favoring or disfavoring the older workforce
and favoring or disfavoring its inclusion/exclusion and permanence and, therefore,
the well-being of those who want or need to remain in the labor market.

In order to fight ageism in organizations, researchers and organizations should
measure these attitudes of prejudice against older workers to recommend interven-
tions based on their findings. Neto (2004) validated the Portuguese version of the
Fraboni Scale of Ageism (FS) proposed by Fraboni, Saltstone, and Hugues. The
Portuguese version presented 25 items (instead of the 29 in the original scale)
divided in the same factors: antilocution (hostile talk and slander), avoidance (avoid
group members they do not like), and discrimination (exclusion from civil rights,
employment, from access to some forms of accommodation, and from education
and leisure opportunities).

Researching stereotypes of 796 managers of older workers and the influence of
these stereotypes on the tendency to retain them in the labor market, Henkens (2005)
elaborated a 15-item (or opinions) scale about older workers. The factorial analysis
generated three stereotype dimensions: (1) productivity of older staff members, (2)
reliability, and (3) adaptability. The results showed that stereotyped ideas about
older workers influenced the managers’ attitudes in relation to employees’ retire-
ment. Older managers more frequently in contact with older employees tend to hold
more positive opinions.

Chiesa et al. (2016) validated and used Henkens’ (2005) stereotypes scale to
relate it to the occupational self-efficacy scale of Di Fabio and Taralla (2006, in
Chiesa et al., 2016). The authors intended to investigate the relationship between
age stereotypes and professional self-efficacy of older workers following the pro-
posal that older workers with more negative attitudes about their aging are less
confident about their skills to perform tasks. Researchers tested 4667 Italian bankers
of different ages and pooled them in two groups—younger than 50 years and 50
years or older. The exploratory and confirmatory analyses of Henkens’ original
instrument (one single item changed) gave rise to the final 13-item Italian version,
confirming the structure proposed by Henkens for prejudices against older workers
in three dimensions: productivity, reliability, and adaptability. The results found by
Chiesa confirmed the relationship between stereotypes about older workers and
occupational self-efficiency, and this relationship is moderated by age. Therefore,
the organization’s positive beliefs in relation to adaptability and reliability of older
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workers improved occupational self-efficiency for the 50 years or older group but
had no effect on the productivity of those younger than 50 years.

In Brazil, Franca et al. (2016) carried out a survey among 600 workers of 18-75
years old all over the country. The original scale of ageism in organizational context
(EACO) had 28 items. The parallel analysis and exploratory factorial analyses
resulted in a final scale of 14 items divided into two dimensions. The first dimension
represented the negative attitudes mainly defined by cognitive and health aspects. It
revealed excellent internal consistence (o = 0.83) and load factors above 0.53. An
example of an item is “Older workers fall ill more easily.” The second dimension
represented the positive attitudes mainly defined by positive aspects, with good
internal consistence (o = 0.77) and load factors above 0.57. An example of item is
“Older workers are more committed to work than younger workers.”

When the EACO (Franga et al., 2016) results were compared for the two age groups
(younger and older workers), they showed significant differences regarding positive
and negative attitudes toward organizational aging. The group of younger workers was
more negative in relation to aging than the older workers. On the other hand, the older
group presented more positive attitudes than the younger ones. The predictor variables
of sex, age, and education level confirmed the statistical significance in multiple linear
regressions, in which younger and less educated workers showed more negative atti-
tudes in the face of aging in the organizational environment.

The results of this survey make two practical suggestions: the adoption of actions
and strategies that contribute to minimize uncertainty and the perception of insecu-
rity caused by age. The second one suggests that, in addition to organizational fac-
tors, the psychological factors could explain individuals’ positive viewpoint in
relation to older workers and, therefore, the regular contact of managers with those
workers should be encouraged, as previously suggested by Henkens (2005).
Regarding the academia, the research should be replicated with other specific pro-
fessional groups using the simplified version (after removing the items) or the origi-
nal 28-item version.

Siqueira-Brito, Franga, and Valentini (2016) performed confirmatory analyses of
the Ageing Scale in the Organizational Context (EACO) with 383 workers of all
ages in the state of Rio de Janeiro. The confirmatory analyses generated 13 items
with good results and goodness of fit. Only one item was removed, and the remain-
ing items were grouped in two dimensions: positive attitudes and negative attitudes,
confirming the previous scale structure presented by Franca, removing one single
item from the previous exploratory scale. Example of positive attitude item: Older
workers are more committed to work than the younger workers. Example of nega-
tive attitude item: Older workers use to fall ill more easily.

To deal with ageism, Kray and Shirako (2009) identified three categories of strat-
egies that organizations could implement: (1) recognize the stereotypes enhancing
the positive and discouraging the negative ones (prejudice management); (2) match
opportunities for younger and older workers, including equal representation of age
in hiring and professional training; and (3) change organizational culture fostering
the promotion of identity confidence and appraising personal effort.
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Thinking along the same line, Chiesa et al. (2016) agree on the need to empha-
size old workers’ positive traits to reduce the presence of negative stereotypes in the
workplace and promote their self-efficacy. About awareness raising, Franga et al.
(2014) consider crucial to inform managers about damages caused by ageism in
organizations that prevent the inclusion and greater participation in intergenera-
tional teams. They should also be trained and discussed with expert aspects related
to workforce aging and the required changes in the organizational environment.

Chiesa et al. (2016) reinforce that training programs should be oriented to the
participation of workers of all ages to encourage professional partnerships and sup-
port formal and informal learning among older and younger workers, as well as
mutual exchange of knowledge. In addition to this strategy, the improvement of all
generations’ knowledge fosters cooperation between age groups. As pointed out by
Franga, Silva, and Barreto (2010), knowledge and intergenerational experience dis-
rupt the possibilities of prejudice against aging.

5.5.2 Flextime and Job Control

Retirement is a process through which older workers gradually reduce their psycho-
logical attachment to work and labor activities until the full retirement. That is why
works with shorter workload or flextime are recommended prior to full retirement,
so that workers can gradually withdraw from tasks developed in the course of their
career and start performing new activities. In addition to flextime, job control seems
equally relevant for older workers. When people have greater control on their rou-
tines, they are more prone to continue to work even after the legal age to retire
(Charles & Decicca, 2007; Gielen, 2007; Truxillo et al., 2015).

Investigating the factors that could influence 148 civil servants of a technology
organization to decide for retirement or to continue to work, Menezes and Franca
(2012) found that the main reasons to retain older workers in the organizations are
age, job control, and flextime. The results also pointed out that if an older worker
has a negative perception on his/her work (less satisfaction and engagement) and, at
the same time, little flextime, he/she would tend to adopt the bridge employment
which means to use job as a bridge between work and retirement, usually half-time
or contract-based works (Feldman, 1994; Shultz, 2003). However, if the worker is
facing health problems, he/she is more likely to retire definitely, regardless of any
other predictor.

In the United States, studies and interventions on the topic are so advanced that
Morelock, McNamara, and James (2016) published a survey that analyzed the effect
of an intervention on the workers’ workability. Workability refers to the skills,
health, and other physical and mental characteristics demanded by work activities.
Workability tends to decrease with age. Morelock et al. (2016) have accessed 473
health professionals and found that an intervention aimed to help workers to better
manage time to perform a work could benefit older workers.
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5.5.3 Training for Older Workers

Learning starts but does not end in the first decades of life. Even when work-based
learning starts early, qualification is continued on the job. The tendency of longer
professional life is likely to persist, and more people will retire in a more gradual
and individual way (Ramey & Francis, 2009). Studies show that in advanced age old
people perform as well as the young people in tasks demanding wisdom, i.e., dis-
cernment in important but uncertain issues of life (Sternberg & Grigorenko, 2005),
and could perform better than younger workers in areas where both have expertise
(Staudinger, Marsiske, & Baltes, 1993). However they must be consistently updated
like a continuous education process.

Lifelong education meets the principles of active aging (2015) that reinforces
that better educated people live longer and healthier than the less educated ones.
Learning in adulthood has positive impact on self-esteem, self-confidence, social
participation, levels of physical activity and tobacco use, skills, and chances of get-
ting a job or even a promotion. Moreover, some cognitive skills peak during youth
and decline over years, such as mental speed, solution of new problems, spatial
reasoning, and capacity of performing many tasks simultaneously.

However, the skills that depend on accumulation of knowledge increase with age
such as vocabulary, general knowledge, specific knowledge, and skills acquired by
means of different roles, occupations, and interests over years. The intellectual
skills, for example, widely vary in all ages, and some old people have better or
equivalent skills as younger individuals (Centro Internacional de Longevidade
Brasil, 2015). The core elements of culture that favor knowledge transfer process in
an organization include appraisal of older workers for their knowledge, mutual
respect between the parties, and due importance attached to the knowledge transfer
process (Francga et al., 2010; Rau & Adams, 2012).

The concern that older workers are less productive can be solved emphasizing
continued or lifelong education, mainly regarding knowledge updating. With the
fast-paced technology advances and less youngsters in the workforce, learning
becomes a continuous variable in productive life. The active participation of the
elderly in all areas of human activity is increasingly needed (Centro Internacional
de Longevidade Brasil, 2015). Some best practices pointed out in literature on train-
ing are equal access to training, continued monitoring of learning level, and oppor-
tunity for older workers to take on the role of trainers or mentors of younger workers
(Naegele & Walker, 2006; Sterns & Miklos, 1995).

Some countries like Canada have adopted the performance evaluation with use-
ful and unbiased feedback, specific benefits to older workers, and practices of
appraisal and respect. Armstrong-Stassen (2008) performed a study comprising 426
human resources managers and 284 older Canadian workers (of which 171 were
still in the career and 113 in bridge employment). The results identified seven human
resources strategies: flexible work options, job design, training to older workers,
training to managers, performance evaluation, remuneration, and recognition and
respect. The practices that express appraisal and respect for seasoned workers are



96 L.H.EP. Franca et al.

the most influent on these people’s decision to remain in the organization.
Nonetheless, about 75% of the workers said that organizations do not adopt these
practices just because they do not consider these as a priority. These last findings
corroborate those found in the research by Franca et al. (2014).

Measures should be proposed not only to update and develop workers over life
but to support those who are separating and train those who will replace them
encouraging planning for the future at any age. However, these demands depend on
the political willingness of the organizations and, above all, on the entrepreneurial
spirit, leadership, and creativity of managers toward a pro-human attitude.

5.5.4 Ergonomics

The work activity representation that largely prevails today was formalized early in
the twentieth century—the Taylorism. In this workplace, the organization reduces
knowledge about the activity to the minimum required, and people management is
no longer in charge of what is done in the job post but of the selection and adminis-
tration of problems formalized in the service contract (Guérin, Laville, Daniellou,
Duraffourg, & Kerguelen, 2004). It is in support to this context that authors evi-
denced the arousal in the 1970s of ergonomics as a science concerned about work
conditions and work organization and its relation to workers’ health, safety, and
quality of life.

Ergonomics refers to a subject matter that studies work and its transformation. It
refers to the transformation of devices by building knowledge on human being in
activity (Falzon, 2007; Guérin et al., 2004). To effectively build knowledge based on
the work activity, it is essential to know beyond the ergonomics fundamentals,
learning the viewpoints of managers and workers of all ages, including the old ones,
regarding the differentiation between task and activity, definition of operational
strategies, operational modes, regulation, workload, variability, and confrontation
(Nunes, 2015). The development process enabled the change of a wide range of
concepts, parameters, goals, objectives, and ways of looking to and doing work. The
work was gradually shaped to the new configurations of reality and society, fitting
into the tasks and their requirements (Abrahdo & Torres, 2004).

According to Wisner (1994), those who are less capable to develop their intel-
lectual skills in childhood and youth will probably suffer prematurely the effects of
age. And who benefited from proper education preserved capacities for much longer
time. These results evidence the importance of formal education and as education
during work life, so that workers remain skilled and trained in line with their needs
and activities’ requirements.

The importance of striving for improvements aimed at the ability to work at all
stages of the worker’s active life was suggested by Tuomi, Ilmarinem, Jahkola,
Katajatinne, and Tulkki (2005), since the factors that reduce these skills start being
accumulated in the so-called midlife and are found in workers of around 45 years
old. Surely, the investment to maintain work capacity and functional capacity
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produces results in a few years, and improved functional capacity remains with
workers when they retire and enter the third phase of life. They may find meaning
to this productive, independent, and active life for up to 10 or 20 years after the
retirement age (Tuomi et al., 2005).

However, the implementation of programs to maintain working skills in compa-
nies also depends on the organizational willingness and integrated actions of work-
er’s health. The discussion should not be restricted to chronological aging but should
also approach issues related to functional aging that usually arises earlier. These
facts depend on prioritizing lifelong learning and human capital that is constructed
and allows active aging in organizations. As such, support measures oriented to low-
skilled workers should be implemented, considering that a large share of these
workers could be unskilled in a few years if these measures are not properly adopted
(Tuomi et al., 2005).

5.6 Conclusion

The expanded life expectancy generated gains to the population that now lives lon-
ger with more quality, thanks to the new technologies, better health care, and greater
access to information and education. However, living longer also poses challenges
such as continued payment of pensions, offer of services that meet aged popula-
tion’s demands, ageism, and intergenerational conflicts in organizations.

Added to this, the world economic crisis demands measures involving policies
and legislation, education and professional development, managerial practices that
could bring about changes to the relationships between workers, and more sustain-
able and friendly organizational environment. Literature points out the fight to age-
ism, opportunities to update, changes on labor laws to comprise flextime, stronger
job control by older worker, and ergonomic working environment as crucial changes.
All these measures could facilitate the continuity of senior workers in the labor
market, if they with so.

To attract and retain older professionals in the public and private sectors, the
government, organizations, and the society should work together to reduce ageism,
allow flextime and reduce workload, update skills, and perform ergonomic interven-
tions to adapt the working conditions for this audience. These measures have already
been pointed out by literature and approached in this chapter.

Investments in capacity building and training of workers over the course of their
labor lives are another option justified by the expected increased participation of old
people in the workforce. There is an increasing awareness that continuity of older
workers’ professional lives is crucial to the economic development of the country
and to the sustainability of different social programs aimed to such growth. There is
significant proven potential gain in this area.

Therefore, we believe that the research and practices of people management pre-
sented here could contribute to a work environment that is challenging and inspiring
to older workers. Institutions that are proactive in the adoption of these measures
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will be better positioned to remain competitive in the market and promote the well-
being and recognition of those who represent the organizations’ differential: the
persons. Not only individuals should be responsible, as frequently happens, but also
the organizations and state and federal governments should take care of a society
that is more and more diverse and made up by generations whose values and ways
of thinking, working, and living are different and, therefore, should be known and
understood.
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Chapter 6
Life and Career Planning: Current Challenges

Soénia Regina Pereira Fernandes, Maria das Gracas Torres da Paz,
Laila Leite Carneiro, and Telma Fernandes Mascarenhas

6.1 Introduction

In the last decades, careers have been reviewed in the light of their management in
organizations and in the light of individual career development. The interest on this
issue came about from changes in the labor world resulting from globalization,
productive restructuring, new microelectronic technologies, flexible labor links, and
the emergence of new labor modalities and changes on organizations.

This labor reality has boosted several changes in professional careers, expanding
its meaning and scope to comprise new organizational arrangements and labor links.
In this sense, there are transitions from the so-called traditional careers and the emer-
gence of new career-related concepts. The literature comprises countless notions of
career, from organizational, individual, traditional careers to the contemporary notions
of protean career and boundaryless career (Arthur & Rousseau, 1996; Baruch, 2003;
Garavan & Coolahan, 1996; Hall, 2004; Hall & Moss, 1998; Super, 1980).

To approach the topic, this chapter was organized to present the main concepts of
career, discussing careers focused on organizations, mainly those linked to scientific
administration, and the contemporary tendencies of individual-focused careers,
known by the models of the so-called protean career and boundaryless career
(Arthur & Rousseau, 1996; Garavan & Coolahan, 1996; Hall, 2004; Hall & Moss,
1998).
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Next, it presents the theoretical and conceptual contributions of psychology result-
ing from the study of careers, notably Schein’s (1990) approach of career anchors that
allows the identification of personal and professional changes throughout the indi-
viduals’ lives, Holland’s (1997) typology of vocational interests/personalities, and the
positive psychology movement that, according to Dick and collaborators (2015),
allows orienting the study and intervention in the scope of careers considering the
human capabilities. This section also stresses the contributions of Moreno’s (1975)
psychodrama approach that, despite having not been designed specifically in the field
of career studies, interacts with the area through the concept of role and professional
relationship network. Finally, it summarizes the methodological possibilities of apply-
ing these fundamentals to the life and career planning, using psychometric instru-
ments to subsidize the construction of indicators that will be part of the evidence of
effectiveness of the plan (Hartman & Betz, 2007; Nunes, Hultz, & Nunes, 2010;
Oliveira & Gomes, 2014; Ourique & Teixeira, 2012).

6.2 Evolution of Career Concepts: From Traditional
to Contemporary

The issues involving careers—concepts, development, and mobility—are not recent
and have been analyzed over history. However, changes and transformations of the
axes of labor and organizations have highlighted the discussion since the end of the
twentieth century. Therefore, in 1996, Garavan already pointed out the unclear
notion of mobility in career, expressed in two perspectives: (a) the individualist that
considers that career mobility mainly ensues from factors related to individual com-
petences, education, motivations, and working experience and (b) the organiza-
tional, according to which career mobility mainly depends on the internal labor
market structures and organizational policies.

In this direction, Garavan and Coolahan (1996) considers that organizational
structures and labor links will define and set the type and scope of the employee’s
career. The author adds that the individuals® chances of mobility are related to the
existence of a career management policy, rather than depending only on the employ-
ee’s competences and motivations. On the other hand, Garavan states that the indi-
vidual perspective in the career approach has focused on aspects related to career
mobility such as professional training, self-concept, career selection, need of
growth, family members’ influence, and age, gender, and race. It is worth mention-
ing that the organizational perspective of career considers the organizational vari-
ables as founding variables and conceives career mobility of ascending perspective,
structured as a ladder (Garavan & Coolahan, 1996). It can be observed that these
perspectives are not complementary and sometimes antagonize each other and that
the so-called individual perspective elects specially the role of the individual in the
decisions and the investment in the career, while the organizational perspective val-
ues the performance against its goals and objectives.
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This perspective comprises the concept of traditional careers outlined in the
organizations and linked to the scientific administration and to Taylorist-Fordist
work processes in a context in which values such as standardization, stability, and
predictability prevail (de Vasconcellos, 2015; Ribeiro, 2015; Sullivan, 1999). Also
called organizational careers, they are defined as the path run by the worker in a
predefined structure of positions and functions within a company (Ribeiro, 2015).
Therefore, the career presupposed the existence of an employment relationship with
an organization, except for the development of works highly appraised by the soci-
ety that gave rise to expressions such as “medical career” and “political career”
(Ribeiro, 2015). The contemporary careers, in turn, which are more focused on the
individual perspective, appear at the end of the twentieth century, resulting from the
breach of the Taylor-Ford organization principles; from the emergence of new
working modalities, merging processes, and corporative acquisitions; and from the
economy globalization. In order words, new career configurations emerge from a
nonlinear and discontinuous reality of labor world.

Baruch (2003) points out that changes in modern organizations have led to major
implications in the individual/organization relationship, notably in career planning
and management. It is worth mentioning that the ruptures in the labor world have
fostered the development of professional paths with little connection with a given
organization, since professional mobility through the hierarchic structure has not
been sustained in the long term. In this way, the career development tends to focus
more on the individual through the career self-management but keeping the links
with the labor market demands and tendencies.

According to Bastos (2000), when it comes to organization’s changes, there is a
strong paradox in the discussions about careers. On one hand, there is the indication
that the careers are dead and, on the other, that the careers are still alive. In this
sense, the author considers that the ongoing organizational changes are leading to
the extinction of traditional careers and stimulating the construction of new links
between individuals and their jobs and employing organizations that could lead to
the “death” of careers within the organization, that is, of the traditional careers.

According to Baruch (2003), the careers considered to be traditional have histori-
cally been designed on the assumption that careers were selected early in the profes-
sional life, implying stability in the same organization. Loyalty and commitment to
the organization were core aspects to ensure job stability, while the career was linear
with mobility and progress depending on the qualification and experience acquired.
The contemporary career perspective, in turn, assumes the possibility of changes in
the different stages of an individual’s life. It is quite dynamic, accepting the possi-
bility that individuals develop the career incorporating jobs of different nature and
scope, besides carrying out simultaneous activities in different organizations. In this
sense, the responsibility of developing the career is mainly assigned to the individ-
ual, especially through the updating of skills and performance toward strengthening
the so-called employability.

Regarding the career concepts today, academics have not reached consensus
about their scope. Concepts range from understanding that a professional career
results from a set of experiences gained through a sequence of jobs in the market
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labor to concepts linked to the idea of protean career, developed by Hall (1996), in
which behavioral and psychological dimensions are central. Hall and Moss (1998)
and Hall (2004) state that a career is built by attitudes and behavior associated with
the working experiences, moving according to the individual’s life cycle.

Although many designations and career models have emerged since in the end of
the twentieth century, two of those models hold very specific traits and an already
consolidated literature. They are called the “protean career” and the “boundaryless
career” (Arthur & Rousseau, 1996; Hall, 2004; Hall & Moss, 1998).

Hall (1996) developed the concept of protean career according to which the
career is oriented by the individual and no longer by the organization. This type of
career emerged as a way for individuals to cope with the decentralization of organi-
zations and the lack of job stability, among other aspects (Hall, 2004). It emphasizes
the personal values and the decision-making process to select the professional path,
with success criteria considered through the individual’s self-fulfillment. Here, the
required and demanded self-development and search for skills are crucial to build
the career, understood as a consequence of achievements throughout life in which
the individual is responsible for the career development. On the other hand, this new
configuration of career demands new structures, different organizational arrange-
ments, and even different working relations.

The concept of “boundaryless career” (Arthur & Rousseau, 1996) emerged in the
1990s focused on self-management and understanding that career development’s
priority axes are the development of professional skills and self-fulfillment, and
performance could be simultaneous in different contexts and projects. Thus, the
individual’s field of action is no longer delimited by a specific organization: indi-
viduals can work in different organizations simultaneously. In this perspective, indi-
viduals are responsible for keeping their skills updated, to be motivated, and to have
personal traits that allow flexibility, adaptation to changes, and mobility in different
working contexts, in addition to interpersonal skills to keep professional relation-
ship networks. According to Arthur and Rousseau (1996), boundaryless career
implies that throughout their professional path, individuals should manage their
careers, seeking opportunities to sustain their employability. In this model individu-
als do not appraise stability; they adopt a transactional perspective and may work on
performance-based contracts, i.e., the so-called activity-based contract.

In short, the term “boundaryless” describes professionals not committed to one
single working line or motivated by the stability of a given organization. Even with
their employability ensured, these professionals consistently pursue job opportunities
that bring about important changes, accumulate experiences, and enhance the devel-
opment and improvement of their present and future performances (Sullivan, 1999).

Despite some similarities between the protean career and the boundaryless career
regarding the need for self-knowledge and the role played by past experience, there
is a strong difference between the two models when it comes to the decision-making
process. While in the protean model the process is guided by personal values, in the
boundaryless career model, it has to do with the belief in the possibility of making
changes based on their real capacities and external demands.
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Traditional Boundaryless ‘

Employment Loyalty-based work Performance and
Relationships stability flexibility-based
employability
Boundaries One or two organizations Several organizations
Skills Specific to the organization  Transferrable
Success measured Payment, promotions, Psychological meaning of
through status the work
Responsible for the Organization Individual
career management
Training Formal programs On-the-job
Milestones Age-related Learning-related

Source: Adapted from Sullivan (1999).

Fig. 6.1 Comparison of traditional and boundaryless careers. Source: Adapted from Sullivan
(1999)

Both the “protean career” and the “boundaryless career” present difficulties.
Sullivan and Baruch (2009) point out, among others, the limitation to measuring the
protean careers, although they incorporate in their concept subjective dimensions
that comprise personal values; in practice these can only be measured by indicators
that evaluate the success in the career. The authors also list other limitations and
disadvantages of both career models, which can be summarized as follows: (a) the
individual is more committed to build his/her career than to the organization(s); (b)
the individual career development cannot be bound exclusively to his/her compe-
tences and decision-making capacity but also to other factors such as existing
demands and opportunities; and (c) these career models cannot be generalized,
since these are not applicable to every work nature and personal profiles (Sullivan
& Baruch, 2009).

Figure 6.1 shows a brief comparison between the traditional and the boundary-
less careers.

It is important to emphasize, especially in Brazilian reality, that the models con-
sidered as “traditional careers” have not been replaced by the “contemporary
careers.” In other words, the coexistence of both models causes some paradoxes that
depend, among others, on the market segment, labor nature, and personal profile.

The career concept developed by Super (1980) already suggested the career con-
struction implied in a combination and sequence of roles played by the individual
over life, such as social and familiar roles and personality traits. According to the
author, the career building follows the stages of life development, starting by the
initial career exploration, passing through the stabilization/permanence, and ending
up in the weakening/retirement. Super (1980) points to the existence of determi-
nants associated with the stages that follow up the career development, including
psychological (skills, values, needs), economic (economy, technology develop-
ment), and social (socioeconomic level, age, family, race, and sex).

As Bastos (2000) observed, work has been gradually associated with other
spheres of the individual’s life such as family and leisure, in a movement attuned
to the increasing valuation of the human being in its integral dimension.
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Considering the scope of careers that are increasingly focused on the individuals’
profile, their competences, and the relationship network, we should think of the
human potential and the capacity of resilience and construction of roles in view of
the need for matching the personal and professional dimensions.

6.3 Psychology Contributions to Life and Career Planning

The evolution in the concept and scope of career has gradually demanded more
from psychology in terms of production and application of knowledge about the
phenomena involved. If in the past the career used to be associated with a specific
group of workers highly committed to the job, professional status, quick ascending
mobility, and professional stability in a given office, it is now perceived in a broader
way, as a standard or sequence of working experiences developed over people’s
lives (Greenhaus & Kossek, 2014), which is also translated as the development or
psychosocial path of people at work (Ribeiro, 2015).

Therefore, any individual engaged in working activities can be considered to
have a career (Schein, 1990). This generates an impact not only on organizational
aspects such as performance but also on several personal aspects such as identity,
health. and well-being (Greenhaus & Kossek, 2014). Today, even after the period of
transition from adolescence to adult life where individuals tend to naturally decide
for a career, everyone will have to take a stand on the decisions about the labor
world, regardless if these are rushed by changes on job or by changes at other levels
such as health and closer personal relationships (Duarte et al., 2010; Lassance,
Melo-silva, Bardagi, & Paradiso, 2007).

These decisions are even more evident if we consider groups of work historically
left aside by studies on careers, such as women and disabled individuals. Sullivan’s
(1999) literature review on the change of career nature, for example, shows that the
traditional concepts of career were designed and tested based on the group of male
workers. When tested among women, the theories on career development found no
supporting evidence, or the existing evidence was only partial. These results unveil
the influence of the extra-career social roles on decisions related to the professional
world. This made the classic theories reinvent themselves, making room for new
theories to cope with these new forms of career.

Being aware that workers have increasingly been faced with more realities in
which work and other aspects are random, independent, temporary, external, and
partial, Duarte and collaborators (2010) advocate that the career development
demands a reformulation of concepts. Therefore, the career construction in the
twentieth century is closer to the concept of life construction. The consistent changes
and uncertainties related to the labor work frequently demand individuals to make
decisions about their work activities that bring consequences to other spheres of
their lives (Greenhaus & Kossek, 2014). As such, managing the interactions between
different life domains is a core concern in workers’ lives (Duarte et al., 2010).

At the same time, these interactions should be managed in a very fluent context
where parameters to evaluate what is proper or right depend much more on indi-
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viduals than on indicators that are homogeneously valued by the society as a whole.
Considering this, workers are consistently invited to think over the purpose of their
lives (and of work in their lives) and over the risks inherent to the lifestyle they
adopted (Duarte et al., 2010).

As summarized by Dik and collaborators (2015), all theories about career devel-
opment are tangent to the need to identify purpose and the meaning of work for
individuals, regardless if these are theories of person-environment fit (e.g.,
Holland), development (e.g., Super), socio-cognitive (e.g., Lent), or career con-
struction (e.g., Hartung and Taber). In this line, the authors (Dik et al., 2015) find
that phenomena especially studied in the positive psychology light were somehow
considered relevant factors to be considered in the context of career planning and
development since early in the twentieth century, since, in that context, the voca-
tional guidance started being outlined based on the identification of human
strengths to enable people to search for work opportunities that corresponded to
their potentials and values.

Likewise, by recognizing that work performance can be inherently positive and
that work is a life domain that allows individuals to show their strengths, produce
meaning, and pursue a life purpose, one could say that career guidance goes beyond
the work context, facilitating advances and improvements on the well-being of the
individuals and of the society at large (Dik et al., 2015).

However, the classical theories on career pay only indirect attention to those
positive aspects. Therefore, efforts are need to make psychology work directly on
the maximization of positive factors in the relation between individual and his/her
work and life project. Therefore, pursuant to the contemporary concept of careers,
psychology is now investing in building and applying knowledge to the planning
and development of careers with central axis on the individual and his/her peculiar
way of being in the world.

Just like psychology trying to develop methods of diagnosis and intervention on
the scope of traditional careers, based on the identification of factors of personality
and skills more closely associated with given fields of work, today this science is
urged to answer to issues of contemporary careers in a more holistic view. In other
words, psychology now contributes to the investigation and guidance of careers in
practice carrying out contextualized evaluations that regard the dynamic scenario in
which workers are inserted. In addition, it unveils the workers’ singularities, values,
desires, and aspirations, considering not only the work world but also all the other
aspects of life relevant to the worker.

According to Schein (1990), the concept of “career anchor” allows, to some
extent, to follow up this need for more contextualized evaluation, since the career
anchor is defined as the self-concept that the individual builds from the identifica-
tion of his competencies, needs and motivations, and of what values head his
work-related choices. Therefore the author understands that the career anchor is
developed after a time period devoted to the work world, which enabled the
worker to accumulate relevant feedback about his/her work experiences.
Considering the different types of career, it is worth mentioning that situations
involving more flexible work, which are increasingly the rule in the contemporary
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world, are better understood in the perspective of career anchors since they
demand more constant decisions by the worker.

Schein (1990) proposes a typology that comprises eight types of anchors, as
follows: search for stability and security, search for autonomy, development of tech-
nical and functional competences, development of general management compe-
tences, entrepreneurial creativity, service or devotion to a cause, pure challenge, and
lifestyle. In this way, this concept can help workers to increase their awareness
about what they praise more and, then, better plan and develop their careers.

Also important in the scope of the psychology contributions to life and career
planning is the typology of interests or vocational personalities proposed by Holland
(1996). This typology, known as RIASEC, conceives vocational interests as an
expression of personality, pooling individuals in six main profiles (realistic (R),
investigative (I), artistic (A), social (S), entrepreneur (E), and conventional (C)) as
detailed in Fig. 6.2. According to the author, the identification of the workers’ per-
sonality types and their fitting to congruent working environments allows people to
better develop in their jobs. This congruence is associated with factors such as good
performance, high level of satisfaction, and stability on the paths run during the
career (Holland, 1996).

Literature has progressed in regard to the career decisions among individuals
with different types of vocational personality. Magalhdes and Gomes (2007), for
example, state that in some studies the realist (R) was one of the most boggled when
making career decisions; the artistic (A) and investigative (I) types tended to per-
ceive more opportunities, changing jobs more frequently than the other types and
being more prone to indecision and change career in midlife; the entrepreneur (E)
and the social (S) were more skilled in decision-making and career planning, resort-
ing to social networks to explore possibilities; and the conventional (C) and the
entrepreneur (E) showed higher level of employability after they graduated.

Despite the proven benefits of seeking for congruence or “person-environment”
fit in the process of planning life and career, it is worth considering that in a scenario
that assumes the mutability originated by the environment but also by the individ-
ual, to some extent, finding strategies to complement this view and cope with the
unforeseen is crucial. In this light, Lent’s (2013) socio-cognitive theory proposes
that life and career counseling should also be added to the planning or development
of the competence known as “life/career readiness.” According to the author, the
concept refers to “healthy state of vigilance regarding threats to one’s career well-
being as well as alertness to resources and opportunities on which one can capital-
ize” (Lent, 2013, p. 7). Therefore, this concept resembles the notions of agency,
prevention, resilience, and fit (Lent, 2013).

So, when assisting in life and career planning, mentors/counselors should not
only be concerned with the achievement of goals and objectives (like selecting a
field of work or ascending to a given position in the company) but also with the
individuals® ability to think and effectively adapt to events not scheduled in the
original plan. As previously mentioned, interventions in the career scope may target
different audiences like children, adolescents, adults inserted or not in the produc-
tive world, preretirees, individuals with special needs, and at-risk youth with spe-
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e Preference for activities involving concrete and rational manipulation of
REALIST (R) objects, tools and machines; aversion for educational and therapeutic
activities.

e Preference for activities of theoretical, systematic and creative
INVESTIGATIVE (1) investigation of natural and human phenomena; aversion to persuasive,
social and repetitive activities.

¢ Preference for ambiguous, free and non-systematized activities to
ARTISTIC (A) create forms of art; aversion to methodic activities.

¢ Seeks contact with others to inform, train, develop, cure or educate;
SOCIAL (S) avoids highly intellectualized situations and those demanding the use of
physical strength.

¢ Seeks interpersonal contact to lead, persuade and have economic gains;
ENTREPRENEU R( E) avoids reflexive and theoretical activities.

e Prefers the controlled and systematic manipulation of data and avoids
CONVENTIONAL (C) free and exploratory situations. Tends to conform to rules and cultural
values in force.

Source: Summarized from Holland (1996)

Fig. 6.2 Description of types of personality/vocational interests conceived by Holland (1996).
Source: Summarized from Holland (1996)

cific professional groups, among others. The more instable and unpredictable the
scenario becomes, the more counselors need to contemplate the dynamic process
established among individuals, works, and other roles played in life (Lassance et al.,
2007; Lent, 2013).

Authors such as Lassance and collaborators (2007) highlight that psychology
(and other sub-areas that are dedicated to the process of professional guidance and
career planning) should focus on delimiting and fostering the competences of pro-
fessionals that effectively perform the activity of career guidance. In this sense, the
authors point out that the concern with this topic, mainly in the international con-
text, exists since the 1950s in recommendations addressed to the training and per-
formance of the counselor profession (Lassance et al., 2007).

However, some systematic efforts have been recently employed to better think
about the counselor’s training. For example, Lassance and collaborators (Lassance
et al., 2007) consider that professionals devoted to career counseling should have
specific theoretical training covering from specific knowledge—such as career theo-
ries, techniques, and labor laws, among others—to more general aspects, such as theo-
ries on human development and individual differences. At the same time, the
professional should have practical training that develops intervention skills, ranging
from the evaluation process to the problem contextualization, intervention planning,
and its effective implementation (Lassance et al., 2007). In more personal terms, the
professional should also pay attention to his/her development by, for example, search-
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ing for consistent theoretical updating, knowledge and application of the code of eth-
ics, and the identification of his/her limitations in the process of assisting clients.

Finally, considering the theoretical developments of psychology for life and
career planning, it is interesting to note how this knowledge is transferred into prac-
tice in the process of intervention by the professional who guides the career plan-
ning and development, as further shown in the next section.

6.4 Applications of Psychology to Life and Career Planning:
Some Possibilities and Evidence

The theoretical-conceptual contribution of psychology is countless, just like the
possibilities of methodological applications to the development of programs to sup-
port life and professional career planning. These contributions comprise from more
specific aspects, such as the construction of instruments for the identification and
evaluation of individual traits (like personality and competence) and relational traits
(such as roles) to broader aspects, such as the development of methodological strat-
egies to train and prepare the mentor/counselor to cope with challenges posed by
life and career planning.

One of the individual traits most frequently associated with contemporary career
models is self-management of the career, based on self-knowledge. In other words,
it is the knowledge about the self and about one’s personal traits, competences, and
identification of required adjustments to changes in the environment. Both in the
protean career concept (Hall, 2004) and in the concept of the boundaryless career
(Sullivan, 1999), the flexibility to adapt knowledge and skills to the work context is
considered a positive feature to maintain the employability. Moreover, the concepts
attach relevance to the continuous learning and the search for rewards intrinsic to
the work activities, which grant autonomy and freedom to take responsibility for
their own careers.

The protean style refers to a career style in which subjective success could be
achieved through self-managed behavior oriented by the individual’s values (Hall,
1996). In this perspective, satisfaction with past experiences could have positive
impacts on career planning, since they would reinforce self-efficacy and self-esteem
behaviors. In this way, career decisions would be made by the professionals them-
selves, who would do their self-management to get relevant work rewards, accord-
ing to their personal values. Still according to Hall (1996), professionals with
protean attitudes have better understanding about life and would be more prone to
the developmental progress. In the theoretical perspective of positive psychology, in
turn, that trend could lead to satisfaction and well-being in the present, as well as to
an optimistic view about the future, since professional decisions and attitudes would
be subject to reconfigurations boosted by the change processes. This way, the
previous positive experiences that generate satisfaction would play a role in this
reconfiguration process.
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Regarding the boundaryless career model, in addition to the aforementioned con-
siderations about the positive dimensions of past experiences, need for self-knowledge,
and market analysis, some other aspects should be put forward like flexibility, which
is a remarkable trait of boundaryless career individuals that allows adapting to differ-
ent scenarios. In short, in the protean model, decisions are motivated by personal
values, while in the boundaryless model, decisions are based on the belief in the
capacity and the intention to undertake change (Oliveira & Gomes, 2014).

The variable “reflexive style,” understood as the universal skill of internal delib-
eration about the external reality, served as baseline to a research performed by
Oliveira and Gomes (2014) to answer a core question: how do reflexive styles relate
with protean and boundaryless attitudes adopted by professionals when developing
their careers. In this light, the authors adopted the following definitions of reflexive
types: (a) communicative reflexives (individuals’ talks to self, which are further
shared through communication with persons reliable to the player), (b) autonomous
reflexives (inner talks restricted to the player, with no sharing, and considered to be
sufficient), (c) meta-reflexives (a type of conversation with a questioning format
about what is thought, with much criticism about oneself and society), and (d) the
fractured (characterized by internal conversations that do not influence the player’s
actions, like as if there were no internal conversations establishing the self/society
relationship).

To evaluate the reflexive types, the authors used psychometrically validated
scales: (a) scale of boundaryless career attitudes with the factors physical mobility
and psychological mobility, (b) scale of protean career attitude with factors of career
self-management and value-based career decisions, and (c) scale of reflexive styles,
with the four factors corresponding to the autonomous, communicative, meta-
reflexive, and fractured reflexive styles. Results showed positive relations between
psychological mobility (boundaryless) and self-management (protean career) with
the autonomous reflexive style, while self-management presented negative relations
with the fractured reflexive style.

Considering that the research was carried out in public and private organizations,
the authors (Oliveira & Gomes, 2014) reinforced that the means of self-management,
value-orientation, and psychological mobility were higher among professionals in
private corporations than those in public ones; however, there was no difference in
reflexive styles between these segments of professionals. When it comes to demo-
graphic aspects, men, more than women, tended to present an autonomous reflexive
style. Finally, the research emphasizes the importance of reflexive styles as a
resource used in the development of careers.

In this sense, some research has been carried out in the field of career develop-
ment related to personality traits (Hartman & Betz, 2007; Ourique & Teixeira, 2012)
to link personality traits from the five big factors and professional self-efficacy
model to the career planning behavior. The authors also emphasize two constructs
they consider important in career planning: career decision in relation to a
professional project comprising clear objectives, definition of goals, and strategies
to reach the objectives and exploratory behaviors such as self-reflection on skills
and interests, monitoring of the career path, actively pursuing vocationally relevant
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information, and networking. The career development scale was applied to univer-
sity students. The scale comprises five dimensions, career decision, vocational
exploration, professional self-efficacy, professional locus of control, and career
identity, in addition to the personality factorial battery (Nunes et al., 2010) to evalu-
ate the five big factors. The results showed that self-efficacy was a better predictor
of career planning than the five personality factors, despite the correlation among
factors. In the scope of factors, the fulfillment and openness to experience were
predictors of the vocational exploration variable.

Although insufficient, research shows that personality traits and subjective expe-
riences that are considered positive play a role in career development, in different
contexts, including in organizations (Dries, 2011; Oliveira & Gomes, 2014). The
development of these studies is important because they provide inputs to identify
traits that provide more well-being, happiness, satisfaction, contentment, and pride
of the profession, among others, which could be the baseline for adjustments pro-
moted by the organizational management, since the organization performance
depends on the individual performances that, in turn, are a function of the workers’
career development. These studies are also important to subsidize the practice of
professionals who mentor vocations and careers, contributing to the promotion of
adjustments in the professional career of people who are able to awaken to the posi-
tive experiences likely to result from the self-management of their careers.

Additionally to the aspects referred above, the evaluation and intervention on
careers in the contemporary world demand a better understanding of the importance
of the roles and relationship networks for the development of a life and career path.
In this perspective, the notion of roles in Moreno’s (1975) approach should be incor-
porated, considering that the model experiences over life and the identity matrix
shape how roles will be performed. According to the author, when a person per-
forms the professional role, she/he incorporates the elements of her/his identity
matrix and other social relationships, playing the role in a singular way that differ-
entiates her/him from the others.

In Moreno’s approach, performing a role is an interpersonal experience and, as
such, depends on the performance of complementary roles taken on by the other
part of the social interaction. In other words, professional roles exist in the sphere of
relationships, in which social players and their relationships will influence how the
individual performs a given role. Therefore the same professional role may be per-
formed differently depending on the context, considering the changes in the rela-
tionship network, i.e., in the complementary roles. The so-called boundaryless
career model, on one hand, is guided by self-management of actions, self-knowledge,
and market analyses and, on the other hand, imposes to the individual sharp changes
in the relationship networks. The professional is then required to have a flexible
profile that allows not only adapting to new realities and demands but also the
reconstruction of professional roles in each different context. Therefore, the role
evaluation proposed by Moreno (1975) is a strategy that highly contributes to the
counseling and planning of life and career.

The concept of social relationship network is crucial to the understanding of
career development and could be understood as an ever-changing system built and
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rebuilt in different contexts throughout life. It is in this web of relationships that the
feeling of identity, the learning processes, and the emotional support for professional
development arise. So, this dynamic enables the use of group resources and self-
reflection ensuing from interaction, comparison, and analysis, which may imply
change and personal and professional development (Moreno, 1975).

The professional career presents the possibility and the necessity of the perfor-
mance of a set of roles in the working context, regardless of the career model
adopted. These roles may not be compatible, among others, with the skills, interests,
and technical and behavioral competences of the person. This is the reason for
focusing the decision process and planning the career future to build the conditions
to establish new professional challenges in order to outline an action plan to over-
come incompatibilities.

In line with the aspects previously mentioned, Lent (2013) briefly states that the
career mentor/counselor’s role may find six main obstacles that arise both from the
client’s personal traits and from extrinsic aspects related to the surrounding environ-
ment. These obstacles require that the mentors/counselors conduct the life and
career planning process in order to assist the client in overcoming them, as sum-
marized in Fig. 6.3.

The strategies for life and career planning should be grounded on theoretical
constructions and methodological developments, including (a) concepts related to
the career and the outline of the models known as contemporary careers (Arthur &
Rousseau, 1996; Garavan & Coolahan, 1996; Hall, 2004; Hall & Moss, 1998;
Sullivan, 1999; Super, 1980); (b) career anchors (Schein, 1990) and the theoretical
concepts coming from positive psychology understood as the psychology of human
potentials, mainly considering the relevance of past and present experiences for
future actions focused on well-being, satisfaction, contentment, growth, hope, and
optimism (Seligman & Csikszentmihalyi, 2000); (c) the socio-psychodrama with
notions of roles and relationship networks (Moreno, 1975); and (d) the outcomes
and methodological strategies derived from research on personality traits as well as
the validation of psychometric scales and instruments in the national reality
(Hartman & Betz, 2007; Nunes et al., 2010; Oliveira & Gomes, 2014; Ourique &
Teixeira, 2012).

In this sense, incorporating the aforementioned contributions, life and career
planning involves both the professional dimension and the personal dimension
around the future project. This demands the evaluation of likelihoods and interests
and an analysis of the scenario composed of circumstances, opportunities, relation-
ship networks and the environment in which the professional career occurs or where
itis intended to be developed. Initially, the strategies involve analysis of options and
scenario, evaluation of likelihood, and processing of decisions in both personal and
professional dimensions. Figures 6.4 and 6.5 show an illustration summary of the
methodological strategies and procedures to support the career planning.

Evidence and the respective indicators should be built to provide the mentor and
the pupil with elements to evaluate the career planning effectiveness and the oppor-
tunity to realign the program to new objectives, goals, and actions. The notion of
competence based on Sandberg’s (2000) interpretative approach should be consid-
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Obstacles Actions by the mentor/counselor
Plans or profiles of interest Assist to expand the vocational interests
Low self-efficacy or limited skills Promote positive and realistic self-

efficacy believes that, for example, match the
client’s skills.

Negative or unreal expectations about Clarify the expectations about outcomes
outcomes (including unclear or conflicting
values)
Problems in the articulation or framing Evaluate how the career objectives fit
of the objectives of the decision into the dimensions of clarity, specificity and
the possibility of implementing the actions.
Existence of environmental barriers in Help clients manage barriers by
the process of the selected career identifying potential situations and probability
of occurrence.

Choice of strategies to deal with
identified barriers.
Lack of environmental support to the Provide support to clients to build
process of the selected career strategies of action, identifying who or what
can assist in reaching the proposed objectives.

Source: Adapted from Lent (2013)

Fig. 6.3 Obstacles X solutions in life and career planning. Source: Adapted from Lent (2013)

ered. This is an alternative to the traditional approaches and elects as a core aspect
the meaning of work for workers and their experiences, rather than considering
competences just like a set of attributes (knowledge and skills) required to perform
a given work. When the interpretative approach is incorporated, the subjects (pupils)
are agents in the construction and evaluation of the indicators that will be part of the
evidence of the development of their professional careers.

In this sense, the follow-up moments of the career planning programs should be
used to evaluate the evidence. The follow-up should fulfill two interconnected
objectives: (a) adjustment to the program in the sphere of objectives, goals, and
actions and (b) establishment of indicators that will make up the evidence to be fol-
lowed up and evaluated during the proposed period of time. Therefore, the follow-
up period should be part of the contract of the career planning program.

In relation to the career planning focused on the first option, indicators should be
established and evaluated in the first three or four semesters after the decision is
made. These indicators should incorporate evidence, for example, on satisfaction
with the course selected and the respective disciplines and fulfillment of the objec-
tives proposed in the technical, relational, and attitudinal dimensions. In this way,
this information also allows the evaluation of required adjustments in the previously
proposed program.

Regarding the career replanning, the follow-up moments are also necessary for
monitoring and evaluation. Here, however, the range of evidence should be wider.
Evidence should then be built based on indicators that allow the evaluation of six
axes: (a) fulfillment of the objectives proposed in the initial planning; (b) narrowing
of the gaps identified in behavioral/attitudinal aspects, technical and relational
skills, and specific knowledge; (c) development of decision-making competences;
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Fig. 6.5 Career replanning. Source: Own Elaboration

(d) career self-management skills; (e) element part of the career anchors (Schein,
1990) (technical/professional competence, challenge, person management, service
and dedication, safety, autonomy, entrepreneurship, lifestyle); and (f) personal well-
being and optimistic view of the future. Figure 6.5 illustrates the career replanning
stages.

Finally, despite the tendency toward focusing on the new career models, the tra-
ditional careers of linear scope still coexist in organizations. However, autonomy
starts gaining room in the development of careers that, in turn, start pushing the
organizations to take a different position regarding the relationships with their com-
ponents to understand that promoting the professional development and, thus, the
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personal development of its members is necessary. Although the linear standards of
career development are the keynotes in organizations, some of them have already
understood that some members will remain as long as balanced exchange
relationships exist—the organization enabling the members’ professional develop-
ment and members investing to deliver the best performance to achieve the organi-
zational objectives.

6.5 Final Remarks

The existing work world has led to great implications in the individual/organization
relationships, fostering a set of transformations in the professional careers. In the
past the tendency was careers with organizations-bound scope, with vertical mobil-
ity linked to the organizational structure. However, to meet the current characteris-
tics of the work, organizations, and new working relationships, these new demands
have given a rise to new career alternatives. In this sense, a strong tendency these
days is that of career models centered on individuals such as the “protean career”
and “boundaryless career” (Arthur & Rousseau, 1996; Hall, 2004; Hall & Moss,
1998). However, these are not the only career models. Especially in the Brazilian
reality, we find the coexistence of traditional and contemporary career models,
depending on the work nature, market segment, and worker’s profile.

These new career configurations pose to individuals the need for self-development
and the pursuit of the skills needed to build their careers. Therefore, the responsibil-
ity for the career development is transferred from the organization to the individual.
As such, the individual must keep his/her competences updated, be motivated, and
have personal traits that allow for flexibility and adaptation to change. On the other
hand, in addition to the responsibility of technical and behavioral competences, the
individuals are also responsible for their health and well-being.

Some theoretical/conceptual developments of psychology have contributed to a
better understanding of the phenomena involved in the career planning and develop-
ment, including the contributions of Super (1980), Moreno (1975), and Schein
(1990). As pointed out by Dik and collaborators (2015), the theories on career
development lead to the need to identify purposes and the meaning of work for
individuals. Moreover, the authors emphasize the important role played by positive
psychology in career planning and development since, besides incorporating the
human potentials, it also focuses on the possibilities of development.

Research has presented some contributions to the professional career counselors,
mainly regarding self-evaluations and development and validation of psychometric
instruments to evaluate the interests, skills, and personality (Hartman & Betz, 2007,
Nunes et al., 2010; Oliveira & Gomes, 2014; Ourique & Teixeira, 2012). However,
the counselors are warned about the importance of, in addition to using the research
findings and instruments to identify strengths and weaknesses that will contribute to
the decision-making process, being also attentive to the need to identify which suc-
cessful performances those seeking counseling have achieved. Becoming self-
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efficacious does not necessarily imply having proper competences to play some
professional roles. Research supports the evidence-based career self-management.
However, the existing gaps could foster new research agendas on the topic. One of
these gaps is the need to refine the definitions of protean and boundaryless careers
so that they can be better understood. Some research results found no link between
values and protean careers. Among others, Volmer and Spurk (2011) found no sig-
nificant positive correlation between values and satisfaction with the career nor
between values and success in comparison to other colleagues.

The future research agenda should give special attention to the construction of
research models with context variables as mediators between personality traits and
types of career, in addition to empirical studies that identify the main career models
adopted in the Brazilian reality.
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Chapter 7

Work-Life Balance in a Scenario of Brazilian
Change: Theoretical Aspects and Possibilities
of Interventions

Lucia Helena de Freitas Pinho Franca, Daizy Stepansky, and Silvia Amorim

7.1 Introduction

The existing working structure in the present world is the result of a series of modi-
fications of the model built during the Industrial Revolution. Capital appreciation
empowered the organizations which, along with the technology revolution, echoed
in the working relationships until the 1970s. Careers development, for example,
which was defined by the organization and awarded with salary adjustments and
promotions, became much less organized and flexible (Oliveira & Gomes, 2014).

In an environment increasingly unstable for the worker, with greater need for con-
sumption and social inequalities and instabilities, workers must reinvent strategies to
cope with the domination and overcome challenges that are imposed (Flach, Grisci,
Silva, & Manfredini, 2009). Taking care of themselves and of their relationships,
even in the short term, constantly migrating jobs and spaces, being talented, develop-
ing and discovering capabilities that fit the demands, investing in permanent qualifi-
cation, and combining all of this without being stuck in the past events are the main
challenges that are posed to the contemporary worker, according to Sennet (2006).

In this line of reasoning, the work-life balance provides opportunity for the indi-
viduals to work and have time for leisure at the same time, developing activities of
their interest, such as a personal and social project, and time for their social,
affective, and family relationships (Franca, 2008). This way, the urgent need for
balancing life and work—a crucial aspect to the development of human and social
development—demands broad discussion with all actors involved, from academy,
organization, and government to the workers.
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The balance between family life and work is directly related to the priorities of
the modern society that is marked by urbanization, consumption standards, and new
family and work arrangements. The psychological and sociological approaches pre-
viously described will be used to support the main aspects of reflection and recom-
mendations in the light of the government’s, academy’s, and organizations’ action.

7.2 Context

Considering that the psychosocial, cultural, and geopolitical structures influence
personal needs and change the existing family arrangements and work relations, we
should discuss the main characteristics, influences, and consequences of work-life
balance. In Brazil and in many peripheral countries, urbanization built big cities
with unsolvable infrastructure and mobility problems. This is the uncontrolled and
problematic setting of most of the urban population. The large metropolises have
expanded in an uncontrolled way, with no planning or organized interventions, plac-
ing most of the worker population on the geographic and socioeconomic margins
with scarce or nonexistent urban equipment. The low quality of life in the Brazilian
metropolises comprises long hours that workers spend in their way between home
and work and does not offer them urban services crucial to the reproduction of the
labor force such as daycare centers, schools, basic health services, sanitation, and
cultural assets, among others.

Postmodernity is also characterized by the hegemony of communication and
consumption, with more individual projects than in the recent past. Another relevant
aspect is the anxiety with body care, which is an endless source of profit as high-
lighted by Bauman (2007). Body care, appraisal of sexuality, and affection are part
of the individualization of current projects and values. Still according to Bauman
(2007, p. 121), “consumer markets feed on the anxiety of potential consumers that
these markets foster and do all it takes to intensify.” The aestheticization of every-
day life, body worship, and individualization of life projects make up the social
identities today for all social segments, in apparent conflict with the life conditions
of workers from peripheral social segments.

Personal and professional fulfillment and greater consumption replace the proj-
ects of starting a family, raising children, and keeping long-lasting marriage rela-
tionships. This trend is observed in every demographic census, with increasing
number of couples with no kids and single-person households. In Brazil, the infor-
mation provided by the PNAD surveys (IBGE, 2004, 2014), between 2004 and
2014, reports an increase from 13.5% to 18.8% in the number of couples who
decided not to have children, while couples with children fall from 54.8% to 44.8%.
In that period, single-person households also changed in meaningful ways: men
from 6.8% to 9.1% and women from 7.8% to 10.4%. The fecundity rate continues
to fall, in line with the tendency for the last 50 years: in 1960, 6 children per woman,
and in 2010, 1.9 children, with projection of 1.7 children in 2020 (IBGE, 2010).
This reduction is greater in the southeast and lower in the north and northeast states.
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Despite the new arrangements, a recent study by the IPEA (Camarano &
Fernandes, 2016), based on the 2014 PNAD data, points out more specifically the
female social identity change. Today the complex female identities are changing but
are still marked by differences of social classes and education.

The main evidence of that movement is the greater participation of women in the
work market that, in turn, caused a reduction in the number of men as the providers
of the family (Munn & Chaudhuri, 2015). Despite that, patriarchal and sexist cul-
ture still exists and maintains gender inequality in private and family spaces: profes-
sional women tend to be responsible for taking care of the remainder family
members and manage the domestic chores.

It is worth mentioning that in the professional scope, the female remuneration is
almost always lower than the male remuneration for the same functions (IBGE,
2014). In other words, gender inequalities survive structural changes in Brazilian
society, and most professional activities still hold old values.

The sharp increase in the elderly population also raises the shortage of support-
ing services and worsens the situation of the traditional family caregivers: caring for
parents, children, sick people, and, frequently, grandchildren. The elderly popula-
tion growth in the last decades changes the main focus of the analyses on the links
between demographic composition and the work and employment structure: from
population growth to growth and changes on the age pyramid.

As Camarano (2014) pointed out, while some studies consider that population
growth is a beneficial factor to the economic development, other studies emphasize
the benefits of reduced population growth to the environment. Population aging has
been the object of technical, academic, and political discussions on the age for
retirement. The loss of the working capacity among the elderly population depends
on indicators that consider professional qualification, possibility of re-qualification,
adoption of new technologies, type of activity, individual health conditions, and the
need for earning additional income.

7.3 Theoretical and Empirical Aspects of the Work-Life
Balance

At the end of the last century, we witnessed a change in decision-making on the
career path, and new types of career have emerged. Today, there are careers where
the individual manages his/her own professional life, waiving the stability that was
so longed in the past and bringing about countless transitions during the profes-
sional life (Hall, 1996; Oliveira & Gomes, 2014; Sullivan & Arthur, 2006).
Instability in the professional life, the consistent recreation of skills and qualifi-
cations required to join new social networks, and the reinvention of social identities
are some of the great challenges of postmodernity. The new relationship networks—
the Internet communities—are volatile and promptly connect with countless and
distant “friends.” The new technologies build and rebuild new social relations, new
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work relations, and new power relations very quickly, hastening social and struc-
tural changes.

These social changes affect the attitudes and behaviors of employees, generating
a new configuration in the organizations, which are generally positive from the
point of view of productivity. However, there is imbalance between time devoted to
work and time devoted to other life activities because of the work overload (Bloom,
Kretschmer, & Van Reenen, 2009). This is a pressing issue, since the adult’s rela-
tionship with work organizes their time for social and individual lives, while unpre-
dictability leads to less defined relationships (Frone, 2003).

There are different viewpoints, as some authors argue, that time should be equally
divided between work and private life (Keeton, Fenner, Johnson, & Hayward,
2007), while others state that this balance is not always a must (Eikhof, Warhurst, &
Haunschild, 2007). The point of view that advocates for equal time devoted to work
and private life argues that the imbalance can be identified through the feeling of
division between work’s and personal life’s demands, absence in social obligations
because of the work, concerns about work problems when the worker is physically
at home, interruption of domestic chores due to telephone calls from work, and
experiences of family complaints about the time spent in the workplace (Keeton
et al., 2007).

Eikhof et al. (2007) emphasize that the thesis of negative impact of work on the
other aspects of life is simplistic. The authors argue that satisfaction with work is
better evaluated through the contact with work colleagues than by the work hours
and the economic aspect, i.e., few people want to work more flexibly and choose to
work longer hours to earn better wages.

Still according to Eikhof et al. (2007), the new technologies globalize the pro-
ductive process and can increase production cost but, in turn, dialectically reconnect
work and the working process and its products, problematizing the exiting concept
of detachment. Preindustrial experiences of homemaking can somehow be resumed
with the fragmentation of some of the current productive forms, typically in the
services sector.

The results of research in the field of work and organizational psychology unveil
the interdependence between roles played at work and in the family. They empha-
size the importance of analyzing these domains as determinants of career success
and global satisfaction with life (Parasuraman, Purohit, Godshalk, & Beutell, 1996).
This vision developed from the idea that workers take emotions, attitudes, skills,
and behaviors from work to the family and vice versa (Lambert, 1990), and this
could be either positive or negative.

Regarding the social relationships, the lack of time for dialogues and the Internet
development have created an easy and practical substitute: the digital social net-
works. In an interview with the newspaper El Pais, Zygmunt Bauman (2016,
January 9) argued that people are easily included or excluded from these social
networks and social skills are not so necessary. For the sociologist, the skills are
used to find people with whom one must interact, where the person will have to talk
with other persons that think differently from him/her. However, in the digital social
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networks, people use dialogue to be in their comfort zones, avoiding disputes and
listening to the echo of their own voices.

Real, traditional communities control and oppress, but offer security. The free-
dom provided by network communities is part of the construction of individual
freedom as well as insecurity, making even more challenging the search for balance
between the solidarity of communitarianism and the individual freedom. In other
words, workers can manage their time, but lose the protection of a project of perma-
nence and of a stable social network, usually migrating to different occupations
throughout their work life.

Still, research on the interrelationship between work and family focused on the
negative aspects, i.e., the existing conflicts between these two domains, disregard-
ing the idea of mutual benefit (Greenhaus & Parasuraman, 1999). The positive psy-
chology is a study approach that began in the late 1990s, which chose to emphasize
the positive processes at subjective, individual, and group levels, rebutting the previ-
ous tendency to mainly study the negative phenomena (Seligman & Csikszentmihalyi,
2000). The subjective level appraises the positive experiences; the individual level
approaches the positive individual traits; and the group level appraises the civic
virtues and positive institutions. Opposite to what used to be the focus of psycho-
logical studies, here what matters is to understand the potentials and healthy aspects
of human behavior (Sheldon & King, 2001). At different levels, the positive psy-
chology approach aims to promote well-being and prevent psychological disorders
(Cardoso & Castafion, 2015).

The positive psychology elected setting priority to positive processes favorable
to the work environment (Cameron, Dutton, & Quinn, 2003), leaving behind issues
such as burnout and stress in the working place, among others. The positive view
considers that the balance between work and family not only brings benefits but
also works as an individual resource of social and economic nature (Walsh, 1999).
In this context, phenomena such as work-family facilitation, positive work-family
spillover, and work-family enhancement arouse the interest of researchers. These
concepts refer to the ways in which experiences from one domain positively inter-
fere with each other, i.e., when resources achieved in one domain promote better
performance in the other domain (Frone, 2003; Gabardo-Martins, Ferreira, &
Valentini, 2016).

Regarding the well-being in the workplace perceived by the individual, Ryff
(1989) created a model of psychological well-being according to which the indi-
vidual’s self-fulfillment passes through the acceptance of their limitations, trust in
relationships, personal authority, control of their environment, and addressing their
challenges by making use of their capacities. These dimensions are closely related
to the challenges posed by the work environment on a daily basis.

More recently, the studies on work-life balance started recognizing that the com-
bination of work and family functions can entail positive effects for the individual
(Greenhaus & Powell, 2006). To extract the positive potential of this relationship,
however, it is fundamental to carry out practices in line with the needs raised.

Among the determinants of conflict between the time of commitment to work
and with the family, a highlight is the need for autonomy, time flexibility, overload,
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engagement with the work, demands, and family support. Even the workers’ time
going to and from work can be a relevant aspect that deserves consideration. The
study on predictors of decision by older markets regarding the retirement or perma-
nence in the labor work discloses the importance of these variables. Work-life bal-
ance is one of the main predictors to retain those willing to remain in the organization
(Franca, Menezes, Bendassolli, & Macedo, 2013; Menezes & Franga, 2012).
Kossek, Pichler, Bodner, and Hammer (2011) found similar results. They point out
that workers who feel they have control over the work routine, mainly time flexibil-
ity, are less susceptible to separate from the organizations and have fewer conflicts
in relation to work-life.

The organizations that promote a family and friendly environment, where life
and work are balanced, build a positive organizational climate, particularly for
workers with many household responsibilities and their children (Grover & Crooker,
1995). In addition, people want to work in different ways, and organizations should
adjust to the work demands to achieve the values of heterogeneous workers and
their needs (Kossek & Lautsch, 2012).

Women in the work market seem to need more interventions related to work-life
balance, because of their double or triple work shifts. They are also the majority in
the contingent of deliverers of remunerated services as caregivers to diseased per-
sons, elderly, children, and for domestic chores in general (Soares, 2016). However,
the distribution of domestic chores and family care does not always bother the male
private world.

A study by Franca (2004), comprising Brazilian and New Zealanders executive
officers, illustrates Brazilian men’s general lack of the culture of equally sharing
domestic chores. When the 517 participants were asked about the sharing of time
and were invited to prioritize the activities they performed in a list of 45 items, the
New Zealanders (82%) were more prone to perform domestic chores than the
Brazilians (27%). In terms of priority of activities performed, the Brazilian men
ranked domestic chores as 36th. The New Zealanders, in turn, ranked those activi-
ties as the 13th priority. Another tendency is the change of domestic participation
among younger individuals, although the obligation remains more associated to
women. The results by gender and age, with no difference of nationality, women,
and younger participants, were more prone to perform domestic chores than men
and older participants.

On top of all of this, the work-life balance is crucial for the workers’ physical and
mental health. Kivimiki et al. (2015) performed a meta-analysis with 25 studies
involving about 600,000 participants. Results point out that people that work long
hours per week (55 h or longer) have higher risk (one third more) of coronary dis-
eases, such as cerebrovascular accident, than the ones that work regular hours
(3540 h).

In terms of governmental policies, which countries would most value the work
and life balance? The relevance of the work and personal life balance is indisputable
in many developed countries (Australia, the United States, Great Britain, and New
Zealand) that have not only adopted these programs but also mainstreamed their
initiatives that are disseminated on governmental websites, among other channels.
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The seriousness of these governments when dealing with work-life balance is one
of the key points of the discussion.

The Organization for Economic Co-operation and Development (OECD, 2016;
2016a) commissioned a survey on life quality among its country members. The
results showed that, summing up 11 indicators, Australia was the country with high-
est degree of life satisfaction. Scores were up to ten (10) and the following were the
indicators assessed: housing, income, work, society, education, environment, civil
engagement, health, satisfaction with life, security, and balance between personal
and work life. Interestingly, among the best-evaluated countries, those scoring
higher (above 9) in the personal and work-life balance aspect were New Zealand
(9.4) and the Netherlands (9.4), Belgium (9.1), and Spain (9.0). Despite the high
indicators, in this aspect, Australia scored only 6.5.

Regarding Brazil, despite the advances in the last decade, the country still has
low indexes in education, income, and health, for example. Brazil performed well in
only a few measures, even though the Brazilians® degree of satisfaction with life is
6.5. One of the best-evaluated indicators in Brazil regards community sense and
civic participation, where 99% of the respondents said to have someone to count on
in hardship; this is above the 88% average of the OECD countries. Life expectancy
is 5 years lower than the OECD average (80 years) (OECD, 2016a).

Evidence suggests that long working hours can damage personal health, compro-
mise safety, and increase stress. The percentage of workers working 50 h or longer
a week is not that high in the OECD countries. According to the organization
(2016b), around 10% of the workers work very long hours (50 h or more), below the
OECD average of 13%. However, we should consider that these hours are even
longer when we analyze the demographic density and transportation system in the
big Brazilian urban centers such as Rio and Sdo Paulo, where many workers spend
more than 2 h only in their way to and from work.

Based on literature and empiricism, to foster the discussion about the relevance
of life and work balance in the public policies of peripheral countries, which ele-
ments should be analyzed as pointed out in the websites of the governments of
central countries? In 2015, Sweden, for example, promoted a movement for the 6-h
work shift to increase productivity and make people happier. According to the
Science Alert (2015), workers in Sweden have made this change to gain the maxi-
mum productivity in a short period of work time. The director of a Swedish organi-
zation argued that keeping workers working on a specific task for 8 h is a huge
challenge. Therefore, they included breaks and mixed tasks, making the day more
productive. Other Swedish manager interviewed said that last week they changed
the work hours to 6 h a day and did not regret that. According to this manager, work-
ers wanted to spend more time with their families, learn new things, and engage in
more exercise. Moreover, the Science Alert states that an international organization
with several centers in Gothenburg reduced the working time more than one decade
ago, revealing that its human resources were happier, there is more efficiency in the
use of machinery, costs were reduced, and company profits increased by 25%.

The manager’s support in conflicts over the work-life balance is crucial for work-
ers. Liu, Li, Liu, and Chen (2016), in a study with 558 Chinese workers in small-
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and medium-sized corporations, have explored the influence of work-family
conflicts on engagement at work and organizational commitment. The results
showed that the perceived supervisor’s support has moderated the effect of work-
family conflicts on job satisfaction. When the supervisor’s support was low, the
work-family conflicts negatively predicted satisfaction at the workplace. However,
when the supervisor’s support was high, the work-family conflict had no effect on
the satisfaction at workplace. Satisfaction at the workplace mediated the interaction
of conflicts between work and family and the perceived supervisor’s support to
engagement in work and in the organization.

O’Brien, Martinez, Ruggs, Rinehart, and Hebl (2015) emphasize that interven-
tions and policies make a difference in the links between gender equity and short-
age of studies about family and work. Using the experiences and quantitative data,
they evaluated the successful initiatives that improved work-life balance and the
organizational climate within an academic space. The authors selected the situa-
tions in which the organizations could implement policies of positive impact on
workers’ lives.

The Rice University developed one of the interventions mentioned by O’Brien
et al. In it, they promoted several initiatives to benefit the teaching staff with a
policy on flexible work at the university such as deciding the class time or select-
ing the subject matters they wanted to deliver in the next semesters. Rice University
started the work late in the 1990s with a qualitative survey with the faculty mem-
bers, which pointed out important directions. They were asked the following
question: Do you have any idea/recommendation about how Rice could become a
better institution?

The commitment to family-friendly environment should include resources such
as the primary care license for fathers and mothers at the daycare site, flexible work
routine, and communication by the organization about the existence of such policies
(O’Brien et al. 2015). The authors refer to the relevance of these actions at three
levels: individual, organizational, and community.

O’Brien et al. state that for actions developed at individual level, the organi-
zations can provide family-friendly policies to their employees so that men and
women can better balance between work and nonwork. The organizational
level demands systematic efforts to identify barriers and ways to remove or
restructure them. At the community level, the organizations have the opportu-
nity and responsibility of impacting the neighborhood, sharing their culture
and benefits with the others. O’Brien et al. (2015) also pointed out that Rice
University has promoted the replication of its practice in other organizations.
In the partnership it works to obtain institutional support to enhance the aca-
demic community. Further information on the Rice Project is available in King
and Renehart (2010).
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7.4 Recommendations from the Governmental, Academic,
and Organizational Point of View

The term work-life balance is usually associated to the options of flexible work and
work support for personal and family care (Estes & Michael, 2005). These practices
include domestic chores, job divided by two employees, programs of relationship
with the family, financial assistance, assistance with children care, and sheltering of
the elderly (Beauregard & Henry, 2009).

The increasing participation of women in the workforce, for example, demands
that public or corporate organizations implement programs to promote and foster
the work-life balance, since when we add the domestic chores and family care,
women work for longer hours than male workers. The offer of cultural activities,
leisure, and physical activities, compatible with working hours, would ensure a bet-
ter quality of life, more balance in the professional performance, and better health
conditions. However, the poor life conditions of female workers in Brazilian society
that is, at the same time, archaic and modern unveil a long path to run before reach-
ing that balance.

Considering the analysis of the demand generated by all the issues above, the
organizations are urged to adopt flexible working hours. Positive psychology rec-
ommends special attention to how employers link the personal strengths of each
employee to the needs of the company and how employees align their tasks to what
they believe to be more than their careers—their vocation (Seligman, 2002).
Emphasis should also be given to the manager’s support in personal and family
work-life conflicts.

Despite the needs of older workers and their permanence in the work market, the
reduction and relaxation of working hours favor the work-life balance and bring
benefits of more time to personal life and of reduced impacts of retirement, mainly
when work is their main identity. That is because the permanence or separation from
the work market, how it happens, and the possibilities of individual interference on
the process are key elements to the worker’s quality of life and to the generation or
maintenance of the work-life balance because many times the permanence at work
is an assurance of permanence in the social network and of strengthening the
appraised social identity and the introduction to new technologies. Studies point out
that the best transition to retirement should be gradual, making room for the indi-
vidual—who used to have a busy routine at work—to add new activities into his/her
life so that retirement is not such a drastic rupture (Stepansky & Franca, 2008).

As suggested by Francga (2012), at government level, the labor and education
ministries and secretariats should promote the inclusion of new work methods, poli-
cies, practices, and instruments to enable the relaxation of working hours and the
establishment of a bank of hours. Also crucial is to promote broad discussion with
different governmental, organizational, and academic spheres, workers’ representa-
tives, professional associations, executive officers, and trade unions to consolidate
proposals into new laws to foster better working conditions including work-life bal-
ance. In other words, to effectively propose actions on work-life balance, we must
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approach Brazilian labor laws that should be updated in the face of the new scenario
of demographic, economic, social, and political changes.

In the academic scope, although work-life balance is a new topic, there is a large
front of quantitative and qualitative research about the perceptions of managers and
employees regarding the work-personal life balance. The organizations should
adopt an agenda of studies and research that brings about their realities, their inten-
tion of supporting or not a work-personal life program, and the workers’ desires.

One way to discuss and expand studies on work-life balance is to organize round-
tables and symposia incorporated to congresses and other events of the positive
psychology, social psychology, organizational and work psychology, sociology,
work sociology, and, above all, about human resources management. The dissemi-
nation of studies and research, interventions, and best practices can foster important
changes in organizations, bringing opportunities mainly for women wanting to be
reinserted in the labor market, for youth that needs to work part-time to afford their
studies, or for older workers not to be withheld (Franga, 2012).

In organizations, best practices and their results should be monitored and estab-
lished, even if gradually, including flexible working hours. This will surely boost
the development of a culture of social responsibility, based on the well-being of the
community and the company’s collaborators. Just like what has been done at the
Rice University (O’Brien et al., 2015), a strategic question to be asked to workers is
what the organization could do to be improved. By offering the work-life balance
program, the company becomes more competitive in terms of recruitment because
it attracts the best professionals in the market, improves its performance, and can
reduce the absenteeism rates, not to mention the impact of these on the organiza-
tion’s external image (Beauregard & Henry, 2009; Guerreiro, Lourengo, & Pereira,
2006). The product it sells can be associated with the way the company cares for its
employees, fulfilling its social role of investing in the well-being of its human capi-
tal (Franga, 2008).

Another suggestion to confirm the benefits of adopting a work-life balance pro-
gram in organizations would be to measure the level of satisfaction with work and life
within a period of 1 year before and after the program adoption. Moreover, it should
be systematically followed up so that workers can identify what is priority in the pro-
gram and how they describe the benefits to their well-being. This could contribute to
an accumulative evaluation of the program, optimizing its contents, methods, and the
realignment of eventual biases between the objectives and the results presented.

The work-life balance provides support to family life by offering time to study;
follow medical appointments of children and elder parents; attend school meetings;
participate more intensively in family life and children’s academic life; volunteer in
community services; and engage in physical activities and/or sports, among others.
Although studies and research evidence is relevant, many remain reluctant to accept
that we increase our and our collaborator’s working time in detriment of the benefits
of greater free time to enjoy the personal and family lives that cannot wait. Personnel
management should consider the human resources’ personal and social lives at the
time of proposing an agenda to balance work and life, because workers’ satisfaction
with the organization is a core element to the success of smart organizations.
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Chapter 8
The Psychology of Entrepreneurship

Heila Magali da Silva Veiga, Gisela Demo, and Elaine Rabelo Neiva

8.1 Introduction and Definition

Entrepreneurship is relevant to the economic development of a country, to generate
jobs and for innovation (Filion, 2003; Frese & Gielnik, 2014; Van Praag & Versloot,
2007). In Brazil, the economic crisis has not affected the entrepreneurial figures,
since the total number of entrepreneurs in 2014 was 2% higher than in the previous
year (GEM, 2014). Moreover, research shows that 71% of the entrepreneurs have
started their businesses driven by opportunity and 28% by need (GEM, 2013).
Opportunity-driven entrepreneurship is more beneficial for the economy because
ventures are started based on the identification of a market gap rather than by the
need and lack of options. These studies treat entrepreneurship as “any attempt to
create a new enterprise such as, for example, an autonomous activity, a new com-
pany or the expansion of an existing enterprise” (GEM, 2014, p. 7).

Cantillon (1755, 2010 edition) and Jean-Baptiste Say (1816) are pioneers in the
study of entrepreneurship. According to Cantillon (2002, 2010), entrepreneurs are
individuals that manage their own capital or labor force. In this sense, entrepreneurs
and farmers, as well as artisans and salespeople, can be considered entrepreneurs. The
farmer who leases a farm will manage the land and the work and will commit to the
landowner to pay a given amount, with no guarantee of earnings. There is no guaran-
tee about climate conditions, prices paid for the crop, and market variations; finally,
there is a high degree of uncertainty, and this is a sore point in Cantillon’s (2002)
concept about what it means to be an entrepreneur. Therefore, an entrepreneur is
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someone highly committed to risk, willing to buy production items at a given amount
with the expectation of selling them at higher prices in the future (Cantillon, 2010).

Despite its long-living research tradition, entrepreneurship still requires a con-
sensual definition and a consistent theoretical framework (Audretsch, 2012; Baum,
Frese, Baron, & Katz, 2007; Shane & Venkataraman, 2000; Wiklund, Davidsson,
Audretsch, & Karlsson, 2011). Gartner (1989) says that entrepreneurship comprises
the process of starting a business. According to him, the research papers should
focus on the behaviors of entrepreneurs and not on who the entrepreneur is. This
classic conceptualization that defines the entrepreneur as someone who starts his/
her own venture is criticized because it disregards the capacity of identifying oppor-
tunities (Shane & Venkataraman, 2000). Because of that, Shane and Venkataraman
(2000, p. 218) define entrepreneurship as “the field of study that investigates how,
by whom and with what new opportunities of goods and services are identified,
assessed and explored.” In the same sense, the construct is defined as the process
involving the discovery, assessment, and exploitation of opportunities to introduce
new products, services, processes, or markets (Venkataraman, 1997). In this con-
cept, entrepreneurship is a process of at least three stages: (a) identification of
opportunities; (b) development and execution—this is the moment when entrepre-
neurs search for the required resources to start the venture; and (c) management of
the venture that survives and grows (Frese & Gielnik, 2014). The individual vari-
ables (experience, skills, motivations, cognitive aspects), group variables (related to
the interpersonal relationships and networking), and context variables (environmen-
tal, economic, political aspects) have different influences on each stage of the entre-
preneurial process (Baron, 2007).

Recognizing opportunities is a subjective process; however, opportunities per se
are an objective datum that is not known by all. Opportunities may refer to new prod-
ucts, services, processes, and use of resources, among many other possibilities
(Shane & Venkataraman, 2000). There are two explanations to the variation of the
degree of identification of opportunities among individuals: (a) possession of rele-
vant information for the identification and (b) cognitive skills to evaluate opportuni-
ties. In addition, individuals vary in their capacity of matching concepts and available
information and “successful entrepreneurs tend to see opportunities in situations
where other individuals tend to perceive risk” (Shane & Venkataraman, 2000, p. 222).

According to Reynolds (2005), entrepreneurship may be conceptualized as the
search for opportunities and further creation of a new economic activity, usually
through a new organization. This view on entrepreneurship has two core aspects,
namely, the capability of recognizing and/or creating opportunities and their explo-
ration and trading (Audretsch, 2012). In this light, entrepreneurial behaviors can
come up in startups, small or big ventures, existing or new organizations, as well as
in nongovernmental organizations (NGOs) or even in public organizations. The
heart of entrepreneurship is the search for opportunities (Audretsch, 2012).

The analysis of the aforementioned definitions shows that to some theorists,
entrepreneurship is limited to starting a new business (Gartner, 1989), while other
authors expand this concept and refer to the process of searching opportunities
(Shane & Venkataraman, 2000; Venkataraman, 1997) and that entrepreneurs can be
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found in other places than newly created organizations (Audretsch, 2012). In this
broader view, entrepreneurs can be found in all professions. “Entrepreneurship is
the process of create something different with value by devoting the necessary time
and effort, assuming the accompanying financial, psychic and social risks, and
receiving the resulting rewards of monetary and personal satisfaction” (Hisrich,
1990, p. 222). Therefore, Hisrich (1990) proposes two different concepts: the entre-
preneur and the intrapreneur. The intrapreneur is an entrepreneur working in a con-
solidated venture. After conceptualizing entrepreneurship, we should approach the
main theoretical perspectives related to the phenomenon.

8.2 Theoretical Approaches

The main theoretical approaches in the study about entrepreneurship come from the
fields of economics, psychology, and sociology (Frese & Gielnik, 2014; Vale, 2014).
Figure 8.1 shows a summary of the main theoretical perspectives, their main expo-
nents, and linkages. Despite the effective contribution of psychology to enhance and
popularize entrepreneurship, the study of this variable comes from economics
(Baum et al., 2007; Frese & Gielnik, 2014). The economic approach assumes that
entrepreneurs are in the heart of economy, since they are responsible for managing
scarce resources. According to Vale (2014), some of the main economists of the
modern age are Knight (1921), Kirzner (1986), and Baumol (2010).

Knight (1921) believes that risk is taken as a measurable probability, while
uncertainty refers to something that is not measurable.

Differently from risk, uncertainty is associated to some kind of likelihood that is impossible
to be classified because it concerns the results of one single event. Nonetheless, it demands
judgment in the sense of estimating its value. When acting in the context of uncertainty, the
entrepreneur introduces improvements to the businesses’ technology and organization, pav-
ing the way for the economic progress.

(Vale, 2014, p. 878)

For Kirzner (1986), alertness is a core trait of entrepreneurs since it allows iden-
tifying opportunities neglected by the market. According to him, the identification
of new market opportunities will result in balance. Baumol (2010), in turn, believes
that entrepreneurs play a core role in the economic development, since they expand
the possibilities of production through their innovation capacity. Regarding innova-
tion/economics, the contribution by Schumpeter (1997, p. 76) is outstanding with
the idea of creative destruction, i.e., the replacement of something old for something
new. Such replacement may refer to (a) introduction of new goods, (b) introduction
of new production methods, (c) opening of new markets, (d) obtaining new sources
of raw materials and other inputs, and (e) creation of new organizations in any
industry.

Schumpeter (1997) emphasizes the core role of innovation in the entrepreneurial
activity, as well as its impact on economic growth. He differentiates inventions (new
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Fig.8.1 Main theoretical perspectives about the entrepreneur and its connections. Source: Vale (2014, p. 885)

ideas and concepts) from innovations (a new matching of productive resources).
According to the author, innovation enables economic development.

Considering the economic link between entrepreneurship and development pro-
posed by Schumpeter, entrepreneurs quintessentially own the change mechanisms
and have the capacity of exploring new opportunities, by combining different
resources or through different combinations of the same resource. Innovations can
counterbalance or compensate the tendency toward decreasing return rates in the
industry or in the economy at large. The capacity of identifying and pursuing new
ways to associate resources and new market opportunities is quintessentially the
entrepreneurial activity. This activity permanently generates social unbalances,
enabling transformation and growth. According to the author, enterprises mean the
implementation of new combinations, while entrepreneurs are those in charge of
making them viable. The entrepreneur is someone “capable of doing new things or
doing things that are already being done in a new way” (Schumpeter, 1939, p. 56).
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McClelland (1972) is outstanding among the supporters of the psychological strand
that overturns the logics of placing emphasis on the economic dimension. McClelland
(1972) advocates that inner aspects and human motivations are the road map to seek
opportunities. Based on several empirical studies, he sustains that entrepreneurs have
high needs for accomplishment. The need for accomplishment refers to the desire of
doing something difficult, overcoming obstacles, and reaching high standards. In
McClelland’s (1972) view, starting a business is not a condition for being an entrepre-
neur because they can work for already established organizations.

To Weber (quoted by Baum and collaborators, 2007, p. 6), entrepreneurship means
“taking over and organizing some part of an economy in which people’s needs are
satisfied through exchange for the sake of making a profit and at one’s economic risk.”

Further discussing the individual, organizational, and economic aspects of entre-
preneurship, it is worth mentioning that the social and relational aspects establish a
link between the individual characteristics and the economic results derived from
this activity. Entrepreneurial skill also includes the capacity of “engineering agree-
ment and cooperation among the different actors of the production and distribution
processes, i.e., inventors, partners, the capitalist, suppliers, distributors [...], keep-
ing successful relationships with workers and the public” (Hirschman, 1958, p. 17).
According to Barth (1996), the capacity of overcoming or breaking barriers and
going beyond the spheres of interchange is in the heart of the entrepreneur activity.

Leibenstein (1968) argues that the entrepreneur is an agent capable of overcom-
ing the market gaps and enjoying the resulting advantages. The entrepreneur is
gifted with a capacity of associating and complementing the set of inputs required
by a given productive process. Entrepreneurs work toward freeing or clearing some
paths, filling in the existing disruptions in the networks that compose the productive
process. Therefore, they open new paths and expand the market.

Considering the theory of transaction costs (Coase, 1937; Williamson, 1975,
1992, 1996, 2006), entrepreneurs serve as an element of coordination and connec-
tion. The entrepreneur is the one that seeks the best combination of different pro-
ductive resources in or out of the venture, building a productive unit in better
conditions to negotiate and expand in the market.

Granovetter’s (1973) analyses on social networks and learning and creation pro-
cess identify with those of Leibenstein’s (1968). Granovetter (1973) distinguishes
strong and weak links and specifies their roles in the transaction of resources in
social groups. Strong links suggest cohesive and interconnected networks (commu-
nities or sets), while weak links suggest eventual and superficial contacts and rela-
tionships established between different networks. Granovetter (1973) resorts to the
concept of bridge as a link between actors and knots of the network, and highlights
its importance as a means to connect two sectors or sets that otherwise would be
disconnected. He associates those bridges to the presence of weak links.

According to Chell (2000), the entrepreneur is the agent capable of bridging and
building links, gathering and adding valuable productive resources. To that, s/he
needs skills to mobilize social resources through networks of collaboration and
obligations (Granovetter, 2005), among others. From the differentiation within the
social structure, the emergence of the entrepreneur who can capture and connect
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socially dispersed productive resources is possible. The economic activity is not
implemented by isolated individuals but by groups that the entrepreneur manages to
cooperate with in larger entities such as corporations, industries, and interindustry
clusters (Granovetter, 1973, 1985, 1994, 2005).

Burt (1992a, 1992b) expands Granovetter’s (1973) considerations and conceives
amodel of economic competition based on the structure of social relationship and the
concept of “structural hole.” The structural hole is the lack of links between actors in
a network with opportunities for the entrepreneur to link groups and individuals with
differentiated and useful resources. Ties and contacts ensure information, open
access, and bring about different opportunities. To the author, social relationships are
a “social capital,” a sort of core asset for an actor’s competitiveness, since competi-
tion is imperfect and information is not circulated in a free and full way.

According to Burt (1992a, 1992b), what really matters in a network is the struc-
tural hole that the entrepreneur is able to cross (2001) and the number of nonredun-
dant contacts. Still according to him, the entrepreneur is a person capable of adding
value to the productive activity by mediating the connections between the others. At
the core of entrepreneurship lies the ability to put together pieces that are otherwise
disconnected. In this conception, the entrepreneur’s competitive advantages would
be associated with his/her ability to perceive, access, and transpose such holes in the
market, guaranteed by a network of well-used ties and connections.

Economy and psychology approaches focus on the individual, while the socio-
logical and economic sociology’s approaches emphasize the context or social struc-
ture. Despite the conceptual differences, there are convergences (Vale, 2014). For
the advancement of the area, the different approaches should be associated. In this
light, Vale (2014) analyzes Burt’s (1992) entrepreneur case.

In order to identify and explore the structural holes s/he needs not only to be well-positioned
in the market—as the author sustains—but should also be attentive to opportunities
(Kirzner, 1979) or be capable of working with uncertainty (Knight, 1921)—or have differ-
entiated individual attributes—which is McClelland’s (1971) concern. Now, let’s see
Granovetter’s (1973) entrepreneur case. S/he needs not only to be inserted in a heteroge-
neous society, with connections between different groups/networks—as the author sug-
gests—but should also have some personal attributes that makes him/her prone to
entrepreneurship. In opposition to what McClelland (1971) said, external or exogenous
factors are as important as internal or endogenous factors. Differently from Burt’s (1992)
concept, competition is not a mere issue of relationship, but also involves the players’
attributes.

(Vale, 2014, p. 886).

In the past, the focus was on identifying the entrepreneurs’ traits of personality
considering the psychology’s contribution to entrepreneurship, which is the focus of
this work. However, the investigations were severely criticized because they were
insufficient to explain entrepreneurship and, also, had low power of explanation (Baum,
Locke, & Smith, 2001; Rauch & Frese, 2007). Later studies show weak to moderate
link between traits of personality and business creation and success in undertakings
(Brandstatter, 2010). A meta-analysis (Zhao & Seibert, 2006) found differences
between entrepreneurs and managers regarding personality (five big factors, Big 5).
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The first scored higher in conscientiousness and openness to experience and lower in
neuroticism and agreeableness. The set of predictors explained 37% of the variance.

A few years later, Brandstatter (2010) analyzed the meta-analyses produced in
two decades of research about the links between personality and entrepreneurship.
Based on the five analyses found, including that by Zhao and Seibert (2006), the
author states that the Big 5 model has proven to be a predictor of entrepreneur intent
(willingness to open a business) and entrepreneur performance (profit, investment
return, business survival, subjective performance appraisal), with positive relation
for conscientiousness, openness to experience and extroversion, and negative for
neuroticism (Brandstatter, 2010).

When it comes to the psychological variables input, it is worth mentioning that
none of these alone can predict success. On the contrary, the research should also
comprise other variables (Baum et al., 2001; Rauch & Frese, 2007). The latest works
anchored in psychological science have moved away from the focus on traits to pri-
oritize the investigation of competences, motivations, cognitions, and behavior. This
way, the investigation models have become more complex, showing that some vari-
ables have distal effect, while others have proximal effect (Baum & Locke, 2004).

Baum et al. (2001) have tested a model and found that the organizational strat-
egy, specific competences, and motivation (vision, objectives, and self-efficacy)
have a direct effect on the organizational growth (annual percentage of increase in
sales, percentage of increase in the staff, and percentage of increase in earnings),
while traits (tenacity, proactivity, passion), general competences, and environmental
aspects indirectly influence the organizational growth.

Other studies found that variables such as need for achievement, acceptance of
risks, innovativeness, autonomy, locus of control, and self-efficacy are associated to
success in businesses (Rauch & Frese, 2007). Among these, a highlight is the self-
efficacy influence (Baron, 2007; Baum & Locke, 2004). Among variables at group
level that affect entrepreneurship, one could mention family’s influence, support by
fellows and family members, and networks (Baron, 2007).

8.3 Levels of Analysis

Entrepreneurship can be investigated at individual, group, organizational, or national
(societal) levels. The individual level of analysis briefly describes the concepts of
entrepreneurial intent and entrepreneurial alertness.

Several authors (Thompson, 2009; Zhao & Seibert, 2006; Zhao, Seibert, & Hills,
2005) refer to the entrepreneurial intent construct; however, despite being largely
used, there is no agreement on its conceptual limits. Such a theoretical inconsis-
tency has impacts on how the concept has been assessed in different studies, notably
due to the inexistence of a robust measure used in different works (Thompson,
2009). Entrepreneurial intent can be defined as “a deep conviction that one intends
to open a new business in the near future” (Thompson, 2009, p. 274).
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To mitigate the theoretical issues about the construct, Lifidn and Chen (2009)
used Fishbein and Ajzen’s (1975) theory of planned behavior to measure the entre-
preneurial intent. The theory of planned behavior tries to understand the behavior
based on a short number of variables, and intent is the main determinant of the
behavior. According to this approach, the attitudes toward a given object, subjective
rules, and perceived behavioral control are antecedents of behavioral intent that, in
turn, is the main predictor of behavior.

In the development of the measure of entrepreneurial intention, Lifidn and Chen
(2009) consider as motivational antecedents of entrepreneurial intent:

(a) Personal attitude, which refers to the degree of positive or negative assessment
that the person has about being an entrepreneur—among the measuring items,
is “becoming an entrepreneur would bring me great satisfaction?”

(b) Subjective norm, which refers to the perception of social pressure to become an
entrepreneur and evaluates whether the reference group approves the decision of
becoming an entrepreneur—the statement of the item is “... if I decide to create
a business, would those close to me (e.g., nuclear family) approve my decision?

(c) Perception of control of behavior, concerning the perception about easiness or
difficulty in becoming an entrepreneur—among the items one could mention, “I
know all the practical details to set up a business.”

An example of item used to assess the entrepreneurial intent is “I intent setting
up a business someday.” The authors observed that, among the three elements, the
subjective norm was the first step in the mental process and would serve as a sort of
filter to external stimuli. Then come the influence of personal attitude and percep-
tion of behavior control. They found strong empirical support to the model.
Moreover, according to the authors, this process is similar in different cultures.

The concept of entrepreneurial alertness was introduced by Kirzner (1979,
quoted by Frese & Gielnik, 2014) and regards the capacity of identifying business
opportunities without looking for them. For him, the market is in continuous imbal-
ance, and the entrepreneur can identify them when, for example, buying products
when prices are low and selling them when values increase. To Kirzner (1986) inno-
vating, being charismatic, or leading financial resources are not a must for entrepre-
neurs, because they do not necessarily have to set up the undertaking, since the
focus is on discovering opportunity. This emphasis on discovery has been criticized
because identification is not a sufficient condition to earn profits, because resources
must be invested to yield advantages (Klein & Foss, 2009). Recent studies show that
behavioral and cognitive aspects should be also considered to explain entrepreneur-
ial alertness. Despite being one of the most studied concepts, the definition of
opportunity remains vague (Klein & Foss, 2009).

Differently from what happens at the individual level, the organizational level
has clear definitions and validated measures (Thompson, 2009). This study
approaches the variable of entrepreneurial orientation (EO). It was selected because
theory and research have emphasized the positive relationship between entrepre-
neurial orientation (EO) and performance (Miller & Friesen, 1983, Wiklund, 1998,
Zahra & Covin, 1995). However, the overall effect is positive, but there are elements
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that intervene between the EO and performance (Lumpkin & Dess, 1997; Wiklund
& Shepherd, 2005) or may overestimate or bias the effect (Lumpkin & Dess, 1996;
Lyon, Lumpkin, & Dess, 2000). According to Dess, Lumpkin, and Covin (1997),
EO is an extension of entrepreneurship from individual to organizational level,
called by Covin and Slevin (1989) as “entrepreneurial posture” and by Lumpkin and
Dess (1996) as “entrepreneurial orientation.” It is an independent aspect that com-
prises strong commitment to risk-taking, innovation, and proactivity in the develop-
ment and implementation of its strategies (Green, Covin, & Slevin, 2008; Keh,
Nguyen, & Ng, 2007; Li, Zhang, & Chang, 2005; Miller, 1983).

Li et al. (2005) have studied the entrepreneurial orientations in organizations in
relation to performance, usually using measures such as the venture behavior,
resources allotment, and management perceptions (Lyon et al., 2000). The use of
perceptions of management provides more complex information than the venture
behavior and resources allotment. It allows deeper understanding about the linkages
between entrepreneurial orientation and other variables.

This variable of entrepreneurship orientation is very unclear because its compo-
nents should be specified, as well as the linkages with other features of the internal
dynamics of the organizations (Wiklund & Shepherd, 2005). The entrepreneurial
orientation scope depends on to which extent the external environments provide
potential opportunities to be explored by the company, as well as to which extent the
internal competences allow the company to capture the opportunities when this kind
of strategy is in place.

To expand the understanding about the study on entrepreneurship in Brazil, a
systematic review of the literature was performed. It is described in the next topic.
The following section also discusses recent studies in the international literature.

8.4 Review of the National Literature

Bibliometrics, as a field of study of the information science, has a relevant role in
the analysis of the scientific production in a country, because it depicts the behavior
and development of a field of knowledge, by pointing out theoretical and empirical
gaps (Aradjo & Alvarenga, 2011), quantifying the features of the studies (Pritchard,
1969; Tague-Sutcliffe, 1992).

Therefore, the utmost objective of this review is to present an overview of studies
related to the psychology of entrepreneurship, showing the results of a bibliometric
review of empirical studies produced at the national level, searching on the portal of
journals of CAPES (Coordination for the Improvement of Higher Education), which
gathers the national journals classified by the Qualis system. We have also reviewed
the main national and international journal databases (Scielo, Science Direct, Gale,
Sage, Springer Link, American Psychological Association, PePSIC, Oxford Journals,
Wiley, JSTOR, Cambridge Journals, Web of Science, and Emerald, among others).

The analysis was performed from 2001 (January) to 2015 (September) to depict
the setting of the Brazilian scientific production about this topic in the new millen-
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nium. This analysis allowed identifying gaps in literature and further outlining a
research agenda. The search was performed in September 2015 comprising only
national journals peer-reviewed, using the expression “psicologia do empreende-
dorismo” on titles, abstracts, keywords, and content of articles. Six articles were
returned. Dissertation papers, theses, monographs, and articles from events minutes
are considered in construction to be further published in journals, and, as such, these
were not included in this survey that, in turn, privileged the first-line Brazilian sci-
entific production.

To carry out the bibliometric survey, the following categories of article analyses
were selected:

Journal name.

Qualis classification of the journal.

Year of publication.

Authors’ institution of origin.

Authors.

Study framing (theoretical assay/review or theoretical-empirical). Then, the
articles classified as theoretical-empirical were also characterized.
Research approach (quantitative, qualitative, or multi-method).
Economy sector (first, second, third).

Field of work of the corporations investigated.

Instruments used for data collection.

Data analysis techniques.

SNk W=

o0 ® N

In the rush to conclude the analysis of the national production, the six articles
found will be summarized according to their objectives and results, category 12
(Purpose/Goal). A laconic comparison with the recent international production on
the topic will bring about some reflections to subsidize the proposal of a research
agenda, in a further section of the chapter.

Each article was published in a different journal, of which 50% in the field of
psychology and 50% in the field of administration. This is evidence that the topic
deserves attention of psychologists and administrators.

According to the latest Qualis classification (2013-2014) of those journals, made
by CAPES in the fields of psychology and administration, the production about
psychology of entrepreneurship was mainly concentrated in journals considered to
be first line, i.e., belonging to B2, B1, and A2 layers. Only one journal is classified
as B3, but only in the field of administration. Therefore, it is assumed that this topic
raises interest of important national publishing rooms. Table 8.1 summarizes the
information about journals and their respective Qualis classifications.

Regarding the publication year, the first study dates back to 2007, and there was
another in 2011, two in 2013, and two in 2014. In other words, the number of
researchers working on this topic has increased, considering that virtually 67% of
the production occurred in the last 2 years.

Regarding the institutions of origin of the authors, the PUC (Pontificia
Universidade Catdlica) of Rio de Janeiro leads the ranking, with two publications in
the analysis period. The other institutions have published only one article in that
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Table 8.1 Articles, journals, and Qualis classifications
Qualis
(2013-
Articles Journals 2014)
Empreendedorismo feminino: Psicologia & Sociedade A2 (Psico)
tecendo a trama de demandas (Associagdo Brasileira de Psicologia B2 (Adm)
conflitantes Social)
Mulheres empreendedoras: o desafio | Psicologia Clinica (PUC/RIJ) B1 (Psico)
da escolha do empreendedorismo e o
exercicio do poder
Empreendedorismo: porque alguns Estudos e Pesquisas em Psicologia B1(Psico)
estudantes e ndo outros escolhem ser | (UERIJ/RJ) B3 (Adm)
empreendedores?
Fatores motivadores do Revista de Ciéncias da Administracao B2 (Psicoe
empreendedorismo e as decisoes (UFSC/SC) Adm)
estratégicas de pequenas empresas
Empreendedorismo feminino como Revista Brasileira de Gestao de B1 (Psico)
sujeito de pesquisa Negoécios (FECAP-Fundacao Escolade | A2 (Adm)
Comércio Alvares Penteado/SP)
Motivagdes para o Revista de Administragao B1 (Psico)
empreendedorismo: necessidade Contemporanea (ANPAD-Associagdo A2 (Adm)
versus oportunidade? Nacional de P6s-Graduagdo e Pesquisa
em Administragdo/RJ)

Source: Prepared by the authors

period: PUC of Minas Gerais, State University of Minas Gerais, CEFET (Federal
Center of Technological Education) of Minas Gerais, University Sdo Jodao Del Rei
in Minas Gerais, State University of Sudoeste da Bahia, Federal University of
Parand, and FGV (Getilio Vargas Foundation) in Sdo Paulo. The studies about psy-
chology of entrepreneurship are concentrated in the southeast region of Brazil,
which probably houses research groups that have embraced this topic. Following
the same line, two publications by Eva G. Jonathan, PUC RJ, were outstanding. The
other authors published one article each in the period of analysis. Only one article
was written by one single author, prevailing works written by two, three, or even
four authors and, for half of them, with synergy between different institutions.

Regarding the classification of the studies, most (about 85% of five articles) were
theoretical-empirical studies, while only one study was classified as theoretical,
which was a systematic review on female entrepreneurship. This evidences an
important gap in literature about reviews to deeply discuss the topic, its foundations
and assumptions, state of the arts, and an agenda showing what is yet to be done in
terms of theory and empiric research.

Among the five theoretical-empirical works analyzed, which accounted for about
85% of the articles, since only one work was devoted to a systematic review and was
classified as theoretical essay, with regard to the research approach, there is a bal-
ance between quantitative and qualitative works with two of each and only one
multi-method study that combined qualitative and quantitative approaches. This
brings about an opportunity to perform more multi-method surveys, because it
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allows the much-vaunted methodological triangulation that, in turn, would allow
better understanding of the phenomenon while developing efforts to understand or
measure it. This is particularly relevant for phenomena that started being studied
recently—just like the psychology of entrepreneurship in Brazil.

The economic sector that prevailed in the research was the second sector, private,
approached in four of the six studies. Most of the entrepreneur initiatives naturally
take place in the private sector. However, one of the studies focused on the third
sector (nongovernmental organizations) in addition to the second sector. It analyzed
the relationship between women and power in the context of social entrepreneur-
ship. Moreover a study selected the first sector as the focus of the survey, exploring
the degree of interest in entrepreneurship among students of a public university.
Since each sector has its own idiosyncrasies and specificities, in addition to different
social representations, it is worth noticing that even in the few surveys found the
researchers endeavored to approach other sectors than the private, which is the tra-
ditional sector in the field of entrepreneurship.

On the other hand, the fields of action of the companies surveyed were quite
diversified, comprising sectors such as education, food, construction material, fit-
ness, consultancy, communication services, garment, shoes, leather articles, dairy
products, furniture, and steel industry, and no sector prevailed over the others. Still,
there is a wide range of industries and services that should be explored in the light
of entrepreneurship.

The data collection instruments were questionnaires and interviews, mostly
semi-structured and equally divided among studies. Further, the only technical data
analysis was that of the thematic category proposed by Barding for qualitative stud-
ies and descriptive statistics, correlation analysis, and variance analysis in quantita-
tive studies. The multi-method study elected the content analysis, descriptive
statistics, and exploratory factorial analysis as techniques of data analyses. Despite
being a visible trend in quantitative studies, up to now the studies on this topic have
not adopted more sophisticated statistical methods, such as modeling through struc-
tural equations that allow analysis association and prediction and simultaneously
confirm measurement models. This is yet another research gap. Likewise, consider-
ing the wide range of strategies and techniques of qualitative analysis available,
researchers can advance other techniques in addition to or simultaneously with the
content analysis, mainly to improve validity and reliability of results.

Table 8.2 summarizes the information about the methodological analyses performed.

Finally, regarding the purpose or main goal of the studies, two of the six studies
were devoted to the entrepreneurship/gender relations. First Jonathan and Silva
(2007) discussed the conflicting demands experienced by women entrepreneurs and
the strategies they use to address them. Three conflicts came out: conflicts in the
working space, conflicts between family and professional demands, and conflicts
between work and personal demands. Relating to coping strategies, the authors
found time self-organization, partnership and closeness, and use of devices to
relieve pressure. The authors conclude that, in the light of literature about female
entrepreneurship, data showed that woman entrepreneurs innovate to cope with
impasses, introducing changes to the family, professional, and personal contexts.
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Table 8.2 Summary of the categorization of the theoretical-empirical articles analyzed

Methodological
analysis Classification Frequency
Research approach Quantitative 40%
Qualitative 40%
Quali-Quanti 20%
Economic sector Second sector 60%
First sector 20%
Second and third sectors 20%
Field of work of the Education, food, education, construction material, 100%
companies analyzed fitness, consultancy, communication services, garment,
shoes, leather articles, dairy products, food, furniture,
and steel industry
Instruments used for Questionnaire 60%
data collection* interview 60%
Data analysis Content analysis (Bardin) 60%
techniques* Descriptive statistics 60%
Correlation analysis 20%
Variance analysis 20%
Exploratory factorial analysis 20%

Source: Elaborated by the authors
Note. *Percentages do not sum up 100% because some studies employed more than one instru-
ment/technique

Later on Jonathan (2011) studies the relationship between women and power in
the context of entrepreneurship. The author rested on a summary of her observations
in other studies on female entrepreneurship to analyze the motivations for women to
undertake, the consequences and difficulties found, and the strategies they use to
cope with the demands related to the multiplicity of women’s roles. According to
Jonathan, the analysis of leadership traits found in female entrepreneurs showed
that they tend to build social networks and exercise power with others rather than
over others. Moreover, when heading their social undertakings, women exercise
power on behalf of women aiming to empower them and promote their professional
and social inclusion.

In order to explore the interest of university students in entrepreneurship and the
reason that some students, and not others, choose to be entrepreneurs, Canever,
Kohls, Lagemann, and Rigatto (2013) carried out a study with undergraduate stu-
dents of the Federal University of Pelotas (Rio Grande do Sul). The results showed
that despite the high interest of students, only 6% actually plan to become an
entrepreneur when they graduate. The role of gender and age has also influenced the
research since older men are more inclined to undertake. According to the authors,
the candidates to entrepreneurship are motivated by independence and social
acknowledgment. The author also concluded that only the management course offers
subject matters in the field of business management and entrepreneurship. Therefore,
the management and entrepreneurial skills are low among students, triggering a
debate about how to improve entrepreneurship in higher education. In this sense, the
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authors argue that a promising venue of investigation in this context is the analysis
of motivational and cognitive factors that influence the professional decisions, and
the impact of the positive bias on the future entrepreneurial action of the students.

In this perspective, two studies aimed to identify the motivations for entrepre-
neurship. Vicenzi and Bulgacov (2013) sought to understand the motivating factors
that influence strategic entrepreneurial actions of small business owners in the south
region of Brazil. The results showed the most prominent personal characteristics of
the entrepreneurs (need for fulfillment, desire for independence, escape from pro-
fessional routine, higher responsibility and risks, increased possibility of financial
earnings, status, control over life quality, and support/influence of the family and
friends); factors that motivate the selection of products, services, and markets (tech-
nical knowledge/training in the field, previous experience in the work branch, and
partnership with more experienced individuals); factors that motivate the decision
of starting a business (market opportunity, professional fulfillment, and desire for
independence); and the likely links between motivating factors and changes of
products and markets.

Vicenzi and Bulgacov (2013) concluded that the following were the factors that
more strongly influenced the entrepreneurs surveyed from the decision of starting a
business to the changes of products and markets: theoretical knowledge, knowledge
about the sector, entrepreneurs’ experiences, technology advances, and the market
dynamic in economic and social terms. They also emphasize that despite the Brazilian
tradition in female entrepreneurship, male entrepreneurship prevailed in their study.

On the other hand, Vale, Corréa, and Reis (2014) promoted a discussion about
the motives that lead people to undertake, moving beyond the necessity versus
opportunity dichotomy. They have also identified the motives that influence the
starting of new businesses by proposing a model and validating a measure. The first
part of the multi-method study (qualitative) suggested the likelihood of multiple
motivations, while the second part (quantitative) that was built from the references
ensued by the qualitative stage certified the presence of those motivations. As a
main conclusion, the authors suggest that the motivations to undertake effectively
extrapolate the binary logic of opportunity versus necessity. In their model, they
presented six motivating factors:

Family influence, as also pointed out by Vicenzi and Bulgacov (2013) (reasons:
continue or expand the family business, provide occupation to family members,
and possibility of taking advantage of the family experience)

Personal attributes/expectations (reasons: easiness or possibility of using relation-
ships in the field, desire to have own business/become independent, time avail-
ability, and increase income)

External environment/labor market (reasons: being fired and receiving the FGTS,!
unemployment, and capital available to invest)

External/third-party influence (reasons: invitation to be a partner in the company,
influence/pressure of other persons)

'Government Severance Indemnity Fund.
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Dissatisfaction with the current job (reason: dissatisfaction of any nature with the
job)

Opportunity (reasons: identification of a business opportunity and enjoyment of a
voluntary separation program)

The model was validated through exploratory factorial analysis with 15 items
distributed among the six abovementioned factors. It showed good psychometric
parameters and is a valid and reliable measure to identify motivations for
entrepreneurship.

Finally, the only theoretical essay among the six studies carried out a systematic
review of the production on female entrepreneurship, which prevails in Brazil as
evidenced in the other surveys. Gomes, Santana, Aradjo, and Martins (2014) have
scrutinized and refined the scientific discourse about the female entrepreneurs and
also investigated the degree of theoretical consolidation in the field. In a critical
perspective, the authors evaluated surveys published in Brazilian and international
journals from the 1970s.

According to the authors, despite the contribution of each study, most of the
work was limited to describing small segments of the population of female entrepre-
neurs, instead of contacting them, and did not advance in the application and devel-
opment of theories. Most of the studies were of quantitative and empirical nature,
restricted to an attempt of profiling the female entrepreneurs. Few studies elabo-
rated a theoretical analysis specifically on gender. In this review of the national
production, only two studies approached this topic in 15 years.

Gomes et al. (2014) conclude that the recurrent concern of many papers was
centered on the sexed structure of the organizations and its consequences to the
business activities. Therefore, the authors bring about the need to adopt new lenses
to study the phenomenon of female entrepreneurship and set new paths for the
survey.

A comparison of the review by Gomes et al. (2014) and that described in this
chapter shows that Gomes and collaborators have also consulted the CAPES portal
of journals, but included the annals of the ANPAD Meetings, but focused on “female
entrepreneurship” with a different focus than the one adopted in this chapter to
“psychology of entrepreneurship.” They found 117 articles, being 21 national and
96 international, including the articles contained in annals of scientific events. If we
consider only the articles published in journals, the figures should not be so different
from those presented herein, except for the difference in themes.

It was accomplished another review of the international production on the topic,
also searching on the CAPES portal of journals using the expression “psychology of
entrepreneurship,” privileging journals published between 2001 (January) and 2015
(September) providing 85 articles from international reviews on the advances of the
psychology of entrepreneurship (Gorgievski & Stephan, 2014, 2016), passing
through cross-cultural studies of the comparison of entrepreneurial personality pro-
files (Obschonka et al., 2013) to relational studies to identify psychological predic-
tors of entrepreneurship (Schoon & Duckworth, 2012).
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In a review of the international literature on entrepreneurship from 1981 to 2004,
Grégorie, Noel, Déry, and Béchard (2006) found convergence between the research-
ers of theory-based investigations, so one cannot talk about co-citation networks.
However, this is not a linear similitude. There are cycles of confluence and diver-
gence, mainly due to the plurality of subject matters that make up the area and

Still, the mix of within-group convergence and overall diversity of disciplinary anchors
remind us that entrepreneurship research is neither plagued by the conformism of a single
paradigm, nor by the anarchy of total fragmentation. If such is the case, what better place
then to find rich opportunities for building these conceptual relationships?

(Grégorie et al., 2006, p. 361)

Gorgievski and Stephan (2016) carried out a systematic review of the interna-
tional literature on psychology of entrepreneurship from 2000 to 2015 in journals in
the field, with an impact factor equal to or greater than 1.5. They identified 142
papers. When analyzing the articles, they identified five major topics of investigation
of the phenomenon: (a) career prospects, (b) personal differences, (c) health and
well-being, (d) cognition and behavior, and (e) entrepreneurial leadership. To inte-
grate the findings, they proposed a model (Fig. 8.2) in which dimension “A” refers to
the multilevel aspect of the phenomenon that comprises the intraindividual pro-
cesses, differences, and interactions between individuals and the context, both imme-
diate (team, sector, organization) and broader (region or country). The second
dimension, “B,” deals with the multiple processes in the different phases of the entre-
preneurial process. The dimension “C,” in turn, approaches the many kinds of objec-
tives and motivations to start a business such as need and family, among others.

8.5 Final Remarks

The entrepreneurship theme raises the interests of theorists and managers. However,
this preference is not reflected in conceptual robustness. The very definition of the
term is divergent. Some theorists emphasize the process of starting a business
(Gartner, 1989), while others advocate that entrepreneurship may happen in existing
organizations (Shane & Venkataraman, 2000). The entrepreneur is the person capa-
ble of adding value to the productive activity, mediating the connections between
the other activities. In the heart of entrepreneurship is the capacity of gathering
together pieces that would be otherwise disconnected (Burt, 2001). Therefore,
entrepreneurship is not limited to starting a new business, but it can and should be
present in different organizations.

In a broader view, entrepreneurship refers to behaviors of initiative and creative
thinking and also economic and social mechanisms that allow converting resources
and situations into benefits. Moreover, it involves accepting mistakes, a high degree
of proactivity, a high need for fulfillment, acceptance of risks, autonomy, internal
locus of control, and leadership skills. In addition, features such as taking calculated
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A. Nested levels of analyses

Community, regional, industry and national environment
E.g., community, regional and national culture and institutions; industry

Wider context and market characteristics; physical and natural resources.

Immediate work and private environment
E.g., teams of co-owners / managers, support systems, investors,
stakeholders, employees, family members.

Immediate
context

Stable traits

Between person . - -
p E.g., demographics, personality, skills and knowledge, (mental) health.

Changeable states and traits, temporal processes

Within person - = X . - .
E.g., volition, cognition, emotion, action, adaptation, growth, learning.

Time — Person - Environment interactions

S >
ey .
. 6@9‘ e B Entrepreneurial process

Q@F i (\g,‘a"" Intention formation, start-up, scale-up, stabilizing and managing, exit and re-entry
&

Fig. 8.2 A tentative framework for psychological entrepreneurial research: the entrepreneur and
entrepreneurial process viewed in nested levels of analyses (Gorgievski & Stephan 2016, p. 40)

risks, seeking opportunities, and changing ideas into results should be present not
only in the owners but also in all of the organization’s collaborators.

As Hisrich (1990) states, intraentrepreneurship could be encouraged in already
established organizations. According to him, the first step to that is to ensure the
managers’ commitment to build an organizational culture that fosters these behav-
iors. Then, the leaders should be selected and trained to identify and develop oppor-
tunities in their field of work. The following relevant aspects should be considered as
well: (a) an organizational structure, (b) a rewarding system that should be bound to
the unit’s entrepreneurial performance, and (c) an evaluation system (Hisrich, 1990).

Establishing an entrepreneurship culture demands actions at different levels, i.e.,
governmental, academic, and organizational (Sousa & Almeida, 2014). At the gov-
ernmental level, specific policies should be formulated to encourage entrepreneur-
ship, for example, exemption from the fee to start a business for up to 3 years (Filion,
2003). At the academic level, one of the likely strategies to develop an entrepreneur-
ial culture is to incorporate contents on the topic in the three educational levels.
Early childhood education is the moment of getting in touch with the topic.
Secondary education is the proper stage to carry out competitions of business plans
and encourage the business creation, while at the university education level, entre-
preneurship should be considered an effective possibility of career (GEM, 2014). At
the organizational level, in turn, the organizational culture and managers should
encourage creativity and innovation to develop an entrepreneurial organization
(Sousa & Almeida, 2014).
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Regarding the theoretical approaches, despite the many theoretical concepts, the
different views may be used in a complementary way to better understand the com-
plexity of the phenomenon. Considering the wide scope of the phenomenon of
entrepreneurship, variables at the individual, group, organization and societal levels
should be included in the investigation design to deepen the understanding of the
phenomenon (Baron, 2007). Davidsson (2016) points out three research gaps in the
field of psychology of entrepreneurship. The first one refers to carrying out experi-
mental studies, very traditional in this science but still scarce on this topic. According
to him, a second contribution regards the construct establishment, mainly because
this subject has strong tradition in this field. The third advance should be making
multilevel investigations, mainly because of the idiosyncrasies of the phenomenon
that urges discussing the level of theory and the level of measure (Klein & Kozlowski,
2000). The contributions proposed by the author could be added, for example, to
studies on the construct establishment that applies knowledge acquired from psy-
chometric and multilevel analysis.

Entrepreneurship should be encouraged as an effective strategy to expand jobs,
mainly in situations of high unemployment levels (Van Praag & Cramer, 2001; Van
Praag & Versloot, 2007). Specific groups like youth and women should be envis-
aged, since according to literature they are a significant share of those starting new
businesses. They have specific characteristics that have not yet been duly approached
in the existing studies (Van Praag & Cramer, 2001).

Finally, regarding the national reality, the results of the production compiled
herein ratify the contemporary character and the incipience of research on the topic.
Ultimately, it entails huge opportunities to perform studies that contribute to build a
more consistent theoretical framework to gradually advance the theoretical-empirical
knowledge about psychology of entrepreneurship in the Brazilian organizations.
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Chapter 9
Innovation in Organizations: Main Research
Results and Their Practical Implications

Elaine Rabelo Neiva, Helenides Mendonca, Maria Cristina Ferreira,
and Leela Lacerda Francischeto

9.1 Introduction

In 8 years, the number of active companies in Brazil increased from 6,231,525 in
2007 to 16,326,550 in 2015, of those more than 90% are micro and small enterprises
(National Confederation of Commerce, 2016). The inclusion of new players in the
context renders the environment more competitive. In order to survive, companies
are constantly striving for better performance and elements that provide differential
to the business.

Innovation has been seen as a source for such a differential. In addition to being
characterized as an economic multiplier in industrialized and emerging countries
(Montalvo, 2006), the “successful implementation of creative ideas in an organiza-
tion,” as defined by Amabile (1996, p. 1)—innovation—is a concern of countless
entrepreneurs around the world. The importance of innovation for organizational
success has been widely recognized in the scientific literature because of its funda-
mental role for corporate success in the increasingly competitive corporate world
(Hammond, Neff, Far, & Schwall, 2011).

However, the quest for innovation is not solitary. Associated with it is the investiga-
tion of the elements that encourage or inhibit innovation. The literature presents the
association of innovation with several variables such as leadership, organizational
learning, performance (Aragén-Correa, Garcia-Morales, & Cordén-Pozo, 2007;
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Naranjo-Valencia, Jiménez-Jiménez, & Sanz-Valle, 2011), climate (Anderson,
Potocnick, & Zhou, 2014), and culture (Gobara, Rossoni, Kato, Dossa, & Hocayen-da-
Silva, 2010; Jaskyte & Dressler, 2005; Sarros, Gray, Densten, & Cooper, 2005), high-
lighting aspects of organizational culture that influence generation of innovations.

This chapter aims to define innovation and discuss the key attributes associated
with it, at the individual, group, and organizational levels. The association between
culture and innovation is also discussed based on the results of major research in the
field. Finally, the chapter addresses the main factors behind the development of
innovation and discusses the implications of such knowledge for the management of
the attributes associated with innovation. Implications for managers, as well as
future lines of research and the suggestion of an aggregating framework of the main
results, are discussed.

9.2 Definition and Typology of Innovation

Innovations at work are processes, outcomes, and products of attempts to develop
and introduce new and improved ways of doing things, in which “creativity is the
stage of generating ideas while innovation is the subsequent implementation of
these into new procedures, practices or products” (Anderson et al., 2014, p. 1299).

For Schumpeter (1935), innovation leads to rupture and discontinuous change,
being the driver of economic development. The author recognized the importance of
the phenomenon and considered it essentially similar in all sciences but highlighted
economics as a safe starting path for the challenge of understanding the concept as
a quantitative science (Schumpeter, 1935).

Following the author’s efforts to push forward the discussion on the theme, the
subject actually began to emerge after World War II, in which large companies
played a key role in the evolution of the subject by hiring scientists to collect infor-
mation on research and development (R&D) of organizations. Most of the area’s
development studies at the time were stimulated and sponsored by external agencies
(Fagerberg, Martin, & Anderson, 2013).

With the subject becoming more important initially in England and the United
States in the 1970s, Christopher Freeman started an innovation research center at
the University of Sussex with researchers from various fields. Then other centers
were started in Manchester and MIT—Massachusetts Institute of Technology—and
later, in the 1980s and 1990s, in various parts of the world. New theories and frame-
works arose, therefore, with the development of the study of innovation (Fagerberg
et al., 2013).

With the development of studies in the field, innovation has also become of inter-
est to business administration and management schools, with one-third of the cita-
tions coming from journals in these areas by the turn of the century (Fagerberg
et al., 2013). Conducting surveys became more frequent, and the discussion of
differences between companies of different sizes, areas, and nations became more
present (Fagerberg et al., 2013).
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The development of R&D departments is no longer the only solution for innova-
tion, and new approaches have emerged emphasizing knowledge, skills, and
resources needed for innovation (Fagerberg et al., 2013). Damanpour (1991) con-
nects the adoption of innovations to the generation, development, and implementa-
tion of new ideas and behaviors. Innovation comes from adapting or anticipating
environmental changes, with a focus on increasing and sustaining organizational
effectiveness and competitiveness (Damanpour & Gopalakrishnan, 2001). In this
way, innovations are defined by it as new products or services, a new production
process technology, a new management structure or system, or a new plan or pro-
gram related to members of the organization (Damanpour, 1991).

Product innovations are products or services introduced to reach an external user
or market need, and process innovations are new elements introduced into an orga-
nizational production or service operation (e.g., raw materials, job specifications,
workflow mechanisms and information, and equipment) to produce a product or
provide a service (Damanpour & Gopalakrishnan, 2001). Product innovations are
introduced primarily by stimuli of market needs and process innovations by factors
related to production (Damanpour, 1991).

The organization’s focus on particular types of innovation can be influenced by
characteristics of the organization and by attributes of innovation (Damanpour &
Gopalakrishnan, 2001). While internal factors, such as quality management and
reengineering, refer to the development of process innovations, external, market-
driven factors such as customer loyalty and increasing market share lead the organi-
zation to product innovations (Damanpour & Gopalakrishnan, 2001).

Some theories conceive innovation in service industries from the analysis of the
reverse product cycle when adopting new technologies (Barras, 1986). The cycle
starts with process innovations, which generate efficiency in service delivery, and
then shifts the focus to product innovations, generating new types of service. Thus,
product innovation in services is characterized as the constituent of a new service.
Although the literature of the time considers this as a process innovation, from the
claim that they are just new forms of delivery of an existing service, Barras (1986)
argues new applications of the service are so different in nature that they can be
described as new service products.

Service innovations are therefore the introduction of new services to existing or
new customers, and the provision of existing services to new customers (Damanpour,
2010), and can be described as development of new activities undertaken to deliver
service products for many reasons, such as making them more attractive to consum-
ers (Oke, 2007). Process innovations can be classified into technological process
innovations and administrative process innovations. The technological ones are those
that modify the processes and systems in operation in organizations (Damanpour,
2010), and administrative ones are changes in structure and work processes of the
organization, in the administrative systems, in knowledge used in management, and
in managerial capacities that allow organization to work and be successful through
use of resources efficiently (Damanpour, 2010).

Although manufacturing industry and high-tech fields highlight classifications in
innovation types (Hogan, Soutar, McColl-Kennedy, & Sweeney, 2011), in other
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business sectors, such as services, these typologies may become mixed, reducing or
hindering the perception of the variable in organizational environment. The devel-
opment of the concept and typology in manufacturing industries and the difficulty
in measuring results of new services are two crucial points in study of service inno-
vation (Gallouj & Weinstein, 1997).

9.3 Theoretical Perspectives of Innovation

Considering only psychosocial aspects at group and organizational levels, two
important theories that involve the process of innovation are highlighted: ambidex-
terity theory and the theory of four factors of team climate (Anderson et al., 2014).
Ambidexterity definition includes “the ability of a complex and adaptive system to
manage and meet conflicting demands by performing fundamentally different activ-
ities” (Bledow, Frese, Anderson, Erez, & Farr, 2009a, p. 320). Ambidexterity theory
has been widely used to explain the process of managing conflicting demands and
innovate at various organizational levels (Bledow et al., 2009a, 2009b). Simultaneous
management of both exploration activities (e.g., creation of new products) and
exploitation (e.g., production and product implementation) has been included as
ambidexterity capacity. There is evidence for the main precepts of the ambidexterity
theory (Anderson et al., 2014; Rosing, Frese, & Bausch, 2011), and therefore this
perspective has potential for future studies, especially on leadership effects on inno-
vation processes. Four factors of work team’s climate are indicated as facilitators of
innovation: vision, participatory safety, task orientation, and innovation support
(West, 1990). These prepositions have been widely applied in research of innovation
in teams and have received empirical support from primary data and meta-analysis
studies (Anderson et al., 2014; Hiilsheger, Anderson, & Salgado, 2009). Innovation
process depends on (a) vision accepted and valued by team members, (b) existence
of stimulating debate and discussion of different possible solutions within the team
with a detailed examination of possibilities of implementation, (c) team members
realizing that they can propose new ideas and solutions without being judged or
criticized, and (d) team members perceiving support for innovation (Anderson &
Gasteiger, 2008; Anderson & West, 1998; Anderson et al., 2014; West, 1990).

Some theoretical perspectives at individual level include creativity and innova-
tive behavior, although most of them are dedicated to creativity. In general, creativ-
ity is associated with generating ideas, and innovative behavior is associated with
production and implementation of new ideas, which consolidates innovation. As
Chap. 2 will specifically address creativity, this paper will focus on the variables
associated with innovative behavior (Anderson et al., 2014).

Innovative behavior is defined by the degree to which individuals generate cre-
ative ideas, promote and put into practice the ideas of others, develop plans for
implementing these new ideas, and uncover new technologies, processes, tech-
niques, or ideas about a product (Scott & Bruce, 1994). From a proposal of stages,
Scott and Bruce (1994) argue that individual innovation begins with the recognition
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of the problem and the generation of ideas or solutions, whether new or adapted.
During the next phase of the process, an innovative individual seeks support for an
idea and attempts to build a coalition of advocates. Finally, during the third stage of
the innovation process, the innovating individual completes the idea by producing a
prototype or model of innovation that can be palpable or experimental and can be
mass disseminated or mass produced and focused on productive or institutionalized
use (Kanter, 1988).

Battisti and Stoneman (2010) point to limitations of innovation literature in that
most research focuses on technological and managerial innovations separately.
From this, they carry out a study considering strategic, organizational, managerial,
and market innovations in companies of the United Kingdom. These authors also
point out the difficulty of measuring innovation, especially considering the indica-
tors’ perspective.

9.4 Measurement of Innovations and Their Indicators

Studies often measure innovation at individual and team levels in terms of self-
reported surveys, while at organizational level, studies have used secondary objec-
tive data sources, such as Compustat, Eurostat, or organizations’ own documents.
Recently, at individual level, there has been a simultaneous increase in use of inde-
pendent assessors or observers, such as supervision ratings, peer evaluation, and
expert evaluations (Anderson et al., 2014). A current development in innovation
area points to a notable decline in the use of self-report measures as well as to
advances in methodological sophistication of study design features concerning to
dependent or explanatory variable. However, studies at individual level are still
based on self-generated self-report measures, despite evidence that such projects
have inherent weaknesses that lead to bias of common method, perceptual inflation,
and aspects of construct validity (Anderson et al., 2014; Poto¢nik & Anderson,
2012). Objective data, such as number of patents or number of new products
launched, were mainly used in 36% of all studies in this period to evaluate innova-
tion at organizational level (Anderson et al., 2014).

At individual level, a large number of studies still rely on self-assessments of
criterion and/or antecedent variables in innovation research. At individual level, this
procedure includes 24% of the studies and at team level about 7%; and for multi-
level studies, this procedure included approximately 14% of the research (Anderson
et al., 2014). Considering all these studies, instruments created by Janssen (2001;
5% of studies), Burpitt and Bigoness (1997; 4% of studies), and Scott and Bruce
(1994; 3% of studies) appear to have been used more frequently (Anderson et al.,
2014), although majority of authors developed their own specific measures in the
context of innovation research (Anderson et al., 2014).

The proposal for innovation indicators is based on the launching of the OECD
Manual of Innovations—Organisation for Economic Co-operation and Development—
in 1992 and its versions in 1997 and 2005 (2005 edition in partnership with the
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Eurostat—Statistical Office of The European Communities). The OECD Manual
(Oslo Manual) basically emphasizes results of innovation process and recognizes
technology-push approaches, which define measures for R&D efforts by companies
as an indicator of innovation, and demand-pull approaches, which establish measures
for consumer interactions, mechanisms for measuring cooperative relationships, and
partnership between companies.

On basis of the definitions in the first edition of the Oslo Manual, the CIS—
Community Innovation Statistics—emerged in 1993 in effort to establish innovation
indicators adapted to European Union context. CIS-4 (2004) collected data on prod-
uct and process innovations, as well as innovations of non-technological nature such
as creation of goods or services, innovations in marketing, introduction of processes,
logistical changes, or improvement of distribution methods. In addition, the effects
of innovations, information sources mobilized for innovative activities, and spend-
ing on innovation are investigated (Eurostat, 2008).

The 2005 edition of the Oslo Manual adds advances to the study of service inno-
vation and extends the concept of innovation. Thus, innovation is conceived as a
continuous and dynamic process resulting from the accumulation of knowledge and
constant improvements of products and processes carried out by companies, which
is why the manual proposes to measure data on general innovation process (e.g.,
innovative activities, expenditures, and connections), implementation of significant
changes in organization, factors influencing innovative activities, and results of
innovation (OECD, 2005).

At organizational level, in the last decades, theoretical efforts have focused on
proposal of indicators capable of identifying results obtained by organizations—or
sectors, countries, etc.—in terms of innovation. Smith (2005) proposes three major
indicators associated with innovation measures: research and development actions,
patent registration, and data from scientific publications and citations.

In Brazil, the Technological Innovation Survey, PINTEC, carried out by IBGE
every two years since 2000 (issued in 2000, 2003, 2005, and 2008), is based on the
Oslo Manual and presents conceptual and methodological contents linked to interna-
tional trends. The 2008 edition of PINTEC focuses on construction of sectoral,
national, and regional indicators of technological innovation activities in Brazilian
companies and on national indicators of technological innovation activities in ser-
vice companies and R&D. Among the items measured by PINTEC 2008, the follow-
ing stand out: implementation of new or substantially improved products or
processes; implementation of innovative products or processes, adopted in accor-
dance with the Oslo Manual (2005); description of innovative activities and sources
of funding for innovative activities; and description of internal research and develop-
ment activities, impact of innovations, sources of information, cooperation for inno-
vation, government support, patents and other methods of protection, problems and
obstacles to innovation, and organizational and marketing innovations (IBGE, 2010).

Considering definition, typologies, and indicators of innovation, the following
text will describe main results of innovation studies considering individual, group,
and organizational levels of analysis, highlighting, at the end, a table summarizing
the main results.
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9.5 Factors Influencing Innovation

Literature reviews have a relevant role in analysis of scientific production of an area,
as it portrays an area of knowledge by pointing out theoretical and empirical gaps
(Aratijo & Alvarenga, 2011), quantifying characteristics existing in studies. The
objective of this review is to present an overview of studies related to innovation,
presenting results of a review of empirical studies at national and international lev-
els from the search on CAPES (Coordination of Improvement of Higher Education
Personnel, Brazil) journal portal, which aggregates national journals classified by
the QUALIS system, in addition to the main national and international journals
(Scielo, Science Direct, Gale, Sage, Springer Link, American Psychological
Association, PePSIC, Oxford Journals, Wiley, JSTOR, Cambridge Journals, Web of
Science, and Emerald, among others). These factors were classified by individual,
group, and organizational levels of analysis.

9.6 Factors Influencing Innovation at Individual Level
of Analysis

Innovation studies have been developed at individual, group, and organizational
levels (or a mixture of the three) and are dedicated to analyzing personal, group, and
contextual factors associated with such a construct. Few studies have focused on
individual or personality factors that influence innovative behavior, most of which
are related to creativity (Anderson et al., 2014). By considering only innovative
behavior, it is possible to highlight important results that involve individual charac-
teristics such as orientation toward goals, personal values, self-effectiveness, cogni-
tive styles, affective states, and motivation.

There is evidence that goal orientation or objective orientation (control/domain
orientation) is associated with innovative behavior (Janssen & Van Yperen, 2004),
without discrimination if this influence occurs in generation or implementation
phase of ideas. Regarding cognitive styles, Wu, Parker, and De Jong (2014) identi-
fied in situations of low autonomy and time pressure that need for cognition pre-
sented a strong and positive relationship with innovative behavior. There is a positive
relationship between generation and implementation of ideas (innovation), individ-
ual open-mindedness (an individual dispositional characteristic), and lack of cultural
barriers (Herndndez-Mogollon, Cepeda-Carrién, Cegarra-Navarro, & Leal-Millan,
2010). Intuitive thinking was also positively associated with suggestion of ideas, but
systematic thinking did not show any association. Both thinking styles have been
negatively associated with implementation of ideas (Clegg, Unsworth, Epitropaki, &
Parker, 2002), just as individual values are associated with innovative behavior, as
Choi and Price (2005) found effects of the congruence of values in commitment with
the implementation and in behavior of implementing new work processes.
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Regarding components of self, little association of self-effectiveness with inno-
vative behavior has been investigated. Based on the theory of behavioral plasticity
and self-monitoring, transformational leadership correlated more strongly and posi-
tively with innovation for subordinates with low self-esteem focused on the organi-
zation. When subordinates had low levels of propensity for self-presentation,
active-corrective transactional leadership was negatively associated, and transfor-
mational leadership was positively associated with task innovation and performance
(Rank, Nelson, Allen, & Xu, 2009).

Although skills and knowledge are considered as the basis for generation of
ideas, studies have done little to explore this relationship (Anderson et al., 2014). As
exception, Howell and Boies (2004) described that strategic and relational knowl-
edge was positively associated with ideas promotion, and Baer (2010) showed that
generation and implementation of ideas have a strong and negative relation when
networking and perceived instrumentality of innovation were low. The presence of
learning-oriented goals and psychological climate of innovation explains innovative
behavior at work (Montani, Odoardi, & Battistelli, 2014). There is evidence that
people seeking to achieve their learning goals may consider innovation challenging,
but rich in acquiring new knowledge and developing/enhancing skills at work.

Regarding to affective and psychological states and motivation, Yuan and
Woodman (2010) found positive expectations of performance results were posi-
tively associated with innovative behavior and expectations of image risks were
negatively associated with innovative behavior. When employees trust, they share
the benefits of creativity, and they make more suggestions, but trust has no effect on
implementing new ideas. On the other hand, when employees believe organization
will listen to their suggestions, they present more idea implementation behaviors
(Clegg et al., 2002). Ng, Feldman, and Lam (2010) reported that breaking psycho-
logical contract reduced innovative behaviors.

Task context strongly influences generation and implementation of ideas, both
directly and through interaction with individual difference variables. The complex-
ity of work—measured as a variety of skills required, task significance, task identity,
autonomy, and feedback—has often been associated with creativity, idea genera-
tion, and idea implementation (Shalley, Gilson, & Blum, 2009; Tierney & Farmer,
2004, 2011), although few studies have been carried out with the implementation of
ideas. The degree of work routinization has also been associated with creativity and
implementation of ideas (Ohly, Sonnentag, & Pluntke, 2006). Considering effects of
rewards, little has been investigated and concluded about their influence on innova-
tive behavior (Anderson et al., 2014; Zhou & Shalley, 2003).

Social context evaluated by influences of leadership and peers is one of critical
factors in innovation process. Many authors (Tierney, 2008; Damanpour & Aravind,
2011) have pointed out that supervisor behavior, such as positive and realistic feed-
back and task orientation, improves self-efficacy and creativity of subordinates.
Transformational leadership is positively associated, while transactional leadership
is negatively associated with innovative behavior only when empowerment of fol-
lowers is high (Pieterse, Van Knippenberg, Schippers, & Stam, 2010). Some
research has also examined the effect of supervisor support and influence-based



9 Innovation in Organizations: Main Research Results and Their Practical Implications 165

leadership on innovative behavior (Krause, 2004). Transformational leadership was
strongly related to innovation implementation behavior, and the nature of this rela-
tionship was tempered by followers with high levels of climate perception in sup-
port of employee initiatives (Michaelis, Stegmaier, & Sonntag, 2009). In addition,
commitment to change mediated the relationship between transformational leader-
ship and follower innovation behavior.

The literature points out leaders significantly influence capacity for change and
innovation (Damanpour & Schneider, 2006). Responsibilities assigned to them such
as environmental analysis, policy formulation, and resource control make leaders a
potential force against or in favor of innovation, especially if decision-making is
concentrated in their hands (Damanpour & Schneider, 2006). Empirical research
has concluded that leaders who take a position as agents of change in their organiza-
tions positively affect adoption of innovations (Fernandez & Wise, 2010; Hansen,
2011). Based on interactionist approach, Battistelli, Montani, and Odoardi (2013)
have found evidence that under conditions in which leadership gives feedback
toward work the dispositional resistance to change does not halt innovative perfor-
mance at work.

When individuals have a good relationship toward their work groups, they end
up having additional resources in form of ideas and feedback, factors that determine
innovative behavior (Scot & Bruce). Like leaders, working groups can also influ-
ence climate perceptions. According to Schneider, Ehrhart, and Macey (2013), cli-
mate perceptions emerge from interactions members of a working group have with
one another. Therefore, Scott and Bruce (1994) suggest when a working group sup-
ports an individual in a way that allows innovations to arise, offering, for example,
cooperation and collaboration, individual is more likely to see organization in gen-
eral as being favorable to innovation.

Janssen (2003) has shown that when employees are highly involved in work,
innovative behavior has been positively associated with conflict with co-workers
and negatively related to satisfaction with colleagues, underscoring potential costs
of innovative behavior. The position of individuals in social network also affects
their creativity and innovative behavior (Baer, 2010; Obstfield, 2005; Perry-Smith,
2006, Perry-Smith & Shalley, 2003, Zhou, Shin, Brass, Choi, & Zhang, 2009). This
has shown a growing body of research that involves structural features of actor’s
network and personality traits of the actors.

9.7 Factors Influencing Innovation at Group Level
of Analysis

Currently research on innovation at group level presents a considerable growth, and
two meta-analyses (Anderson et al., 2014; Hiilsheger et al., 2009; Rosing et al.,
2011) corroborating variables on the degree of group innovation are consistent and
can be grouped into structures and composition of team, task context characteris-
tics, climate, and team style and leadership style.
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Hiilsheger et al. (2009) found that team vision, safety to participate in team, sup-
port for innovation, and task orientation were correlated with innovation within
team. Other factors show up such as cohesion, internal communication, and external
communication that will also show effect on group innovation, highlighting the role
of team climate for innovation and internal group processes (Choi, Sung, Lee, &
Cho, 2011, Han & Tjosvold, 2007). The team’s innovation climate is seen as crucial
for innovation results at team level (Anderson & Gasteiger, 2008). Empirical evi-
dence corroborates effect of organizational encouragement of innovation and sup-
port for innovation (support for innovative climate in the team) as significant
predictors of individual creativity (Pirola-Merlo & Mann, 2004). The results of
Hirst, Van Knippenberg, and Zhou (2009) corroborate a curvilinear relationship
between learning orientation and creativity, moderated by team learning behavior.
At high levels of team learning behavior, positive relationship between learning
orientation and creativity was stronger at moderate levels of learning orientation
than at lower and higher levels.

Considering results of group conflict, studies indicate that this relationship does
not exist or this relationship with innovation is curvilinear (Jehn, Rispens, &
Thatcher, 2010). Another important finding relates to previously mentioned factors
influencing innovation in different stages of the process (Schippers, West, &
Dawson, 2015; Somech & Drach-Zahavy, 2013; West & Richter, 2008). Effects of
diversity and level of conflict in teams seem to be associated with transformational
leadership and organizational innovation (Chen, Liu, & Tjosvold, 2005), showing
that conflict management can contribute to improve the efficiency of top manage-
ment teams. Analysis of structural equation suggests that management of coopera-
tive conflict promotes productive conflict and effectiveness of management team
which in turn results in organizational innovation (Anderson & Gasteiger, 2008). It
is important to separate more productive cognitive tension and personal not produc-
tive tension. Through a summary of several studies, at various levels of analysis,
there is evidence that high levels of debate and lower levels of conflict are more
conducive to creativity and organizational innovation (Isaksen & Ekvall, 2010).
Cognitive diversity in teams was significantly (and positively) related to individual
member creativity only when self-effectiveness was high and in presence of high
levels of transformational leadership within team (Shin, Kim, Lee, & Bian, 2012).

Regarding to environmental characteristics of tasks at team level, Van der Vegt
and Janssen (2003) found no effect interdependence between task and objectives of
innovative behavior in homogeneous teams, whereas in heterogeneous teams,
interdependence of task positively predicted innovative behavior for those individu-
als who also noted high levels of objectives of interdependence. Support for auton-
omy (at department level) has offset the effect of supporting autonomy of a lower
organizational level (team) or individual autonomy guidance on innovative behav-
ior. And innovative behavior mediated the effects of support to unit’s autonomy
on guidance for team member autonomy (Liu, Chen, & Yao, 2011). Hirst, Van
Knippenberg, Chen, and Sacramento (2011) found that learning orientation was
positively related to individual creativity when there is low centralization and
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formalization of work within team. Results of Thatcher and Greer (2008) show that
identity at team level (i.e., at what level the relative importance of individual identi-
ties is recognized by significant others) positively influences individual innovation.

A great deal of studies highlights the role of leadership in innovation at team
level. Transformational leadership was more strongly related to individual creativity
when high identification with the leader and high innovation climate were present
(Wang & Rode, 2010). Studies of Gajendran and Joshi (2012) added that quality of
leader-member exchange influenced decisions of team members, which generated a
positive effect on team innovation. The innovation climate within team mediated the
relationship between transformational leadership and team innovation, but individ-
ual motivational states mediated relationship between proactive personality and
innovation at individual level (Chen, Farh, Campbell-Bush, Wu, & Wu, 2013).
Team’s leadership style has direct and strong effects on team innovation (Bledow
et al., 2009a). Rosing et al. (2011) identified that transformational leadership and
participative leadership have strong effect on innovation in the team in early stages,
while transactional leadership and policy have effect in the implementation of ideas
(Wang & Rode, 2010). In another direction, Liao, Liu, and Loi (2010) proposed that
self-effectiveness mediates the relationship between quality of member-leader
exchange and individual creativity, as well as establishing a moderating effect of
differentiation in leader-member exchange on the relationship between quality of
member-leader exchange and individual creativity. Their results showed that dif-
ferentiation in leader-member exchange attenuated indirect effect of quality of
leader-member exchange on individual creativity.

9.8 Factors Influencing Innovation at Organizational Level
of Analysis

Research on innovation at organizational level adds enough effort, but some aspects
are more relevant according to Anderson et al. (2014). These factors are related to
management and use of knowledge, the structure of social networks, organizational
structure and strategy, size, resources, culture, climate, external environment, diffu-
sion of innovation, and corporate entrepreneurship.

Organizational characteristics in terms of size, structure, and strategy received
much attention from researchers. Decentralized structures (Cohendet & Simon,
2007; Jung, Wu, & Chow, 2008), complex structures (Damanpour & Schneider,
2006), structures with little power differentiation (Shipton, West, Parkes, Dawson, &
Patterson, 2006), and low formalization (Jung et al., 2008) favor innovation.
According to Damanpour’s (1991) meta-analysis, organizational innovation is influ-
enced by organizational characteristics such as vertical differentiation, internal com-
munication, external communication, abundance of resources, administrative
intensity, technical knowledge resources, administrative standardization, managerial
attitude toward change, centralization, formalization, professionalism, functional
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differentiation, and specialization, among others (Kimberly, 1981). Most studies
found a significant positive effect between size of organization and innovation
(Camison-Zornoza, Lapiedra-Alcami, Segarra-Cipfes, & Boronat-Navarro, 2004;
Damanpour, 2010), this effect measured in terms of number of employees, total
sales, and financial results. Other studies evaluate the role of micro-institutional
forces in organizational innovation (Vermeulen, Van Den Bosch, & Volberda, 2007),
which involve internal normative, regulatory, and cultural influences and structural
integration of units into one same identity (Puranam, Singh, & Zollo, 2006); restruc-
turing and reorganization (Karim, 2009) affect innovation strategies (He & Wong,
2004).

Another great aspect evaluated in research is concerning to management and its
impact on innovation, especially regarding the role of managers and people man-
agement practices. Offering support in management (Choi & Chang, 2009) of orga-
nizational innovation, emphasizing the role of transactional and transformational
leadership (Jung, Chow, & Wu, 2003; Jung et al., 2008), and attitudes favorable to
innovation by top managers (Damanpour & Schneider, 2006) are directly associated
with innovation. Some demographic characteristics of managers are also associated
with innovation, such as racial and gender heterogeneity in team management
(Richard, Barnett, Dwyer, & Chadwick, 2004) and share ownership of managers
(Latham & Braun, 2009). However, the service time of managers (Wu, Levitas, &
Priem, 2005; Damanpour & Schneider, 2006) did not provide conclusive results,
sometimes with positive association, sometimes with negative associations.

Recently, the ambidexterity theory (Bledow et al., 2009a, 2009b) has been
responsible for explaining with considerable empirical support how the process of
managing conflicting demands at multiple organizational levels contributes to inno-
vation (Rosing et al., 2011). Active management and self-regulatory processes are
needed for integration of activities carried out by subsystems or in different moments
(Bledow et al. 2009a, 2009b), which characterizes successful management of con-
flicting demands of exploration (creating new products) and exploitation (produc-
tion and implementation of products). Results of Lin and McDonough IIT (2011)
studies provided support to indicate the extent to which (1) a strategic leadership
influences a culture of sharing knowledge, (2) a culture of sharing knowledge
directly affects the degree of innovation and organizational ambidexterity, and (3)
organizational culture mediates the relationship between strategic leadership, inno-
vation, and ambidexterity.

Regarding the people management practices, important results show that provi-
sion of training, employee engagement practices, use of performance-based pay
systems, use of flexible working hours, variety of activities, autonomy in the exer-
cise of occupation, and flexibility in management of people are related to high levels
of innovation (Martinez-Sanchez, Vela-Jiménez, Pérez-Pérez, & De-Luis-Carnicer,
2009; Shipton et al., 2006).

More recently authors are concerned with the use of tangible and intangible
assets (Choi & Chang, 2009), such as production, use and dissemination of knowl-
edge through internal and external networks (Figueiredo, 2011) as factors that
leverage innovation. Investigations on availability (Choi & Chang, 2009) point that
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quality and diversity of resources (Srivastava & Gnyawali, 2011), resource exchange
(Hargadon & Bechky, 2006), and lack of resources influence innovation and its
implementation (Greve, 2003), especially considering the macro level of innova-
tion measure. Some concepts as absorptive capacity (Lichtenthaler, 2009), intel-
lectual capital (Rothaermel & Hess, 2007), storage of knowledge (Kyriakopoulos &
De Ruyter, 2004), search for knowledge (Katila, 2002), knowledge sharing (Van
Wijk, Jansen, & Lyles, 2008) and social networks (Phelps, 2010) refer to the use of
knowledge and organizational learning. Many research topics have been investi-
gated such as actors’ role in social network regarding to their actions in creation,
transfer and adoption of knowledge (Phelps, Heidl, & Wadhwa, 2012) and how
strong ties between different units encourage adoption of new ideas (Kijkuit & Van
den Ende, 2010).

Defined as the sum of organizational innovation efforts, proactivity, renewal, and
risk actions (Sebora & Theerapatvong, 2010), corporate entrepreneurship has
received much attention in recent years (Narayanan, Yang, & Zahra, 2009) through
research on how characteristics of entrepreneurs influence innovation process (Baron
& Tang, 2011; Zhou, 2008) and facilitate introduction of changes in established
organizations (Lassen, Gertsen, & Riis, 2006). Surveys highlight the role of human
resource practices (Zhang & Jia, 2010), the decision scope (Heavey, Simsek, Roche,
& Kelly, 2009), transformational leadership (Ling, Simsek, Lubatkin, & Veiga,
2008), perceptions of external environment, and discretionary shortage (Simsek,
Veiga, & Lubatkin, 2007) as factors that promote corporate entrepreneurship and
increase level of innovation.

One of the main organizational aspects associated with innovation concerns
organizational culture and climate (Anderson et al., 2014; Zhou & Shalley, 2003).
For this reason, this chapter will discuss in greater detail the influence of these phe-
nomena on innovation.

9.9 A Detailed Analysis of Climate and Cultural Influences
on Innovation

A difficult part of these studies is differentiating aspects which are climate compo-
nents or organizational culture (Schneider et al., 2013). Many studies classify cli-
mate as shared perceptions, and thus, the basic premise is that an innovative
organization can develop an organizational climate that favors creativity and subse-
quently promote innovation (Tidd, Bessant, & Pavitt, 2003). Baer and Frese (2003)
explored innovation as a background for organizational performance and found that
the relationship between innovation process and company performance was
enhanced by high levels of personal initiative and psychological safety. In addition,
most studies linking climate innovation focus on the level of groups and work teams
(Anderson & Gasteiger, 2008). Research evidence points to organizational climate,
creativity, and innovation fostered by leader behavior, self-efficiency, and encour-
agement for independence being an innovation driver at organizational level
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(Jung et al., 2008; Patterson et al., 2005). Dobni (2008) points out that “in an orga-
nizational environment, innovation is often expressed through behaviors or activi-
ties that are ultimately linked to a tangible action or result” (p. 540).

Usually the difference between components of culture and organizational climate
lies in the moment that beliefs, shared values, and social norms generate attitudes,
subjective norms, and perceived behavioral control standards, which are determi-
nants of intention and willingness of employees to engage in innovative activities
that guide the way, the level, and speed of innovation (Montalvo, 2006; Nacinovic,
Galetic, & Cavlek, 2010). Both studies on organizational culture and innovation
have been of interest to several researchers because they are cited as source of com-
petitive advantage and business success (Khazanchi, Lewis, & Boyer, 2007; Martins
& Terblanche, 2003). Despite the presence of comprehensive prescriptive literature
in this area, there is already a significant scientific framework relating the two
variables.

Studies’ findings linking culture and innovation have different terminologies to
address issue in organizations, the most present being innovation culture (Bakovic,
Lazibat, & Sutic, 2013; Dobni, 2008; Linke & Zerfass, 2011; Naranjo-Valencia
et al., 2011; Sharifirad & Ataei, 2012), culture of innovation support (Khazanchi
et al., 2007), culture that stimulates innovation (Martins & Terblanche, 2003), inno-
vative culture (Hyland & Beckett, 2005; Machado, Gomes, Trentin, & Silva, 2013),
culture-driven innovation (Stamm, 2009), and culture-oriented innovation (Gobara
et al., 2010; Stock, Siz, & Zacharias, 2012; Zhu & Engels, 2014).

Theoretical bases are diverse (Bruno-Faria & Fonseca, 2014), with several
theoretical models created from propositions of authors of these studies (such as
Dobni, 2008). There is no framework that adds propositions involving organiza-
tional culture, organizational results, and innovations. However, it is possible to
define two basic segments: (1) the use of typologies of organizational culture and
investigation of the effect of cultural types on innovative behaviors and innova-
tion at group and organizational levels and (2) the design of organizational cul-
ture globally, based on its components or dimensions defining a culture for
innovation and its effect on innovative behavior and innovation at group and orga-
nizational levels.

There is still controversy about characteristics of organizational culture that lead
to innovation, since the conceptual range of variable culture is extensive and reports
a low production of comparative empirical studies on the subject (Anderson et al.,
2014). The matter of level of analysis is reiterated by authors who argue that orga-
nizational culture is an integral aggregate variable in which the referent is a group
of individuals, but it cannot be reduced to a list of individuals’ properties (Jaskyte &
Dressler, 2005).

Among studies on culture and innovation, there are those intended to evaluate
the proper environment for innovation and specifically try to identify cultural
aspects engendered in the process justified by potential strategic competitive advan-
tages that culture takes in this scenario (Dobni, 2008). In this trend, there is no
association of culture measures with more objective measures of innovation such as
number of innovations presented. Dobni (2008) proposes a kind of inventory to
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evaluate four theoretical dimensions of culture of innovation, being propensity for
innovation and organizational circumscription (intension to innovate); organiza-
tional learning, creativity, and empowerment (innovation infrastructure); market
orientation and orientation toward value creation (influence of innovation); and
context of implementation (innovation implementation). This inventory aims to
evaluate the theoretical model proposed by the author that includes “intention to be
innovative, infrastructure to support innovation, knowledge and guidance to
employees to support the thoughts and actions needed for innovation and an envi-
ronment or context to support implementation — which invariably has inherent risk
and rewards in return” (Dobni, 2008, p. 552). The intention of characterizing an
innovative cultural environment can also come by inspiration of organizational cul-
ture models, as the “onion” model of Hofstede (Machado et al., 2013). With the
purpose of identifying innovation culture variables, the author developed an instru-
ment based on nine elements: values; beliefs and assumptions; rites, rituals, and
ceremonies; stories and myths; taboos; heroes; standards; communication; and arti-
facts and symbols.

A great problem of the association of culture with innovation concerns the com-
parison of culture measures and innovation measures. Most innovation measures
involve the number of new products or services presented by the organization
(Anderson et al., 2014). Direct association between cultural dimensions, often char-
acterized as culture oriented or innovation oriented, and product, service, or process
innovations is explored by many authors and presents several clues. Cultures that
are adhocratic (flexibility, change, growth, creativity, and adaptation) and tolerant to
risk are positively related to development speed of new products (Menon,
Chowdhury, & Lukas, 2002), a culture focused on innovation, and competent, com-
mitted, and innovative individuals associated with innovative organizations (Steiber
& Aldnge, 2013) or influencing the relationship between HR systems and the devel-
opment of new products (Lau & Ngo, 2004).

Other dimensions are also listed as components of a culture for innovation:
support innovation, risk propensity, and tendency for generating ideas, auton-
omy and proactive and risk propensity (Bakovic et al., 2013; Tellis, Prabhu, &
Chandy, 2009).

There are many questions about the extent to which these constructs characterize
organizational climate or culture. Organizational incentives, supervisor encourage-
ment, support the working group, challenging work, job autonomy rather reflect this
question and have significant and positive influence on organizational culture and
organizational innovation, and moderate the relationship between team and organi-
zational innovation (Lin, Chuang, Chang, & Yeh, 2012). Seven dimensions of orga-
nizational culture (goal orientation, orientation to innovation, participation in
decision-making, structured leadership, support leadership, shared vision, and col-
laboration, among members) were significantly related to implementation innova-
tions (Zhu & Engels, 2014). There were also significant associations between
leadership behavior and a culture of innovation (Apekey, McSorley, Tilling, &
Siriwardena, 2011).
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Indirect relations also involve organizational culture (or dimensions of it) as media-
tor or moderator variable or being mediated by other variables such as innovation
(Uzkurt, Kumar, Kimzan, & Eminoglu, 2013). Innovation is a complete mediator in
the relationship between organizational culture and organizational performance
(Uzkurt et al., 2013) as organizational culture measurement was based on four con-
structs: cooperativeness, innovation, consistency, and effectiveness. Cultural barriers
and innovation results have strong, negative, and direct relationship (Leal-Rodriguez,
Ariza-Montes, Roldan, & Leal-Millan, 2014), but cultural barriers also mediate the
relationship between absorptive capacity and innovation results. There is no indication
of the five items of cultural barriers (Leal-Rodriguez et al., 2014) as discriminative of
what is being assessed as a cultural barrier. Some groups (building culture and mana-
gerial knowledge) and individual aspects (creativity and self-leadership) are singled
out as a group of innovative behavior history (Pratoom & Savatsomboon, 2012).

There is evidence of mediation effect of creativity in self-leadership, group con-
structive culture, and managerial knowledge innovation of group members (Pratoom
& Savatsomboon, 2012). Some authors evaluate the relationships between transfor-
mational leadership and levels of technological innovation, as well as the moderating
effects of innovative culture and incentive payment. The results indicate that behav-
ior of transformational leadership promotes technological innovation level in busi-
ness units, and this mediated its relationship with innovative culture. In addition, the
adoption of financial incentives neutralizes the relationship between transformational
leadership and technological innovation (Chen, Lin, Lin, & McDonough, 2012).

For the sake of facilitating comparison between results of previously reported
studies, a considerable group of researchers choose to adopt organizational culture
typologies associated with innovation measures in individual, group, and organiza-
tional levels. In general, studies involve cultural dimensions of Hofstede (Hofstede,
1998), Competing Values Framework of Cameron and Quinn (Hartnell, Ou, &
Kinicki, 2011), Schein’s propositions (Hogan & Coote, 2013; Martins & Terblanche,
2003), and the cultural profile model (O’Reilly, Chatman, & Caldwell, 1991).
Another problem on innovation measures which range from organizational (innova-
tion results, innovation, etc.), group, and individual (innovative behavior) levels.

The multilayered organizational culture model (Schein, 1996) has influence on
innovative organizational behavior and performance measures (Hogan & Coote,
2013). Rules, artifact, and innovative behavior partially mediate effects of values on
company’s performance (Hogan & Coote, 2013). Some determinants of organizational
culture (strategy, structure, support mechanisms, behavior that encourages innova-
tion, and open communication) influence creativity and innovation, and values,
norms, and beliefs can support or inhibit creativity and innovation (Martins &
Terblanche, 2003).

The Organizational Culture Profile (O’Reilly et al., 1991) has also been evalu-
ated as a predictor of innovation or behaviors associated with it. There is evidence
that a competitive culture-oriented result has a strong relationship with climate for
organizational innovation, and it mediates the relationship between transforma-
tional and leadership climate for organizational innovation (Sarros, Cooper, &
Santora, 2008). Jaskyte and Dressler (2005) describe the cultural consensus—strong
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cultures—and organizational values in Organizational Culture Profile (O’Reilly
et al. 1991) are predictors of organizational innovativeness.

Perhaps the model of competing values (Cameron & Quinn, 1999) is the one that
presents the most consistent evidence of cultural types influencing innovation rela-
tionship. Clan and adhocratic cultures and cash crops are differentially and positively
associated with efficiency criteria (Hartnell et al., 2011). The developmental culture
was the strongest predictor of performance measures: product quality, product inno-
vation, and process innovation. Rational culture shows a relationship with product
quality and, along with clan cultures and hierarchical cultures, also plays an impor-
tant role in predicting process quality (Prajogo & McDermott, 2011). Some authors
have managed consistent and repeated results between types of organizational cul-
tures that stimulate or inhibit innovations, innovation strategies, and organizational
imitation, using organizational culture instrument based on Competing Values
Framework (Naranjo-Valencia, Jimenez Jimeénez, & Sanz-Valle, 2012; Naranjo-
Valencia, Sanz-Valle, & Jimenez-Jimenez, 2010; Naranjo-Valencia et al., 2011;
Sanz-Valle, Naranjo-Valencia, Jiménez-Jiménez, & Perez-Caballero, 2011). While
adhocratic cultures can improve development of new products or services, hierarchi-
cal cultures inhibit product innovation (Naranjo-Valencia et al., 2010). In addition,
adhocratic cultures promote innovation strategies, and hierarchical cultures promote
the imitation strategy (Naranjo-Valencia et al., 2011). The authors point out that the
relationship between culture and innovation is more complex than what is shown in
literature, with cycles of inhibition and incentive (Naranjo-Valencia et al., 2012).
These previously found relationships were also associated with organizational learn-
ing with results that corroborate an indirect relationship of organizational culture in
technical innovation, mediated by organizational learning (Sanz-Valle et al., 2011).

This relationship between organizational learning and culture was also assessed
with the use of cultural types of Hofstede (Bockstedt, Druehl, & Mishra, 2015;
Cakar & Ertiirk, 2010). Results suggest that collectivism and uncertainty avoidance
are positively associated with formal learning, whereas power distance is negatively
related to formal learning through training (Cakar & Ertiirk, 2010). The results also
suggest that power distance and uncertainty avoidance are associated with innova-
tion capacity at individual level, while associations between collectivism and inno-
vative capacity and between focus on assertiveness and empowerment are found at
company level. Formal learning, through training, was positively related to innovation
capacity for both small- and medium-sized enterprises (SMEs), both at individual
and organization levels (Bockstedt et al., 2015).

The learning culture and knowledge generation have also been associated with
innovation. The results show that organizational learning culture has a strong posi-
tive direct effect on innovation, as well as a moderate indirect positive impact
through an innovative culture (Skerlavaj, Song, & Lee, 2010). Other results also
showed moderating effect of culture centered on knowledge, leadership centered on
knowledge, and HR practices centered on knowledge in the relationship between
the variables of knowledge exploration, exploitation practices, and innovation
results (Donate & Guadamillas, 2011).
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Anyway, organizations and leaders are trying to create an institutional frame-
work and informal relationships in which creativity and innovative behavior and
innovation in group and organization levels are accepted as cultural basic standards,
which have found some support in research findings in the area. It has become clear
that the unwritten rules of the game (rules and standards of behavior) and shared
values influence performance, creation, and implementation of innovations in dif-
ferent ways (Anderson et al., 2014). To facilitate global understanding of these rela-
tionships, this amount of cited variables and their influence on innovation at various
levels can be balanced and presented in Fig. 9.1. This figure depicts only direct
relationships between variables, encompass indirect relations would bring greater
difficulty on figure construction.

9.10 Practical Implications of Knowledge on Innovation

As one can see by literature review, innovation has received great attention from
various areas of knowledge. Psychosocial and management factors have gained
much attention in recent years because they involve aspects that directly influence
creation and implementation of ideas in the workplace.

What are the practical implications for employees and managers to foster inno-
vation? This is a complex question given the number of variables in research with
positive results to influence innovation, whereas indirect effects (moderation and
mediation) are still poorly studied. In a very complex way, all variables can interact
to generate positive and negative effects on innovative behavior. Insofar as all the
models and recommendations constitute a simplification of reality, it is important to
point out that, above all, it is an attempt to translate these results to a more peculiar
language.

Initially it is important to speak of the individual, because it portrays the features
that can influence directly or indirectly innovative behavior that will generate new
products and services. Another application relates to selecting individuals that have
these characteristics if there is intention to form working groups that can provide
innovative behavior. The important thing to emphasize here is that the surveyed
characteristics are prone to intervention that promotes them at individual level,
which sets the level at which the changes primarily occur. Goal-oriented people,
especially learning goals, which have strategic knowledge for the company, who
have a cognitive opening (mental), that use intuitive thinking, present skills to form
social networks (to connect to other people), which have good self-esteem and have
positive expectations of performance results and tend to be more directed toward
innovation and present innovative behavior. The person-organization adjustment
can be promoted through selection processes to choose professionals with aspira-
tions and perspectives congruent with the organizational environment in which they
will work.
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Tasks presenting more complexity and less routine and requiring more skills of
professionals provide a favorable context for production and implementation of new
ideas. Development of more meaningful tasks that identify themselves with profes-
sionals responsible for them increases the likelihood of producing innovations in terms
of products, new services, and proposed ways of carrying out relevant activities.

The working group has key role, since it can be designed to encourage the cre-
ation and implementation of ideas. There are specific attributes of leadership/super-
vision as much as their peers. But climate of innovation idea at team level has been
very fruitful. The management development courses should focus on skills that can
be trained in management, such as providing feedback to subordinates, guiding to
make clear tasks and reasonable expectations, offering support to innovation initia-
tives from subordinates, and creating a positive relationship with them. The com-
mitment to change and a positive attitude to change programs need to be developed
among the managers who are directly involved in innovation processes.

Confidence, cooperation, and support of colleagues in the development of ideas
that generate innovation become fundamental. The relationship with colleagues can
become the main inhibitor of creation and implementation of ideas. When these
attitudes and behaviors are shared in a work team, there is construction of a climate
for innovation that is fundamental in innovation processes and building a culture for
innovation. The team management that fosters participation and encourages trans-
formation in the workplace are features of this climate for innovation which is also
characterized by the sharing of a vision, task orientation, cohesion, and cooperative
management of conflicts. Tension and conflict in groups must exist but in manage-
able levels and focus on the tasks, which leads to the solution sharing to work prob-
lems. Relationship conflict levels managed inappropriately are very harmful to the
teams that want to innovate.

The climate for innovation at team level appears to be the first step to building a
culture of innovation or cultural orientation to innovation. Such cultural perspective
has been characterized by orientation to goals, shared vision, orientation, innova-
tion, cooperation, promotion of employee participation in decision-making, results
orientation, flexibility in conducting of standards, valuation of change, offering sup-
port innovation stuff, development of risk propensity, generation of ideas, apprecia-
tion of work in teams, etc. These characteristics overlap to some extent, which
shows that they are combined according to the organization’s environment. Culture
management consolidates interventions that have such purposes.

These interventions can be characterized by mechanisms of use and diffusion of
knowledge among organizational members, offering training and development
activities that promote construction and sharing of knowledge; introduction of
performance-based reward systems; organizational restructuring aiming decentral-
ized, complex structures with little differentiation of power; availability of resources
for implementation of activities; implementing flexible working hours; and estab-
lishing partnerships with other organizations to set up innovation networks.

Larger organizations and a more diverse top management team are also reflected
in higher innovation rates. The ambidexterity has been an organizational feature
rather desired to enable the company to effectively manage the exploration activities
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as the technology exploration should be conducted intensively to enable the achieve-
ment of sustainable competitive advantage by the company. Among the challenges
experienced by companies, there is one related to the balance between organiza-
tional actions to support the current success and those that aim to drive future suc-
cess. One can compare this challenge to simultaneous participation in two games
with different rules and objectives. In one of the games, the company aims to short-
term competitiveness and focuses on operational efficiency resulting from align-
ment of its strategy, structure, people, culture, and processes. At the same time, in
search of the achievement of long-term success, rules of the second game are to
understand how and when to start an innovation process for radical technological
change in the organization.

Through the current capacity utilization activities, called exploitation in American
language, actions for improvement and efficiency are included over the current
products and processes in order to meet the needs of customers and markets already
conquered. The exploitation activities enable refinement and implementation of the
existing skills and knowledge, generating incremental innovation, enabling the
deployment routines focusing on increasing the reliability of processes, and increas-
ing profits in the short term. The activities of prospecting, called exploration in
English, are aimed at seeking new skills and are related to the long-term returns.
Features such as openness to experimentation, flexibility, risk acceptance, and inter-
est in the development of radical innovations are presented as inherent in the pro-
cess of exploration and exploitation of new ideas.

The main conclusion of this chapter concerns the need for actions on many levels
in organization with the purpose of promoting generation and implementation of
ideas and therefore fostering innovation process.
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Chapter 10
Positive Rule Breaking and Implications
for Organizations

Maria Cristina Ferreira, Marcos Aguiar de Souza, Claudio Vaz Torres,
and Maria da Gloria Lima Leonardo

10.1 Introduction

For many decades, organization scholars have been devoted to understand the nega-
tive deviant workplace behaviors (Spreitzer & Sonenshein, 2004). The organiza-
tional psychology have labeled these behaviors in different ways, for example,
workplace deviances, counterproductive behaviors, antisocial behaviors (Appelbaum
& Shapiro, 2006), and lack of civility in the workplace (Robbins & Judge, 2007).
These behaviors are typical to individuals and groups. The main characteristic of
this behavior lays on the fact that these are volunteer acts to break the organizational
rules, entailing losses to the organization and its members (Robbins & Judge, 2007;
Rotundo & Spector, 2010). Actions such as frauds, drug abuse, thefts, vandalism,
aggressions, sabotages, waste of time and material, intentional slowness to perform
labor tasks, dissemination of rumors, refusal to cooperate, non-compliance with the
supervisors’ instructions, frequent delays, moral harassment, and lack of ethics in
decisions are examples of this kind of behavior (Bayram, Gursakal, & Bilgel, 2009;
Robinson & Bennett, 1995; Spector, Fox, & Domagalski, 2006).

However, more recently the positive deviant workplace behaviors in organiza-
tions have also deserved the scholars’ attention, mainly after the expansion of the
positive organizational psychology movement. Just like the negative deviant work-
place behaviors, these behaviors violate the organizational rules, but their intention
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is to benefit rather than harm the organization and its members (Robbins & Galperin,
2009). This chapter aims to approach the positive deviant workplace behaviors in
organizations. It starts by discussing the concept of rules and their role in organiza-
tions. Next, it characterizes the positive workplace behaviors that deviate from the
organizational rules regarding their definition, types, differences, and similarities.
Then, it points out measurement instruments that are being developed to measure
these behaviors, as well as the main antecedents in the light of theoretical proposi-
tions and empirical studies with this focus. Finally, it discusses the implications of
these actions to the organizations, mainly regarding management.

10.2 What Are Organizational Rules?

Rules are a long-lasting object of study of social psychology that has been
approached by several authors. The construct is eminently connected to the concept
of social group, and, thus, it is important to characterize what is a social group.
According to Sherif (1968), a group can be conceptualized as a social unit made up
by a given number of individuals that in a given moment perform specific roles and
relate one another.

Rules arise from social groups, since rules are beliefs shared by a given social
group about how a person ‘“should” act in relation to the others (Emmerich,
Goldman, & Shore, 1971), i.e., the collective obligations or group rules that involve
the “duty” since these are developed by the group to rule the behavior of its mem-
bers (Feldman, 1991). In this sense, these are of descriptive and prescriptive nature
because they are associated to descriptions about behavior standards that the group
members should adopt (Miller & Prentice, 1996). Therefore, to exist, a rule must be
shared by a group of individuals that must agree with it and be aware that the group
members, according to their social status, should act and feel in a given way.

Miller and Prentice (1996) differentiate local from global rules. Local rules are
characterized by “relative standards” built by small groups as they become neces-
sary and which are used by the individual to compare and evaluate its position in
relation to the group (individual level). Global rules, in turn, consist in absolute
standards applicable to any social context, built from the consistent interaction of
the individual with the dynamics of the society and culture. Jackson (1966) does not
agree with the definition of rule at the individual level. According to the author, to
define rule, one should approach it as an interactional and suprapersonal concept,
i.e., as an attribute of culture.

According to Feldman (1991) rules are developed in four different ways: (a) by
the social group leader to ensure his/her survival; (b) by a critical incident in the
group’s history, clarifying which behaviors are consistent with the group values; (c)
by the first behavior that happens in the group and that characterizes the group rou-
tine; and (d) by behaviors brought by past works and that are considered standards
of a profession. Regardless how the rule is built, culture always has remarkable
influence on the development of a rule by the group (Triandis, 1994).
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Based on these authors, we could say that rules refer to behaviors that a group
considers acceptable in a given situation and are learned by the members of that
social system. Just like any other organized group activity, these involve a standard
of ideas and assume minimum consensus or approval by the social system. In other
words, rules comprise behaviors approved by the social system. Moreover, rules
embrace a set of behaviors considered acceptable or tolerable by the social group in
a specific situation. This way, acceptable behaviors and agreement by the members
of social groups about these behaviors are core elements to define the rule.

Although all-encompassing, this definition is also applicable to the organiza-
tional context. In the specific case of organizations, rules prescribe the acceptable
behaviors to its members. In this sense, the ways to make decisions, communicate
with superiors, and deal with coworkers are examples of behavior standards associ-
ated to organizational rules. On the other hand, rules also prescribe the sanctions
applicable to those who violate the behaviors considered acceptable (Lux, Ferris,
Brouer, Laird, & Summers, 2008). Therefore, rules limit the way people in a given
group (e.g., the holders of a specific office in the organization) behave to be accepted
by coworkers (Porras & Robertson, 1992). In brief, rule can be understood as a
search for assurance of uniformity and thus of the work operation conform to what
has been defined.

However, rules are not static, i.e., they have their own dynamisms since they are
eminently bound to the interactions and exchanges taking place in the organiza-
tional environment. Therefore, rules are largely influenced by individual behaviors
and reactions of the organization members (Lux et al., 2008).

Though, formal and informal, explicit or implicit rules should be differentiated,
mainly in the organizational context. As mentioned, every rule limits how a person
behaves. Yet, formal organizational rules refer to the procedures or behaviors con-
sidered standard, or to the rules to be followed and put in practice in most organiza-
tional situations and events (Freitas, 2010). This is not necessarily opposite to the
informal rules, but the first prescribes and describes the set of behaviors to be
adopted by groups in the organizations, including by its creator, and usually are
explicit. These are associated to instruction handbooks, concern the proper proce-
dures for specific situations, and could be related to forms of production, quality
standards, and technical specifications (Smircich, 1983).

Informal rules, in turn, do not use to be explicit or written. Rules guide the
behavior of individuals everyday in the organization, driving their behaviors ideally
(but not necessarily) to achieve the organizational goals. They keep the notion,
jointly with their formal counterpart, that these are the behaviors expected from
individuals in each occasion (Fleury & Fischer, 1996). But they may go beyond,
representing at heart the most surfaced and shared part of the organizational culture
that relates to organizational goals, mainly when these are not congruent with the
formal rules.

Finally, it is worth mentioning that the organization’s informal regulatory system
is grounded on impersonality; it should be followed by all under the penalty of very
adverse or punitive consequences enforced by the different social groups part of the
organizations; and these are highly sensitive to social interactions, being transmitted
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and socialized by other elements of the organizational culture. Formal rules, in turn,
are prescriptive. These inform, communicate, and update the behavioral standards
expected from individuals in the organizations, officially and most of the times
explicitly. Not always (or few times), these are coherent with the informal rules.

10.3 Characterizing the Positive Deviant Workplace
Behaviors in Organizations

The first theorists interested in studying the positive deviant workplace behaviors,
also known as prosocial rule-breaking behaviors or constructive deviance (Galperin,
2012), tended to characterize them as a construct opposite to the negative or dys-
functional deviant workplace behavior, because they consider that both behaviors
were similar and, thus, could be integrated under the broader concept of rule break-
ing in organizations. In this sense, Warren (2003) considers that positive deviant
workplace behaviors are acts that deviate from the reference group rules, but con-
form to the hyper rules (global beliefs and values), while Galperin (2002) defines
these as behaviors that violate the most significant organizational rules to benefit the
organization, i.e., contribute to its wellness. Spreitzer and Sonenshein (2004), in
turn, characterize them as intentional and volunteer behaviors detached from the
rules of a reference group, but in a honorable way, i.e., with the purpose to contrib-
ute to the organizational goals, regardless the consequences.

The positive organizational rules deviance are thus associated to volunteer and
intentional acts that are not formally sanctioned by the organizations, but that ben-
efit them economically and financially (Appelbaum, Iaconi, & Matousek, 2007). An
example is when an employee violates the rules to solve a client’s problem, to
implement an innovative idea, or criticize an incompetent superior on behalf of the
organization. In principle, these are not expected behaviors. Moreover, to be consid-
ered as such, the employee should consciously decide to significantly detach from
the rules, to the point of being noticed (Spreitzer & Sonenshein, 2003). In other
words, they are part of a volitional and conscious process of the employee who, due
the force of habit, can even become automatic over time. In this sense, the violation
of rules unknown to the organization members, rules accidentally disobeyed, or
rules whose mandatory nature is not clear should not be considered a positive devi-
ant workplace behavior (Morrison, 2006).

Hence, both positive and negative deviances of rules concern volunteer and
intentional behaviors of the organization members and are focused on the general
expectations about the acts practiced by those individuals. However, they differ in
nature, since negative workplace deviances are naturally destructive, while the posi-
tive ones aim at the benefit of the organization.

In one of the earliest typologies developed to characterize the positive rules devi-
ance, Galperin (2002) classified them in two categories: interpersonal deviances
focused on individuals including, for example, behaviors such as disobedience to
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orders of superiors to improve the organizational processes; and organizational
deviances focused on the organization and subdivided into innovative behaviors and
behaviors to challenge the organization. Innovative behaviors are associated to the
implementation of creative ideas to solve the organization’s everyday problems to
help it, while behaviors of challenging the organization are related to acts to chal-
lenge the organization’s rules to help it as, for example, in the cases of breaking
rules to solve the clients’ problems (Galperin & Burke, 2000).

Warren (2003), in turn, proposes that constructive deviances in organizations are
a higher-order construct that comprises several positive behaviors that other authors
have introduced in the organizational area. These are divergence of organizational
principles (manifestation of disagreement with some organizational practices and
attempts to change these; Graham, 1986); counter-role behaviors (actions in the
opposite direction of the prescribed roles but aimed to remedy procedures and
expectations of dysfunctional roles to the organization; Staw & Boettger, 1990);
tempered radicalism (adoption of behaviors directed to transform the organization
by individuals that do not fit into the organizational culture, but who are committed
and productive; Meyerson & Scully, 1995); whistleblowing (communication of
information about illegal or unethical practices adopted by the organization; Near &
Miceli, 1995); voice expression (volunteer emission of ideas and opinions about
ways to improve the labor context; Van Dyne & LePine, 1998); some types of pro-
social behaviors (actions that extrapolate the office prescriptions but benefit the
organization rather than directly benefiting the individual; O’Reilly & Chatman,
1986); some modalities of behaviors of organizational citizenship (discretionary
behaviors that exceed the responsibilities of the office to which the employee has
been appointed, and aim to assist coworkers and the organization; Organ, 1988);
and creative or functional disobedience (acts of disobedience against morally ques-
tionable orders; Brief, Buttram, & Dukerich, 2001).

Adopting a position opposite to the aforementioned ones, instead of designing a
classification of constructive deviances, Spreitzer and Sonenshein (2004) dedicated
to establish some similarities and differences among four prosocial behaviors (orga-
nizational citizenship, whistleblowing, innovation, and corporate social responsibil-
ity) and the positive deviant workplace behaviors. According to the authors, although
these behaviors share common characteristics of extrapolating the organization’s
rules to benefit it, being not practiced by most of the members and that they could
be classified as honorable, they cannot be always considered as positive deviances
from the rules.

Regarding the organizational citizenship that encompasses discretionary behav-
iors that could be labeled as honorable, Spreitzer and Sonenshein (2004) state that
these differ from the positive deviant workplace behaviors because the first just
extrapolates the requirements of the individual’s specific office (such as performing
the work of an absent workfellow), while the constructive deviances extrapolate the
formal rules of the organization, although sometimes the office requirements may
be congruent with a given rule of the organization. Another difference lays in the
fact that citizenship behaviors always target to improve the organizational work,
while positive deviances can contribute or not to that. Moreover, citizenship
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behaviors are less intense as they are manifested through small acts of consideration
for the organization, while positive deviances represent more substantial break of
the organizational rules. Finally, the authors point out that citizenship behaviors
entail little or no cost to the organization, as these are an extension of the prescribed
roles. The positive deviant workplace behaviors, in turn, can result in considerable
costs to the organization. Galperin (2012) also adds that organizational citizenship
behaviors are more passive than the constructive deviances that usually are more
proactive and involve risks.

Depending on its purpose, whistleblowing can be a constructive deviance or not,
i.e., if it violates the organizational rules with honorable intention and prosocial
motivation (Spreitzer & Sonenshein, 2004). In this sense, when it is practiced on the
organization behalf, for example, in the cases of internal dissemination of actions
that in the long term could damage the organization’s reputation to allow the orga-
nization to change the course, it could be considered a constructive deviance.
However, whistleblowing can also be adopted in one’s own interest, like when an
employee voluntarily discloses to the audience external to the organization any ille-
gal practice that could damage it (the organization) for self-promotion, to obtain
financial gains or pay back the organization. In these events, whistleblowing is con-
sidered a destructive deviance (Robbins & Galperin, 2009).

Sticking to innovative behaviors, Spreitzer and Sonenshein (2004) emphasize
that although these typically seek to benefit the organization, they are not always
honorable as is the case with the hackers, for example, that develop a new virus to
hack into computers all over the world. Moreover, the innovative behaviors are not
always a break of rules as happens, for example, with entertainment and advertising
organizations where the rule is to be creative and innovative. Regarding the corpo-
rate social responsibility, specifically the adoption of organizational practices that
benefit the society and, thus, the organization itself, the main difference is that it
happens only at the organization level and could be congruent or not with the nor-
mative rules of other organizations of the sector. The positive deviant workplace
behavior, in turn, mainly involves individual break of rules internal to the organiza-
tion, although it could also refer to rule breaking by the organization (Spreitzer &
Sonenshein, 2004).

In a more recent publication, Vadera, Pratt, and Misha (2013) resume the
position advocated by Warren (2003) that positive deviances from rules can be
considered a higher-order construct that comprises a wide range of constructive
behaviors. According to the author, in the last decades, these behaviors have been
investigated in separate, hindering the development of integrated models capable
to foster research on the causes and processes shared by these practices. Based
on this assumption, they propose a typology to positive deviances from rules in
organizations, including some of the behaviors previously approached by Warren
(2003)—counter-role behaviors, whistleblowing, voice expression, prosocial
behaviors—added to the behaviors of creative performance, issue selling, taking
charge, extra-role, and prosocial rule-breaking behaviors, because in their view,
these also meet the required criteria to classify a behavior as positive or con-
structive rules deviance. These criteria are that they deviate from the reference
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Table 10.1 Typologies of positive deviances of rules

Galperin (2002) Warren (2003) Vadera et al. (2013)
Interpersonal deviances | Divergence from organizational Taking charge
principles
Organizational Counter-roles behaviors Counter-roles behaviors
deviances
Tempered radicalism Issue selling
Whistleblowing Whistleblowing
Voice expression Voice expression
Prosocial behaviors Prosocial behaviors
Behaviors of organizational Extra-role behaviors
citizenship
Creative or functional Creative performance
disobedience
Prosocial behaviors of rule
breaking

group rules, benefit the reference group, and are in line with the hyper rules of the
organization.

According to Vadera et al. (2013), creative performance is characterized by the
generation of new ideas or solutions to the organizational issues, while issue selling
refers to actions the employee undertakes to influence the organizational agenda,
making their superiors pay attention to some ideas the employee deems strategic to
the organization.

The behaviors of taking charge are related to constructive efforts to make func-
tional changes to how work is executed, while the prosocial behavior of breaking
rules refers to the intentional violation of formal procedures, regulations and poli-
cies of the organization to benefit it, the clients, and coworkers. The authors’ typol-
ogy is one of the most all-encompassing. However, the authors recognize that,
although all the behaviors included in it comply with the hyper rules and aim the
benefit of the reference group, they not always stand for a deviance of the reference
group’s rules, except for the issue selling, prosocial rule-breaking behavior, and
counter-role behaviors that necessarily imply positive deviance from the reference
group’s rules. Table 10.1 summarizes the main typologies of positive rule deviances
approached in this paper.

10.4 How to Evaluate the Positive Deviant Workplace
Behaviors in Organizations?

There are fewer measures of positive deviant workplace behaviors in organizations
than measures of negative deviant workplace behaviors because of the historically
greater interest on these last. However, more instruments to evaluate positive devi-
ances have been developed in the last two decades, simultaneously to the increase



194 M.C. Ferreira et al.

of empirical studies and the theorization about this matter. Next we present some of
these tools. This is not an exhaustive list of the instruments developed up to these
days for this purpose, since the boundaries between these behaviors and other
related constructed are not yet clearly defined in the literature on this area. Therefore,
we decided to include in this review not only the instruments available to evaluate
the three types of behavior that Vadera et al. (2013) considered to be clearly allo-
cated in the category of positive rule deviances (counter-role behaviors, issue sell-
ing, and prosocial behaviors of rule breaking) but also measures to evaluate this
construct in a global way.

Regarding the counter-roles behavior, we found no instrument specifically devel-
oped to evaluate this construct whose psychometric properties have been tested. The
only reference found on the construct was the study by Staw and Boettger (1990),
where the authors analyze only one aspect of the counter-roles behavior, i.e., the
review of tasks (action performed to correct an erroneous task). The research was of
experimental nature and participants were allocated in different conditions.
However, all of them received a text to review and then two independent evaluators
coded the total number of ideas comprised in the review and the number of new
ideas presented.

Similar to the counter-roles behaviors, no instrument specifically devised to eval-
uate the issue-selling behavior was found. However, Ashford, Rothbard, Piderit, and
Dutton (1998), in a study about issue selling on gender equality, have adopted as the
construct measurement a scale on the likelihood of success in issue selling, made up
by three items to be answered in 7-point Likert scales, with internal consistency of
0.91. These items were “I am confident I could successfully sell this issue in my
organization,” “I believe I could make all the decision-makers in my organization
buy this issue,” and “I am confident I could make the decision-makers in my orga-
nization pay attention to this issue.”

In a more recent study, Webber, Bishop, and O’Neill (2012) asked the respon-
dents to report the issues sold to their superiors with success or not. Later, they
calculated a success rate to each respondent, based on the number of successful
events divided by the total number of events reported.

Differently from the two constructs mentioned, the prosocial rule-breaking
behavior has scales psychometrically validated for evaluation. In a study of experi-
mental nature, Morrison (2006) presented two scenarios to the participants describ-
ing situations that varied according to the meaning of work, autonomy, and the
coworkers’ behavior and developed a scale to evaluate the prosocial rule-breaking
behavior. The instrument comprises six items to be answered on 5-point Likert-type
scales, varying according to the likelihood or degree of comfort or agreement of
respondent to violate the organization’s rules. The one-factor scale presented inter-
nal consistency coefficient of 0.87 in the first scenario and 0.90 in the second one.
Some examples of the scale items are “How likely you are to violate the organiza-
tion’s policy” and “I think that violating the organization’s policy would be wrong.”

Dahling, Chau, Mayer, and Gregory (2012) developed the General Pro-Social
Rule Breaking Scale (GPSRBS) which tried to reflect the three dimensions of the
prosocial rule-breaking behavior previously identified by Morrison (2006), namely,
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rule breaking to improve, rule breaking to help coworkers, and rule breaking to
provide better service to clients. Those items should be answered on 5-point scales
ranging from never (1) to very frequently (5) according to the individuals’ evalua-
tion about his/her behavior in the workplace.

The questionnaire was applied to staff members of a university in the United
States. The results of the exploratory factor analysis led to a solution of three factors
and 13 items in which the first factor (rule breaking to improve performance) com-
prised five items; the second (rule breaking to help coworkers), four items; and the
third factor (rule breaking to provide better service to clients), four items. The preci-
sion indexes of these factors calculated by the Cronbach’s alpha coefficient were,
respectively, 0.87, 0.81, and 0.86. Some examples of the instrument items are “I
ignore the rules of my organization to reduce bureaucracy and work more effi-
ciently” (factor 1), “I help other coworkers even if it means to disregard the organi-
zational policies” (factor 2), and “I break the organizational rules to deliver better
services to clients” (factor 3).

In another study with a sample of working students from a US university, Dahling
et al. (2012) adopted confirmatory factor analysis procedures and found that the
three-factor structure resulting from the first study was fully replicated in this sec-
ond study. They also found a higher-order construct made up by the three factors.
Accordingly, they observed that scores in this general factor presented negative cor-
relations with conscientiousness and performance at work evaluated by supervisors
and positive correlation with the counterproductive work behaviors. These results
have then suggested validity of the scale construct. Leonardo, Ferreira, Valentini,
and Gabardo-Martins (2016) adapted the scale to Brazilian samples, with good psy-
chometric characteristics.

Regarding the evaluation of positive deviant workplace behaviors in general,
Galperin (2012) developed a constructive deviance measurement to be answered on
7-point scales that ranged from never to everyday, according to the degree of
engagement with deviant workplace behaviors in the last year. In two studies with
Canadian university worker students, the explanatory and confirmatory factor anal-
yses gave rise to a final instrument of nine items distributed in two factors: positive
organizational deviance (five items) and positive interpersonal deviance (four
items). Some examples of these items are “Not following a rule to meet the need of
a client” (organizational deviance) and “Disobey the supervisor’s instructions to
work more efficiently” (interpersonal deviance).

Regarding the converging and discriminant validity of the instrument, the two
positive deviance modalities were positively correlated to the innovative behavior
and organizational citizenship and negatively correlated to obedience. Moreover,
the interpersonal deviance showed positive correlation with the voice behavior.
These results have then certified the scale construct validity.
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10.5 Facilitators of Positive Deviant Workplace Behaviors
in Organizations

One of the first theorizations about the facilitators of positive deviant workplace
behaviors is that of Spreitzer and Sonenshein (2003), to whom organizational rules
usually act as ways to control what individuals say and do. The authors advocate
that to engage in positive deviant workplace behaviors, individuals should have five
psychological conditions that could trigger these behaviors. These are sense of
meaning, focus on the other, self-determination, personal efficacy, and courage.

Sense of meaning refers to the fact that the employee endeavors to make his/her
tasks important to themselves, making them feel intrinsically motivated to seek nov-
elties and challenges, i.e., adopt more proactive behaviors. Focus on the other, i.e.,
take perspective and empathy with the other, makes the individual try to cooperate
with other coworkers, facilitating the emission of prosocial behaviors. When the
individual is self-determined, s/he tends to feel more autonomous in attitudes and
behaviors, i.e., with self-control on their actions, leading them to mainly adopt
behaviors that conform to their own goals, in opposition to the organizational goals.
Personal efficacy, i.e., belief in one’s own capabilities, is also a motivational factor
that makes individuals endeavor and perseverate in face of obstacles to achieve their
goals. Finally, courage facilitates the positive deviant workplace behavior, as it is
characterized by the individual’s tendency to take risks, if s/he finds it necessary to
reach his/her goals.

According to Spreitzer and Doneson (2005), psychological empowerment is
another critical factor in the facilitation of positive deviant workplace behaviors.
The authors thus advocate that when organizations, through their leaders, encourage
members to participate in the decision-making, granting them more power to think
and act, they are more likely to be more creative and engaged in risk behaviors that
although not compliant with rules bring benefits to the organization.

In the last two decades, some empirical studies have tried to test these proposi-
tions. In one of the earliest studies for that purpose, Galperin (2002), who classifies
positive deviant workplace behaviors as interpersonal and organizational deviances
that are innovating and challenging the organization, found that access to informa-
tion, autonomy in the workplace, and collectivist orientation are positively related
to innovative behavior, while self-efficacy mediated the relationships between
autonomy and innovation. Galperin and Burke (2006) analyzed the relationships of
three workaholism dimensions (engagement with work, job satisfaction, and feeling
of impulse to work) and the three modalities of positive deviant workplace behav-
iors. They found that engagement with work was positively associated to innovative
positive deviances, and job satisfaction was positively correlated to the organiza-
tion’s innovative and challenging positive deviances. Chung and Moon (2011) were
interested on the impact of psychological ownership on positive deviant workplace
behaviors and found that this variable was correlated only to innovative positive
deviances and interpersonal positive deviances. The collectivist orientation has also



10 Positive Rule Breaking and Implications for Organizations 197

moderated the feelings of psychological ownership with interpersonal positive devi-
ances and of challenging the organization.

Adopting only two categories of positive deviant workplace behaviors (interper-
sonal and organizational), Bodankin and Tziner (2009) observed that neuroticism
and pleasantness are negatively related to the positive organizational and interper-
sonal deviances, while openness to experience was positively correlated to both.
Extroversion, in turn, was positively related only to the interpersonal constructive
deviance. Also using only these two positive deviance modalities, Galperin (2012)
concluded that Machiavellianism and access to information were positively related
only to the positive organizational deviance, while self-efficacy was positively asso-
ciated to the two types of positive deviance. Sticking only to innovative positive
deviances, Yildiz, Eratz, Alpkan, Ates, and Sezen (2015) noted that such behaviors
were positively associated to risk propensity, and this relationship was fully medi-
ated by the skill of building significant social networks in the organization.

Specifically regarding the prosocial rule-breaking behavior, Morrison (2006)
observed that risk propensity, autonomy in tasks performance, and information on
rule breaking by coworkers were positively associated to that behavior. Huang, Lu,
and Wang (2014), in turn, observed that transformational leadership was positively
correlated to the prosocial rule-breaking behavior, and this relationship was fully
mediated by autonomy in task performance.

Adopting meta-analytical procedures to analyze about 150 studies, Vadera et al.
(2013) proposed a model of positive deviant workplace behavior that tries to inte-
grate literature from different areas to systematize knowledge about the individual
facilitators, of leadership, group, and organizational, as well as the mediators of this
type of behavior. According to the model (Fig. 10.1), positive deviant workplace
behavior is seen as a label comprising nine types of conducts (counter-role behav-
iors, whistleblowing, voice expression, prosocial behaviors, creative performance,
issue selling, taking charge, extra-role behaviors, and prosocial rule-breaking
behaviors).

The intrinsic motivation is one of the mediators of the relationships with such
behaviors. According to the self-determination theory (Ryan & Deci, 2000), intrin-
sic motivation is defined by the impulse to engage with given tasks because these
are interesting and pleasant. Thus, the model proposes that the innovative cognitive
style (individual attribute characterized by the tendency of searching for and inte-
grating different information, of redefining problems and generating new ideas) and
transformational change (characteristic to the leader that encourages followers to
argue, cope with challenges, have vision and focus on self-development) arise the
individuals’ motivations to engage in positive deviant workplace behaviors.

Blau’s (1964) social exchange theory is adopted as the ground to the proposal that
the feeling of obligation to the organization serves as mediator to the relationships of
some individual characteristics (positive individual attitudes), of leadership charac-
teristics (supportive, non-controller and engaged with quality exchange with subor-
dinates), of the group characteristics (attachment to the group, group culture and
rules, support of coworkers), and of organizational characteristics (organization’s
culture and climate, procedural justice, organizational support) with constructive
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Fig. 10.1 A model of positive rules deviance (Source: Vadera et al., 2013)

deviances. Therefore, when employees perceive their work environment as positive,
friendly, and productive, they feel obligated to reciprocate this context by engaging
in positive deviant conducts to benefit the group and the organization.

Vadera et al. (2013) sustain that psychological empowerment is the third mediat-
ing mechanism to the relationships of several individual characteristics (self-esteem,
self-efficacy, extroversion, proactive personality) and leadership characteristics
(transformational leader) with positive deviant workplace behaviors. Therefore,
according to the authors the employees’ confidence about their own competences
and skills to communicate and cope with situations, as well as the leader’s trust in
the employee, strengthen their beliefs in their capabilities, fostering engagement in
constructive deviant workplace behaviors.
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10.6 Managing the Positive Deviant Workplace Behaviors
in Organizations

Organizations have rules that are usually developed in line with the organizational
goals (Vardaman, Gondo, & Allen, 2014). As Appelbaum, Deguire, and Lay (2005)
claim, the business ethic is defined by rules, codes, or principles that guide morally
correct and reliable behaviors in specific situations. Therefore, organizations
endeavor to make their members behave as expected.

Maybe that is why, when referring to rule breaking or deviance, the negative
aspects are traditionally pointed out (Ferris, Brown, Lian, & Keeping, 2009). The
logic is that things should work as they were conceived to work. After defining how
the organization should work, many organizations set rules to guide the behaviors
of their members. By analogy, rule deviance show that things are not going as
expected.

Managers in general try to understand the causes of deviant workplace behavior
considering the effects of that behavior on the organization as a whole, involving
aspects ranging from negative impact on the organizational climate to financial
losses (Muafi, 2011). As such, the main concern is to ensure that rules are followed,
since deviant workplace behavior is perceived as something harmful that should be
suppressed. In other words, managers try to identify the facts that contribute to rule
deviance and endeavor to ensure a labor context capable of preventing this type of
behavior.

More recently, however, academics found that positive deviant workplace behav-
iors, although opposite to the organizational rules, entail positive consequences to
the organization and its members. However, the management of these behaviors
poses huge difficulties to organizations regarding the tradition of appraising compli-
ance to rules, which is considered to be the safest strategy for organizations to
achieve their goals. As Sunday (2013) advocates, few organizations would accept
creating or tolerating conditions that could encourage the emission of deviant work-
place behaviors, even the positive ones.

Moreover, despite the positive deviant workplace behaviors, negative deviant
workplace behaviors still exist in the organizations. This means to say that manag-
ers must simultaneously deal with both types of deviance. Suppressing negative
deviant workplace behaviors remain of utmost relevance. Encouraging positive
deviant workplace behaviors, in turn, is a recent challenge in the history of
organizations.

In anyway, both positive and negative deviances indicate that something could be
improved in terms of the rules that guide the workers’ conduct in the organization.
Therefore, it would be better update the organizational rules to ensure they are fol-
lowed, making the organization more efficient. Put in another way, every positive
deviant workplace behavior demands new changes. Vardaman et al. (2014) warn
that members of an organization usually face situations in which violating the rules
can effectively contribute to achieve the organization goals. For example, they refer
to a restaurant manager who perceives that an important client was inadequately
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served and may make the decision of offering not only the dessert, as provided for
in the rules, but the whole meal for free. In other words, the best person to perceive
if rules are responsive or not to the organization goals may be on the edge.

One should consider that in some situations rules are not contributing to the suc-
cess of the organization. Bozeman (2000) considers that many organizations have
rules that, although being followed, do not effectively contribute to the organiza-
tion’s success. These rules are considered unnecessary and associated to the waste
of time and resources and sometimes even annoying. Therefore, the evaluation of a
positive or negative deviant workplace behavior necessarily passes by the evalua-
tion of the rules being violated. According to Kidwell and Martin (2005), employees
may consider ethical, appropriate, and effective to deviate from rules and seek new
solutions to problems in organizations where these activities are not encouraged.

According to Appelbaum et al. (2007), organizations seeking for long-term suc-
cess should discourage the negative deviant workplace behavior and foster the posi-
tive work environment in which members adopt behaviors that contribute to the
organizational goals. To that, organizations should reassess and redesign their rules
as more efficient procedures arise. In brief, the pursuit for an environment that pro-
motes the employees’ wellness and prevents the arisal of negative deviant work-
place behaviors that are so harmful to organizations should be a basic concern of the
contemporary organizations.

10.7 Final Remarks

This chapter presented a review of the main concepts, theoretical models, and
empirical findings related to positive rules deviance in organizations. Although
being a recent phenomenon in the organizational literature, this topic has deserved
an increasing number of publications. However, consultation to the national litera-
ture shows that this topic remains virtually unexplored in the agenda of the Brazilian
researchers.

Taking into consideration the relevance of this phenomenon to better understand
the behavior of individuals in work organizations, further studies should be devoted
to analyze the many factors that contribute to build the nomological network of
positive deviances from rule in the contemporary Brazilian organizations. In this
regard, it is worth mentioning the model proposed by Vadera et al. (2013) which is
a tool of heuristic value, useful to investigations aimed to improve knowledge about
the antecedents of positive deviances from rule and of the psychological mecha-
nisms that explain those relationships.

Regarding the consequents of positive deviant workplace behaviors, there is vir-
tually no national and international research, although Spreitzer and Sonenshein
(2003) have suggested these behaviors impact the subjective wellness of employees
and the establishment of high-quality interpersonal relationships. As regards the
effects of these behaviors to the organization, the authors point out that they are
likely to contribute to enhanced organizational efficacy in the long term, as well as
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to the construction and development of consensual rules in the business context.
These affirmations, however, should be submitted to empirical verification.

Considering the different typologies of positive deviance from rules, future
empirical research on the actual similarities and differences between the many types
of deviance proposed in literature are also required, since comparisons made up to
now are limited to the conceptual plan. In brief, the theorization and research in the
field of positive deviances from rules is just taking the first steps. In this sense, a
wide range of investigation possibilities is available to researchers interested in con-
tributing to enhance knowledge about the implications of positive deviances from
rules to individuals and organizations.
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Chapter 11

Time Pressure, Pacing Styles,
and Polychronicity: Implications
for Organizational Management

Vinicius Carvalho de Vasconcellos

Time constitutes a fundamental dimension in organizational dynamics and conditions
the execution of work at several levels. In spite of this centrality, there is reasonable
consensus that time is routinely neglected in work and organizational psychology
(WOP) and in administration (Ancona, Goodman, Lawrence, & Tushman, 2001;
Caetano, 2012; George & Jones, 2000; Lee & Liebenau, 1999; Sonnentag, 2012). The
reduced exploration of the theme in WOP has notably become harmful, considering
that the incorporation of temporal aspects arises as a critical step in moving this area in
the direction of greater theoretical and empirical sophistication (Shipp & Cole, 2015).

Faced with these points, this chapter reviews studies on three constructs that deal
with the temporal relation of individuals with deadlines and tasks (time pressure,
pacing style, and monochronicity/polychronicity), with emphasis on the relation of
these constructs with performance, job satisfaction, and professional well-being. In
line with the management proposal based on evidence (Pfeffer & Sutton, 2006), the
proposal is to highlight practical implications of the study results and aid organiza-
tions in the development of management practices that improve the temporal rela-
tion of individuals with their work.

The first section discusses the very idea of time and the distinct concepts used to
understand it. Next, the chapter describes how temporal aspects can be integrated
into the analysis of organizational life so as to gain the attention of WOP and human
resources (HR) professionals to the relevance of temporality in the understanding of
daily labor experiences. The chapter then focuses on time pressure constructs, pac-
ing style, and monochronicity/polychronicity, synthesizing the main results found
in literature.
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11.1 Time Concepts

The ubiquity of time makes it widely familiar to individuals and social groups. In its
most simple form, the time experience is immediate, that is, it prescinds any previous
knowledge or reflexive deepening. In being so elementary, it is impossible to think of
life without remitting to the passing of time. In effect, decisions, affections, cogni-
tions, and individual behavior are so influenced by temporal aspects that this influence
paradoxically becomes almost imperceptible. For example, the prosaic decision to
have lunch at a determined restaurant is generally conditioned by past experiences at
the location and/or the future expectation of tasting delicious, nutritious food.

The immersion of life in the temporal flow, strictly speaking, makes it difficult to
think of time as a single, limited entity. As such, the conception of time remains
elusive, notwithstanding the recurrent attempts to establish a definition in the his-
tory of philosophy and science.

If the ultimate definition of time continues to be a problem, it is possible to notice
advances in the understanding of the temporal experience. This emerges from the
perception that the world and its individuals are inescapably crossed by changes, a
process delimited by the concepts of success and duration (Fraisse, 1984). The first
is reported as the perception that two or more events are different and are sequen-
tially organized. The second remits to the perception that there is (are) an interval
(intervals) for the events to occur. Time experience, therefore, reflects a sense of
order derived from the ability that our senses perceive that the events detain duration
(beginning, middle, and end) and follow each other.

Duration and succession are at the base of the most usual representations of time
in contemporary societies: temporal dimensions (past, present, and future), the
clock, the chronometer, the calendar, and seasons of the year. These representations
fraction the temporal continuum, making it more understandable. As such, human-
ity can appropriate time and use it to coordinate social function.

This human interest in time has placed time within the roots of scientific method.
Studies on time as a natural (headed by physics) and psychosocial (led by psychol-
ogy and sociology) phenomenon have left its mark on the history of science. Reviews
on time recognize the equal existence and importance of each of these two fields of
research (Ancona, Okhuysen, & Perlow, 2001; Lee & Liebenau, 1999; Orlikowski &
Yates, 2002; Roe, 2006; Shipp & Cole, 2015). In these reviews, time as a physical-
natural phenomenon is commonly labeled as objective time, even though other des-
ignations arise, like clock time, chronological time, or measured time. Time as a
psychosocial phenomenon is normally called subjective time, even though there are
other designations, such as social time, event time, or experienced time.

11.1.1 Objective Time

The conception of objective time supposes that time flows in a unidirectional/liner,
homogenous, predictable, quantitative, absolute, and universal way (Ancona,
Goodman et al., 2001; Lee & Liebenau, 1999; Shipp & Cole, 2015):
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* Unidirectional/linear because it always evolves in the same sequence: past, pres-
ent, and future.

* Homogenous and predictable because it elapses uniformly: 1 min always lasts
60 sec, just as 1 h always lasts 60 min.

* Quantitative since it is measured and expressed in infinitely divisible numerical
units.

e Absolute and universal given that it is independent of events and individuals.

By means of calendars and clocks, the objective time controls from the launch of
interplanetary probes to that afternoon coffee scheduled between friends.
Specifically, the development and dissemination of the mechanical clock performed
a critical role in diffusing the objective concept of time. Unlike the sun clock and the
hourglass, imprecise and impractical timepieces, the mechanical clock conceded the
ability for humanity to measure the duration/sequence of events in an exact, regular,
accessible, and uninterrupted way (Whitrow, 2005). The regularity and precision of
the mechanical clock quickly elevate it to the condition of metaphor of the function
of nature, especially in scientific circles.

Newtonian physics, with its laws regarding mechanical bodies, was the epitome
of this world vision sustained by the supposition of a rigorously objective time.
Centuries later, the homogeneity/regularity of time was revisited by the Einstein
Theory of Relativity. It proposes that time passes in different forms depending on
the speed of the observer and the gravitational field of the bodies (Lee & Liebenau,
1999; Whitrow, 2005). It should be stated that Einstein’s contributions, even though
contesting the regularity and absolute character of time, do not transform it into a
subjective phenomenon. They only indicated that time, yet conceived as a physical,
natural, and quantitative variable, is influenced by other physical variables (observer
speed and gravitational force).

11.1.2 Subjective Time

The second conception of time welcomes it as a subjective phenomenon. It is a
nonlinear, heterogeneous, discontinuous, relative, and social time (Lee &
Liebenau, 1999; Orlikowski & Yates, 2002; Shipp & Cole, 2015). In this con-
ception, instead of being inexorably linear and progressive, time can assume a
cyclical character. Many societies hold or held this perspective to organize
their institutions and cultural practices (Eliade, 2005), always parting from the
idea that history repeats itself. Periodically, these societies live the repetition
of their creation, including a new cycle that purges past sins, problems, and
sickness.

Subjective conception also puts time linearity and progressivity in check on the
individual plane, notably in considering that thought can flow freely between the
three temporal dimensions. For example, individuals, from the present moment, can
relive memories or anticipate events that have not yet happened.
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Subjective conception equally presupposes that time passes in a heterogeneous
way. Some moments go by too quickly. Others drag by. This fluctuation in experienc-
ing duration counters the supposition of temporal regularity. The positive psychology
state of flow (Csikszentmihalyi, 2013) recognizes the alteration in the perception of
duration. In this situation, individuals attain their optimum experience, where there
is great intrinsic motivation and their attention is totally invested in the established
objectives and challenges. In the flow experience, individuals state that “time flies”
and are surprised at how time has passed (objectively) during the activity.

The discontinuity of time is another characteristic of subjective time. This discon-
tinuity is condensed in the idea of time of events (Ancona, Goodman et al., 2001;
Roe, 2006), which is manifest in the form of marking the temporal flow by means of
significant events, in detriment to the continual sequence of minutes, hours, days, and
years. For example, individuals usually use events such as a move from the city or a
wedding to delimit periods of their life. Natural tragedies, economic crises, and
changes in government operate in the same way for societies and countries.

Finally, the subjective concept attributes a social or relative meaning to time. In
contrast to absolute time, the approach recognizes that time acquires meaning in
passing through collective interpretations and conventions. In this direction, cul-
tures are different as to the rhythm of their daily activities, time structure (continu-
ous or discreet), directionality (linear or cyclical), and the temporal perspective
(focus on the past, present, or future). Synthesizing, each society develops its own
references of temporality.

11.1.3 Objective and Subjective Time: Possible Interfaces

The conceptions of objective and subjective time are in constant contact in the daily
life of individuals. In this sense, calendars are emblematic, because they were devel-
oped based on the mix of objective astronomical phenomenon with social conven-
tions. More precisely, the number of days and months finds it roots in the solar and
lunar cycles, physical phenomena that are objectively measureable. However, since
the monthly division (lunar cycle) and the yearly division (solar cycle) into days do
not result in whole numbers (29.54 and 365.24 days, respectively), societies devel-
oped different forms to accommodate the fractions that remained (Frank, 2011). As
a matter of fact, the Christian, Jewish, and Chinese calendars are not only in distinct
years as they also separate different months and days to celebrate the New Year.

It is also interesting to note that calendars and clocks are socially produced prod-
ucts. However, they are also artifacts that symbolize the objectivity of time since
they are fixed on a precise temporal scale that transcends the individual experience
(Roe, 2006). As such, the borders that separate the two conceptions of time are more
porous and flexible than one could suppose. In the face of what has been shown,
there is no reason to defend one of the conceptions to the detriment of the other. At
the heart, the existence of both favors the understanding of time. Recent publica-
tions have sought to overcome the simple dichotomy between the conceptions of
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time, attesting to their complementarity (Roe, 2006; Shipp & Cole, 2015; Shipp &
Fried, 2014).

Recognizing the two faces of the phenomenon, it is here assumed that objective
time is the conception that sustains time as an essentially continuous, linear, and
predictable phenomenon that transcends individual/group subjectivity (even when
recognizing human intervention in the form of measuring and structuring). In com-
plement, subjective time expresses time as a discontinuous, nonlinear, heteroge-
neous phenomenon that is relative to the particular experiences of individuals and
societies. These two conceptions contribute to the understanding of the temporal
variables and constructs in the organizational context, core of the next section.

11.2 Time and Organizations

Time is a structuring condition for labor and organizations. That is, work is executed
within a determined duration, sequence, and rhythm in the flow of time. Meetings,
projects, processes, and contracts present a beginning, middle, and end, covering
days and specific schedules. Organizational events such as publishing profit reports
and professional performance evaluations are distributed on the calendar and pro-
grammed to occur periodically.

The time-labor-organization relation, even though a topic debated since the birth
of scientific administration, acquired a new connotation in the last decades.
Technological innovations, globalization, and the increase in competition have
awakened a process of organization acceleration where the continuous implantation
of changes and the intensification of the pacing style converge in the attempt to
“shrink” time and increase productivity (Caetano, 2012). This scenario drives
employees to make quicker decisions, reduce their answer time, and engage in more
activities at the same time. The sensation that time is something scarce in organiza-
tions is becoming more and more pronounced, and the defense of temporal balance
between personal life and work emerges as a contemporary theme of discussion.

Temporal acceleration may have sensitized academics in the organizational world
regarding the time theme. In fact, at the turn of the millennium, a series of theoretical
articles and reviews demanded more attention to time in the organizational context
(Ancona, Goodman et al., 2001, Ancona, Okhuysen et al., 2001; George & Jones,
2000; Lee & Liebenau, 1999). This call resounded in the subsequent years and the
number of organizational studies that broached temporal aspects grew (Shipp &
Cole, 2015). Regardless of this evolution, the field still lacks integration and coher-
ence between the diverse forms of research (Ancona, Okhuysen et al., 2001).

In the literature, the most elementary distinction between the forms of incorpo-
rating time in the analysis of organizations refers to the difference between the use
of time as a temporal reference or as a temporal variable/construct. As a temporal
reference, time is understood as means by which changes materialize (Shipp &
Cole, 2015) or as a context that involves and limits happenings (Sonnentag, 2012).
Longitudinal studies show the use of time as a temporal reference in academia. In
this case, time is not the focus of interest. It is as a marker to capture the variations
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of the constructs, processes, and relations in the temporal continuum (Chan, 2014;
Shipp & Cole, 2015). In the role of temporal reference, time is essentially based on
the conception of objective time (Chan, 2014). It is the time conception that does
not depend on the subjectivity of each individual, characteristic that, by the way,
permits it to operate like a reference to events and activities.

On the other hand, as a temporal variable/construct, time is no longer a support
and assumes substantive role in analyses (Shipp & Cole, 2015; Sonnentag, 2012).
In this sense, its relation to other variables can be directly tested in models. Time, in
this case, ceases to be the means or marker for the manifestation of other variables,
and the focus falls on the temporal characteristics of the actors or activities/events.
In general, temporal variables and constructs can vary in function of the conception
of subjacent time, on the level of analysis and focus of investigation.

In fact, temporal variable/constructs can be supported by both the objective con-
ception and the subjective conception of time. The duration of the tasks provides an
enlightening example. On the one hand, it is possible to objectively assess duration
(clock time). On the other hand, it is possible to inquire the professionals regarding
their perception of the passage of time. This last type of study inserts itself in the
line of research regarding temporal perception, that is, the form in which individuals
learn/estimate the passage of time by means of their senses (Ancona, Okhuysen
et al., 2001). In fact, there are reports by professionals in organizations on how
“time flew” (e.g., in the experience of flow) or how “time dragged on” during a
determined workday. Rhythm, sequence, and interval between activities are sub-
jects that can be analyzed with an objective measure or with perceptions and experi-
ences reported by professionals, depending on the objectives of each investigation.

Temporal variables/constructs vary equally in function of the different levels of
analysis (individual, group, and organizational). An illustration of a typical con-
struct at the individual level is temporal depth, the tendency of individual to concen-
trate in certain temporal “distances” (the extension of the future or the past) in
thinking about events and making decisions (Shipp & Cole, 2015). At the group
level, it is possible to underscore the shared temporal cognitive construct, conceived
as the degree of team member congruence representations regarding the temporal
aspects of collective tasks, such as deadlines, chronograms, and activity pace
(Mohammed & Nadkarni, 2014).

In turn, organizational culture temporal norms constitute an example of construct
at the organizational level. It refers to the norms and values that govern behavior and
the relation of professionals to time in the organizations (Zellmer-Bruhn, Gibson, &
Aldag, 2001). The way of establishing deadlines and chronograms, pacing style,
punctuality, and the degree of autonomy in the use of time express manifestations of
the temporal norms existent in a determined organization.

Besides the conception of subjacent time and the level of analysis, temporal vari-
ables/constructs retain different investigation foci or, rather, can value distinct
aspects of the temporal phenomenon. Developing previous contributions (Ancona,
Okhuysen et al., 2001; Chan, 2014; Shipp & Cole, 2015), this chapter proposes the
existence of three basic investigation foci in order to confer greater comprehensibil-
ity and clarity to this field of study.
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The first focus gathers variables/constructs that primarily broach the temporal
characteristics of activities or events. The task duration, a previously cited variable,
constitutes a basically intuitive illustration of this first focus. This variable can be
analyzed based on the objective or subjective conception of time (temporal percep-
tion) on different organizational levels. In all scenarios, even in the case of temporal
perception, the focus does not fall on a characteristic of the actors, but on an activ-
ity/event attribute.

The second focus incorporates variables/constructs that emphasize actor charac-
teristics and experience in their relation to time. It includes variables based on the
objective conception of time, such as individual punctuality and attendance or the
group/organization workday rules. It also incorporates constructs inserted into the
subjective conception of time, such as the temporal perspective, that is, the degree
of attention or cognitive emphasis characteristically devoted by individuals in think-
ing of the past, present, and future (Zimbardo & Boyd, 1999). Temporal depth,
shared temporal cognition, and temporal organization cultural norms, constructs
previously cited, are also inserted in this second focus of the investigation.

The third focus involves variables/constructs that highlight the actor trajectory in
the time. In practice, the second and third foci differ in that the third focus, instead
of dealing with actor characteristics in their relation to time, reflects the eventual
actor route and changes considered in their past, present, and future. Professional
résumé and career planning, as well as the formal history of groups and organiza-
tions, are illustrated as the objective time conception can be applied in this focus.
Narratives regarding the past and aspirations/expectations for the future, on the con-
trary, represent a subjective time conception in the analysis of actor trajectories.

In the chapter sequence, research on temporal pressure constructs, pacing style,
and monochronicity/polychronicity will be described and their day-to-day implica-
tions in organizations debated. These constructs share some characteristics: (a) they
broach the way actors deal with deadlines and the distribution of tasks in time, (b)
are based on the subjective conception of time, (c) can be investigated in different
levels of analysis, and (d) are tied to the second focus of investigation. They were
selected in virtue of their practical relevance and their visceral connection with the
contemporary discussion on the temporal acceleration of organizations, previously
highlighted. The accent rests on evaluating how such constructs relate to variables
critical to organizations, such as performance, work engagement, work satisfaction,
and well-being at work.

11.2.1 Temporal Pressure

Feeling the pressure of a deadline is one of the most eloquent forms of perceiving
the importance of time in organizations. In effect, a large part of employees, in con-
sulting their list of tasks, work, and projects, experience the sensation that they will
lack time to complete them. Literature has studied this experience by means of the
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temporal pressure construct, defined as the perception that the time available to
complete the task(s) seems to be insufficient and that a violation of the deadlines
will end in undesirable consequences (Gevers, van Eerde, & Rutte, 2001; Rastegary
& Landy, 1993). By focusing on perceptions, the construct is linked to the subjec-
tive conception of time.

It is possible to better understand temporal pressure by differentiating it from
other construct: temporal urgency. This construct alludes to the individual’s degree
of concern with the passing of time, in a way that individuals with an elevated
degree of temporal urgency are chronically in a hurry (Mohammed & Harrison,
2013). Temporal urgency is conceived as a relatively stable characteristic, manifest-
ing itself in multiple situations in the life of the individual. On the other hand, tem-
poral pressure does not reflect a long-term personal characteristic: it arises in
specific situations where imposed external restrictions (notably the determination of
a deadline) are perceived as worrying (Mohammed & Harrison, 2013).

11.2.1.1 Variables Related to Temporal Pressure

Literature regarding temporal pressure reveals that it does not appear to be deci-
sively influenced by demographic variables. In recent studies, the relation of tempo-
ral pressure to gender, level of education, age, length of career, and number of
children is inexistent or weak (Baer & Oldham, 2006; Hoge, 2009; Kiihnel,
Sonnentag, & Bledow, 2012; Sonnentag, 2001).

On the other hand, there is robust evidence that associates temporal pressure and
negative work experience. For example, several studies attest to temporal pressure as
a consistent precursor to stress, burnout, and emotional exhaustion (Demerouti,
Bakker, Nachreiner, & Schaufeli, 2001; Rastegary & Landy, 1993; Schaufeli &
Bakker, 2004; Zacher, Jimmieson, & Bordia, 2014). This view is illustrated in the
work demands-resources model, which seeks to explain the emergence of burnout
(Demerouti et al., 2001). This model typifies temporal pressure as one of the elements
that can unleash exhaustion when the mental/physical effort is high and employees do
not have the resources to deal with it (e.g., such a leadership support).

In the same frame, there are indications that temporal pressure is positively and
moderately associated with irritation at work, family-work conflict, and psychoso-
matic complaints, such as nausea and headaches (Hoge, 2009). Qualitative research
also suggests that the effect of temporal pressure is not limited to stress and burnout,
similarly including musculoskeletal disturbances (Fernandes, Assungdo, &
Carvalho, 2010).

Research indicates that the increase in temporal pressure adds negative work
experiences; others show that high temporal pressure levels reduce positive work
experiences. There is evidence that the variable reduces job satisfaction in sales
personnel (Jones, Chonko, Rangarajan, & Roberts, 2007) and in civil construction
workers (Zacher et al., 2014). Sonnentag (2001), in a daily follow-up study with
teachers, noticed that the higher the temporal pressure at work, the less the indi-
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vidual well-being (measured by affective states) on the evening of the same day.
Kahneman, Krueger, Schkade, Schwarz, and Stone (2004), considering a sample of
professionals from multiple organizations, indicated that the amount of positive
affective episodes at work is significantly higher in the absence of temporal pressure
than in its presence.

In contrast, the literature also contains evidence that temporal pressure can favor,
in determined circumstances, work involvement. Schmitt, Ohly, and Kleespies
(2015) found evidence of a curvilinear relation (in the form of N) between the vari-
ables. They highlight, however, that the existing involvement under moderate pres-
sure levels is only sustained when the tasks are evaluated as reasonable and necessary
by the professionals. In his part, Kiihnel et al. (2012) informed that the relation
between temporal pressure and work involvement seems to depend on control over
work, understood as the ability of the professional to influence the execution and
fulfillment of their tasks. When there is a high level of control, the temporal pressure
favors involvement; when control is low, temporal pressure impairs involvement. At
the group level, data arises that reinforces this understanding: groups working under
temporal pressure present an increase in involvement when there is the collective
perception of the effectiveness of performing the task (Salanova, Llorens, Cifre,
Martinez, & Schaufeli, 2003).

The capacity of temporal pressure to tie itself to both negative and positive expe-
riences finds backing in another investigation (Widmer, Semmer, Kélin, Jacobshagen,
& Meier, 2012). These authors argue that temporal pressure is a challenge stressor
or, rather, a work demand that, even though potentially stressing, can occasion ben-
efits for the individuals. The collected data corroborates this understanding: tempo-
ral pressure positively associated itself to tension at work and organizational
self-esteem (belief by individuals regarding their value to the organization). In this
last case, the authors interpret that temporal pressure provides opportunities for
individuals to show their competence and motivation. As such, in case the temporal
pressure challenge is superseded, professional self-evaluation and self-esteem tends
to go up.

Another set of investigations dedicated itself to clarify the link between temporal
pressure and work performance. Rastegary and Landy (1993) point out that some
studies in this area report an association between elevated levels of temporal
pressure and high performance. This tendency is explained mainly in function of the
role of motivation: the perception of the scarcity of time motivates individuals to
work more intensely to meet the deadline.

However, these results appear to portray a partial and incomplete picture of the
relation between temporal pressure and performance. This same review (Rastegary
& Landy, 1993) exposes that, in the majority of cases, this relation tends to be cur-
vilinear (in the form of N), such that very low levels or very high levels of pressure
generate effects damaging to performance.

Furthermore, the effect of temporal pressure on performance appears to vary
according to the type of task performed (Karau & Kelly, 2004). For example,
Mohammed and Harrinson (2013), summarizing previous research, reinforce that
temporal pressure situations appear to be refractory to tasks that demand creativity.
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In these situations cognitive processing becomes excessively rapid, simplified, and
shallow, inhibiting more complex formulations. In other words, the mind “closes’ and
convergent thinking prevails instead of exploratory thinking. Empirical studies sug-
gest that elevated temporal pressure undermines the creative cognitive process and
that high levels of creativity more easily arise in moderate pressure environments,
where there is support for creativity (Amabile et al., 2002; Baer & Oldham, 2006).

Complexity in relation to temporal pressure-performance extends itself to the
literature centered on the group analysis level. Such complexity is represented in the
focus of attention model (Karau & Kelly, 2004), which establishes that the interac-
tion between temporal pressure, task characteristics (e.g., its complexity), group
structure (such as composition and cohesion), and individual differences (such as
personality and abilities) determines the group focus of attention and, subsequently,
its performance.

Empirical tests of this model corroborate that the effects of temporal pressure on
group performance strongly depends on the characteristics of the tasks (Karau & Kelly,
2004). When the task is simple and there is clear and sufficient information, pressure
can increase performance, with help from professionals to center attention on the task
and use heuristics, and avoid procrastination and unnecessary discussions. When the
task is complex, pressure tends to debilitate performance, since it reduces the commu-
nication time between members, reduces the set of information, and prematurely nar-
rows the list of possible solutions. The authors also compiled evidence that supports the
curvilinear relation (in the form of N) between the variables, which means that the
optimum performance point is reached at the intermediary pressure point.

Besides the task characteristic, another temporal pressure-performance modera-
tor received attention in the literature: the belief/perception that the group would be
able to complete the task. Even though it was not previously seen in the focus of
attention model, researchers tested the role of this variable with the constructs group
potency (Gevers et al., 2001) and perceived collective efficacy (Salanova et al.,
2003). Research shows that the performance of groups submitted to temporal pres-
sure is particularly reduced when there are low levels of group potency or perceived
collective efficacy.

11.2.1.2 Temporal Pressure: Practical Implications

The consulted research indicates practical implications for management. In this
direction, intense and continuous experience of pressure in the work environment
can unleash stress/burnout and threaten the health and well-being of the individuals.
Team leaders and HR advisors should plan, distribute, and monitor activities seek-
ing to minimize episodes of acute temporal pressure.

However, even the best planning and management practices are unable to entirely
extinguish the unplanned and urgency in organizations. Consequently, elevated
pressure situations will continue to exist, being then necessary to secure conditions
and resources for professionals to deal with such scenarios. In elevated temporal
pressure situations, individual control of work, leadership support, and collective
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self-efficacy are resources that reduce the chance for burnout and provide involve-
ment. Therefore, team leaders and HR professionals should supply individuals and
teams with these resources.

Changing the prism to the temporal pressure-performance link, the literature
delineates an intricate picture. The direct, linear, and positive impact of temporal
pressure on performance, at time assumed by common sense, gives way to curvi-
linear relations and moderation effects. For most tasks, intermediate temporal pres-
sure seems to lead professionals toward better performance. When the task is
especially complex, creative solutions are more probable by reducing temporal
pressure. When the task is quite simple, tighter deadlines and greater temporal
pressure do not seem to negatively affect performance.

Considering what has been shown, it has been observed that team leaders should
not indiscriminately intensify temporal pressure in the eagerness to increase pro-
ductivity. Rather, the establishment of deadlines and the management of temporal
pressure should respect the type of task requested and, above all, the well-being,
health, and profile of the employees. Specifically regarding profile, it is worth retak-
ing the discussion regarding temporal urgency cited at the beginning of the section.
It is probably that the individuals with a high temporal urgency profile hold up bet-
ter to temporal pressure, being, therefore, privileged candidates for the processes/
projects with this characteristic. Such individuals constantly involve themselves in
self-monitoring, routinely placing themselves under temporal pressure, a practice
that tends to elevate their tolerance level.

11.2.2 Pacing Style

As with temporal pressure, the pacing style construct also explores the relation of
individuals with deadlines in the work environment. However, pacing style focuses
on how individuals temporally distribute their efforts considering the deadline
established for the task (Gevers, Mohammed, & Baytalskaya, 2015; Gevers, Rutte,
& van Eerde, 2006). The construct can reflect a subjective conception of time (Roe,
2006), when expressing the individual representation regarding the distribution of
effort, as well as the objective conception of time (Shipp & Cole, 2015), when there
is a precise measure of this distribution in days and hours. The subjective concep-
tion prevailed in the literature consulted.

In the course of developing the construct, some pacing styles were proposed in
the literature (Gevers, Claessens, van Eerde, & Rutte, 2009; Gevers & Demerouti, 2013;
Gevers et al., 2006). In the early action style, tasks are completed as quickly as pos-
sible, even before the deadline. The constant action style refers to professionals that
perform the tasks in a relatively regular rhythm until the deadline. In the deadline
action style, the professionals dedicated themselves only when the deadline was
near, popularly known as “wait until the last minute.” There is also the possibility
that the actors adopt nonlinear styles. As such, the U-shaped action style reflects
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peaks in effort at the beginning of the task and near the deadline. In contrast, in the
inverted-U action style, the effort is concentrated in the middle of the task period.

Analyzing studies with employee samples, it was noted that the constant action,
U-shaped action, and deadline action styles took turns in being the most frequent
styles (Claessens, 2004; Gevers et al., 2009). In these studies, the U-shaped action
style stood out slightly more than the others, being particularly more frequent in
creative work with a multitask standard. Later study by the same group of research-
ers (Van Eerde, Beeftink, & Rutte, 2015) corroborated the elevated frequency of the
U-shaped action style in creative work.

11.2.2.1 Variables Related to Pacing Styles

Antecedents, correlations, and consequences of pacing styles were verified in recent
literature. In general, demographic variables (such as age, hierarchical level, and
gender) and other temporal constructs (such as polychronicity and temporal per-
spective) manifested weak associations with pacing styles (Gevers & Demerouti,
2013; Gevers et al., 2015).

In general, professionals with the early action and constant action styles face
activities in a planned way, avoid procrastination, employ time management mecha-
nisms, and show a greater aversion to risk (Claessens, 2004; Gevers & Demerouti,
2013; Gevers et al., 2006, 2009, 2015). Empirical evidence also indicates that con-
stant action workers sustain high levels of professional self-efficacy and early action
workers relate to a high degree of time control perception (Claessens, 2004).

On the contrary, the deadline action style was associated with procrastination,
less use of time management procedures, a greater risk tolerance, and optimism as
to meeting deadlines (Claessens, 2004; Gevers & Demerouti, 2013; Gevers et al.,
2006, 2009, 2015). These variables appear to be effectively interwoven. To the point
that they are optimistic as to deadlines and tolerate the risk of not delivering their
work, deadline action professionals become more likely to procrastinate and to dis-
pense time management procedures.

Literature still lacks empirical investigation regarding pacing styles and health,
well-being, and job satisfaction. However, researchers in the area consider that the rise
in positive or negative work experiences depends on the level of congruence between
the professional’s style and the temporal characteristics of the project (Gevers et al.,
2015). In this sense, deadline action professionals seem to be more comfortable with
short and floating deadline projects, while constant actions professionals seem to be
most accustomed to predictable projects and with incremental development.

Leadership performance in the face of these different styles shows itself to be
equally important. Gevers and Demerouti (2013) show that reminders from leaders
regarding deadlines generate greater absorption (dedication) from subordinates
when said subordinates are inclined toward the deadline action style. This effect is
not replicated in subordinates of the constant action or U-shaped styles. The authors
also report that deadline action professionals, in virtue of their low investment in the
self-regulation of time, tend to need a greater external influence (of the leader) to
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dedicate themselves to the task. In the other two cited styles, self-regulation is
higher and external influence becomes more superfluous. The authors point out that
managerial discernment in the use of these management strategies resounds posi-
tively on professional well-being.

Other studies applied themselves to analyzing the relation of styles with indi-
vidual job performance. Research performed in multiple organizations (Claessens,
2004) highlights that early action and constant action professionals outdo U-shaped
and deadline action professionals both in performance self-evaluations and in evalu-
ations performed by coworkers and supervisors. Also based on the sample from
various organizations, Gevers et al. (2009) warn that the negative impact of the
U-shaped style on performance (evaluated by coworkers/supervisors) is even more
intense than in the case of the deadline action style. The authors interpret that indi-
viduals with a U-shaped style become frustrated more easily with the initial effort,
such that their performance falls during execution of the activity.

The connection between pacing styles and performance was also the goal of a
group-level analysis. In this line, groups oriented by the deadline action style showed
greater difficulty to effectively meet their deadlines (Gevers et al., 2006). Furthermore,
in these groups, the existence of shared temporal cognitions hampered deadline ful-
fillment. In effect, if the members of the group only act when the deadline approaches
and if there is great congruence among them regarding the use of time, the tendency
to procrastinate dominates the group. On the contrary, shared temporal cognitions
benefit meeting the deadline in groups leaning toward early action.

Gevers et al. (2009) verified the performance of teams dedicated to engineering
projects and relate that the best evaluated groups were those whose members tended
toward the early action style. A diversity of styles presented a negative effect on the
evaluation of teams that tended toward the early action style, however, caused a posi-
tive effect on teams with a deadline action style. This data suggests that in groups
where early action dominated, the inclusion of individuals can generate negative
consequences on performance. However, the inclusion of early action professionals
in groups centered on the deadline action style can be beneficial to performance.

Mohammed and Nadkarni (2011) sophisticated the study of these relations in
examining the role of leadership in managing the diversity of pacing styles. Their
results support that such diversity occasions positive effects on group performance
when supervisors exert temporal leadership or, rather, are able to effectively pro-
gram, synchronize, and organize their team work time. On the other hand, poorly
managed diversity tends to generate counterproductive conflicts.

11.2.2.2 Pacing Styles: Practical Implications

How does one manage in the face of distinct pacing styles? The first step refers to
making professionals aware of their style. However, this process can be relatively
difficult in some cases. There remains dissention regarding the stability of a pacing
style throughout one’s work life and regarding its rigidity in the face of different
tasks/situations (Gevers et al., 2006, 2015). For example, a deadline action
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individual may duly assume the typical early action style when it deals with tasks
that are important to their career. As such, caution is necessary when identifying
styles, being advisable to observe the eventual variations in style due to the function
of the tasks performed and the context experienced.

Team leaders and HR professionals can help in the identification of team mem-
ber styles based on their own experience in the work environment or by standard-
ized instruments. In this last case, no questionnaires/scales adapted to Brazilian
reality were found. It would be necessary to translate, adapt, and validate foreign
instruments. Anyway, possessing information regarding the existing styles on their
team, leaders should employ it in assigning professionals to projects and activities.

As a general tendency, the cited research suggests that the early action and constant
action styles, at the individual or group level, produce better performance (product
quality/services and meeting deadlines). However, the issue is more complex than
simply preferring these professionals and relegating the remaining to ostracism.
According to what was shown earlier, the diversity of styles can be advantageous to
the group if it is well managed (Mohammed & Nadkarni, 2011). In addition, researches
in this area, tied to previous research, recommend the merging of styles in groups
responsible for complex projects (Mohammed & Harrison, 2013). Along this line, the
initial tasks can be given to early action members, the continuous development activi-
ties to constant action members, and concluding tasks to deadline action members.

In this way, based on the actual stage of the literature, team leaders and HR pro-
fessionals should pay attention to the congruence between team member pacing
styles and designated tasks, seeking to increase individual performance and well-
being. When congruence is not possible, it is possible to handle difficulties by
means of management strategies. Leadership can provide support to perform tasks
by periodically reminding deadline action professionals regarding the project dead-
line (Gevers & Demerouti, 2013). On the other hand, early action or constant action
professionals require less supervision in this aspect. Anyway, the HR areas can
provide training in time management to teach professionals and leaders how to deal
with the eventual incongruities between styles and tasks.

11.2.3 Monochronicity and Polychronicity

Contemporary organizations, pressed by the productivity injunction, long for agility
in the completion of tasks. Allied to technological advances, this pressure to work
faster has redefined the relation of individuals with their activities, such that the
execution of simultaneous tasks has become a common practice. It is precisely in
this scenario that the discussion regarding monochronicity and polychronicity gains
importance.

Originally conceived as a cultural-/societal-level construct, polychronicity has
gained space in organizational studies, notably at the end of the 1990s. During this
time, the construct refers to what extent individuals preferred to engage in two or
more tasks simultaneously and believed that this preference was the best way to



11 Time Pressure, Pacing Styles, and Polychronicity 219

perform activities (Bluedorn, Kalliath, Strube, & Martin, 1999). Gradually, litera-
ture came to privilege the first part of this definition (the preference in itself became
the core of the construct) and to research the construct on the individual and group
levels (Conte & Jacobs, 2003; Hecht & Allen, 2005; Jang & George, 2012; Slocombe
& Bluedorn, 1999).

In this way, actually, polychronicity expressed the actor preference to perform
two or more activities simultaneously, whereas monochronicity refers to the actor
preference to perform activities sequentially (one at a time), both figuring as
extremes of the same continuum (Slocombe & Bluedorn, 1999). With the sense of
refining the construct even more, Konig and Waller (2010) recommend the use of
the terms monochronicity/polychronicity to identify preferences, reserving the term
multitask for the behavioral aspect of polychronicity. In representing preferences,
one can say that monochronicity and polychronicity are founded in the subjective
conception of time.

11.2.3.1 Variables Related to Monochronicity and Polychronicity

Age and gender do not appear to influence individual polychronicity (Jang &
George, 2012). Similar data arose in Brazilian research on the theme (Lombardi,
2009), which also verified the lack of differences in polychronicity due to education
and civil status. Regarding the big five personality factors, Konig and Waller (2010)
show extroversion as the factor most solidly related to polychronicity.

Konig and Waller (2010) also highlight the role of work environment as an ante-
cedent to polychronicity. Organizational environments that demand a multitasking
behavior end up “selecting” polychronic individuals, because they tend to be suc-
cessful in these environments. In this sense, Lombardi (2009) determined that the
polychronicity of a company, assessed as an organizational cultural trait, figures as
a relevant antecedent to individual polychronicity in a sample of professionals in
several Brazilian organizations.

In contrast with the relatively small amount of research on antecedents, studies
on consequents are many in literature. For example, Jang and George (2012) estab-
lished that polychronicity related positively to work satisfaction in a sample of pro-
fessionals in the lodging sector. The same standard was discovered by Arndt, Arnold,
and Landry (2006) among retail sales personnel. In turn, a study held with Brazilian
shopping center shop managers indicated that most of the interviewed, even though
preferring a monochronic actuation, were aware of the multitasking standard of the
activity, generating dissatisfaction and work unhappiness (Paiva & Gongalves,
2014). Considering a sample of professionals from different sectors, Hecht and
Allen (2005) showed that when opportunities to act in a polychromatic way at work
are incompatible with the level of individual polychronicity, work satisfaction was
negatively affected.

Together, this data suggests that work satisfaction occurs from the interaction
between the type of activity and the individual level of polychronicity. That is, higher
levels of job satisfaction were probable in a scenario with congruency between the
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professional and the activity: polychronic professionals performing multitask work
and monochronic professionals performing sequential activities. As, in organiza-
tional reality, there are cases of congruence and incongruence, the direct relation
between polychronicity and job satisfaction tends to be inconsistent. In fact, the com-
pilation by Konig and Waller (2010) reveals the inconsistency of this relation. In the
six samples analyzed, two correlations were negative and not significant; one was
positive, weak, and significant; and three were positive, moderate, and significant.

The interaction between polychronicity and type of activity seems to be equally
relevant to the occurrence of other positive experiences at work, such as organiza-
tional self-esteem and affective well-being at work. Based on a sample of intermediate
managers from different organizations, Hui, Lee, and Niu (2010) indicated that the
polychronicity and variety of tasks interact in the prediction of organizational self-
esteem, such that the concession of more varied tasks to polychronic individuals
resulted in higher levels of organizational self-esteem. Also, on days with high multi-
task work demands, the affective well-being of polychronic individuals was less
penalized than that of monochronic individuals (Kirchberg, Roe, & Van Eerde, 2015).

In the case of job satisfaction, the impact of polychronicity on performance also
oscillated from research to research, raising the same attention for the role of
individual-activity congruence. Conte and Jacobs (2003), investigating train engi-
neers, registered the negative and significant relation between polychronicity and
performance (evaluated by supervisors). On the other hand, positive associations
were detected in performance self-evaluations and evaluations by third parties of
sales professionals (Conte & Gintoft, 2005; Fournier, Weeks, Blocker, & Chonko,
2013), work that typically requires multitask behavior. In the three articles, the
effects orbited at the limit that separates weak and moderate magnitude. Karatepe,
Karadas, Azar, and Naderiadib (2013) also highlighted the positive effect of
polychronicity in the hospitality sector; however, this effect was totally mediated by
work involvement, given that it has difficulty establishing an unequivocal relation
between the two first variables.

Such difficulty is well represented in the Konig and Waller (2010) review of the
polychronicity-performance relation: the appreciation of the data from eight differ-
ent samples of professionals revealed oscillations between r = .23 and r = —.21. The
effects are not very expressive, and the extremes of distribution are almost diametri-
cally opposed. In the same way as with job satisfaction, the discrepant results attest
the need to refine the analyses regarding the association between polychronicity and
performance.

First, this refinement goes through the importance of the individual-activity congru-
ence, as highlighted by empirical studies previously cited (e.g., Fournier et al., 2013).
Considering this reasoning valid, there are labor activities more favorable to mono-
chronicity and others more adequate to polychronicity.

Secondly, it is worth observing the interference of another type of congruence:
that of the individual with the group. Slocombe and Bluedorn (1999), with data col-
lected from different organizations, indicated that the perception of professionals
regarding how the partner/leader evaluates their performance was greater when the
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levels of individual and group polychronicity were similar. As these levels distanced
themselves (reducing the congruence), perception regarding performance evalua-
tion given by the partner/leader became less favorable. In a complementary analy-
sis, Mohammed and Nadkarni (2014) relate that monochronic/polychronic
orientation diversity of individuals on teams related negatively to group perfor-
mance. That is, in this research, the more heterogeneous groups in the polychronic-
ity dimension presented lower group performance.

11.2.3.2 Monochronicity and Polychronicity: Practical Implications

The literature reveals that the organizational individual-activity, individual-group,
and individual-culture congruencies in the polychronicity dimension are relevant to
job satisfaction, organizational self-esteem, affective well-being, and performance.
As a continuous act, the question arises: How does one reconcile individual, activ-
ity, and environment?

One of the initiatives deals with the process of recruitment and selection. By
means of a prior analysis of the position characteristics, HR professionals and team
leaders can define the desired profile for that position in the monochronicity/poly-
chronicity continuum and consider it in the selective process. Such initiative repre-
sents low investment and great return potential (Arndt et al., 2006).

When dealing with already contracted individuals, each professional (including
leaders) should identify the individual preference, the preferences of team mem-
bers, and the job characteristics as to the levels of monochronicity/polychronicity.
The Lombardi (2009) instrument, validated for Brazil with good psychometric indi-
cators, can assist this diagnosis. Interviews with the professionals can also support
this process.

Based on this diagnosis, the leader should match individuals and activities by
means of task redistribution, reorganization/modification of the productive pro-
cess, transfer of professionals to other sectors, or management of group conflicts.
The intention is to reduce the incongruences, because these hold great conflict
potential and can cause the reduction of performance and job satisfaction. The
proposal to modify the professional monochronicity/polychronicity profile, by
means of training, probably will face limitations, in such that the individual pref-
erences are conceived more as personality traits than as states (Slocombe &
Bluedorn, 1999).

In the contraction and relocation of professionals, it is worth observing that
polychronic individuals are notably compatible with activities that involve cre-
ativity, problem resolution, and negotiation, since they retain the ability to con-
sider multiple alternatives in a nonlinear way (Mohammed & Harrison, 2013).
Monochronic individuals are especially compatible with more structured activi-
ties that do not demand concentrated attention and strict planning fulfillment.
Effective personnel management allows the exploitation of inherent potentials in
both profiles.
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11.3 Final Considerations

Time figures as an essential dimension to perform work and to develop organiza-
tional life. This chapter has sought to sensitize WOP researchers, HR professionals,
and team leaders regarding the relevance of considering time in the understanding
and management of organizational phenomenon. The adoption of “temporal lenses”
awakens a new vision of organizational dynamics (Ancona, Goodman et al., 2001),
raising new questions, constructs, research models, and management practices.

Adopting such a perspective, this chapter placed temporal constructs in discus-
sion that touched on the temporal acceleration that characterizes contemporary
organizations. This scenario imposes challenges to the WOP area, for example,
study the substantial changes in the professional-time-work relation and help orga-
nizations to conciliate well-being and performance (Caetano, 2012). Faced with
these challenges, this chapter contributes to the WOP area in synthesizing the litera-
ture on temporal pressure, pacing styles, and monochronicity/polychronicity, sup-
plying evidence capable of guiding organizational management.

In this sense, the data cited here can be of great value. In general lines, the research
highlighted the complex relation between temporal constructs and important vari-
ables in the workplace (performance, work involvement, well-being, and job satis-
faction), including the identification of curvilinear standards and moderator variables.
In the three constructs, the congruence between individual temporal profiles and the
activity arose as a key point, such that it deserves special attention by team leaders
and HR professionals. Such congruence depends, firstly, on the identification of the
individual temporal profile by means of standardized instruments, interviews, or
behavioral observation. Next, leaders and HR professionals should consider such
profiles in the allocation of workers in the distinct activities, projects, and organiza-
tion sectors. Proceeding as such, it is possible to expect gains in worker performance
and well-being, as long as the organizations pay attention to the curvilinear shape
and the influence of moderator variables that modulate such relations.

Within the limitations of the chapter, it is underscored that other temporal con-
structs were not explored/detailed, such as temporal urgency, time management, and
temporal perception, among others. Another limitation is the difficulty of presenting
more evidence regarding some relations mentioned in the chapter, which is explained
in large part by the vanguard condition of these constructs. At the heart, questions
relative to time have not been completely incorporated into WOP research, especially
due to insufficient theoretical production on the temporality in organizations, the
methodological limitations to verify some phenomenon, and the weak dissemination
of temporal constructs among academics (Ancona, Goodman et al., 2001).

The way individuals and groups deal with time is part of the organizational
dynamic. In the establishment of a deadline for the most important project in the
organization or in “break time,” the relation with time holds a great richness of
meanings. Highlighting this richness, the expectation is that this work contributes to
the definite incorporation of time in the analysis and management of organizational
phenomenon.
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Chapter 12

Cultural Diversity and Inclusion
in Organizations: State of the Art
and Challenges

Claudio Vaz Torres, Ione Vasques-Menezes, and Luara Presotti

12.1 Introduction

There is no doubt that Brazil is a multicultural and heterogeneous country. However,
little is known about the repercussion of cultural diversity and inclusion on the
Brazilian organizations. Cultural diversity has been systematically defined as the
representation in a social system of people holding different group identities and
different cultural significance. It is also understood as the individual, social, and
historically significant differences that have resulted in power differences and privi-
lege in and out of organizations. There is a consensus in literature that organizations
should go beyond the mere concern about diversity and think over inclusion in its
context. Inclusion, in turn, means to say that members of all groups will be treated
in a fair way, feel included, enjoy equal opportunities, and be represented in all
organizational functions and levels. Organizations that incorporate the culture of
inclusion, all identity groups have the opportunity of being present and to make
their voices be heard and appreciated, and to carry out core activities on behalf of
collectivity.

To enable inclusion, the existing cultural diversity should be managed to build an
organizational environment favorable to the full development of everyone’s poten-
tial of fulfilling their organizational objectives. The issue of cultural diversity and
inclusion is making room in the agenda of many organizations, representing a uni-
versal and irreversible movement of our current societies. But there is yet a lot to be
done toward managing diversity in the Brazilian organizations, and few studies can
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be used to illustrate how the perspectives of diversity and inclusion management
have been employed in Brazil.

The initial aim of this chapter is to identify and explore the national academic
production from 2010 to 2015, disclosing a scenario of empirical studies developed
on the topic in Brazil. It is expected to generate data that reflect the Brazilian reality
regarding aspects of diversity and inclusion in organizations. Next it aims to address
the international literature and point out systematized practices of diversity and
inclusion management in organizations that contribute to develop firms beyond the
effects of high-performance traditional systems. These practices normally approach
training and monitoring in diversity and inclusion, recruitment, compensation sys-
tems, and promotion oriented to minority groups, among others, being positively
associated to high performance in businesses, high productivity and innovation of
labor force, low turnover, and increased job satisfaction and wellness. Finally, it
intends to propose a reflection on diversity and inclusion in the Brazilian organiza-
tions to support empirical evidence-based strategies that could contribute to its man-
agement. Understanding and managing diversity and inclusion are important to get
the maximum advantages. The firms that neglect this fact lose their competitive
potential. In brief, this review is expected above all to contribute to the knowledge
and debate about diversity and inclusion in organizations, serving as reference to
future surveys and input to formulate organizational policies related to the matter.

12.2 What We Are Addressing: Definition of Diversity
and Inclusion

The different definitions of diversity found in literature are complementary. As
observed in Ferdman and Sagiv (2012), the heart of the concept of diversity refers
to different ways of thinking work and organizations and of approaching the perti-
nent situations deeply rooted in social identities. Diversity is variability and could
be understood as the representation of individuals with different group identities in
a social system (Cox, 1994). Mor Barak (2011) emphasizes the divide of labor force
in different categories that hold intragroup similarities perceived in a cultural con-
text and that impact work outcomes and relationships. Thomas and Ely (1996), in
turn, emphasize in the definition of diversity as the different perspectives that mem-
bers of different identity groups integrate to work.

On the other hand, the concept of inclusion can be viewed in two different lights.
The first one is in the light of the individual itself. According to Mor Barak (2005),
the baseline of inclusion lays in the sense of belonging. According to this approach,
individuals perceive inclusion as associated to the feeling of belonging to a group.
To Hayes (2002), in turn, inclusion refers to acceptance; it is the feeling of being
appraised as member of an organization at all levels. In other words, the essence is
to be accepted by the other. Therefore, when these two visions are combined, inclu-
sion goes beyond diversity. To be achieved, inclusion depends on the diversity
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management to build an organizational environment that allows all to fully develop
their potential to fulfill the corporate goals (Thomas & Ely, 1996).

Since literature employs several different terms (e.g., inclusion behaviors, inclu-
sion experience) to refer to one single phenomenon—inclusion in organizations
(Fedman & Davidson, 2002)—it builds a conceptual cloud that contributes to
obscure the definition (Hanashiro, Torres, Ferdman, & D’ Amario, 2011). However,
it seems that literature generally accepts that inclusion is related to how the indi-
vidual perceives she/he is being treated because of her/his features and the groups
to which she/he belongs such as race, gender, and sexual orientation, among others
(Ferdman, 2010).

12.3 Studies About Diversity and Inclusion in the National
and International Scenarios

To talk about diversity and inclusion in Brazilian organizations means, to a large
extent, understanding the impacts of the quota act on work organizations, consider-
ing that these laws have demanded the market to fit into their requirements and
challenges. In addition to laws, one should consider the international management
standards that increasingly advocate for diversity and inclusion as competitive ele-
ments to businesses.

International studies have served more as a theoretical reference to Brazil than as
a possibility of immediate application. This issue is grounded on historical, cultural,
and social differences that ensure different contexts to businesses and, above all, to
the relations of access to goods and power by different social groups. Still, the
Brazilian cultural diversity is visible and places the topic at a necessary and above
all promising level. Because of the status of application of inclusion in the Brazilian
reality, the classic studies of diversity of the 1980s and 1990s continue to serve as
reference. Nonetheless, more recent studies could suit as a horizon toward which we
take larger steps.

Mor Barak (2011) has been one of the international references in diversity man-
agement at organizations. The author has studied the baseline concepts that ground
cultural diversity, presenting arguments to manage it through studies of case from
different countries in the world. Her work is a guideline for academics and execu-
tive officers. Another important reference is professor Bernardo Ferdman who, in
his latest publications, has refined the differentiation between diversity and inclu-
sion, and also systematized inclusion as practice, linking it to the area of transcul-
tural psychology (Ferdman, 2010; Ferdman & Dease, 2013; Ferdman & Sagiv,
2012). The author also exhaustively studies the Latin identity and the ethnical-racial
identity (Gallegos & Ferdman, 2012).

Among the studies reported between 2010 and 2015, it is worth mentioning
Miles’ and Erhardt’s (2014) warn that international surveys on diversity and inclu-
sion have inconsistent results in relation to the organizational performance. Still
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according to the authors, this could be due to the narrow focus on the diversity-
performance relation. Miles and Erhardt draw attention to the mediating role of
corporate social responsibility practices in the relationship between the corporate
senior management diversity and the organizational performance, suggesting that
organizations with diversity and inclusion at senior levels and that implement social
responsibility practices tend to be more profitable over time. These authors, how-
ever, have limited their findings to the US firms and do not make clear if the same
effect could happen in organizations of other cultural context. Pulignano (2011), in
turn, points out that in the supranational context of the European Union, the only
way to modernize the industrial relationships and increase productivity is the
renewal of an agenda of partnership and social dialogue, understood as collabora-
tive practices and social networks that enable managing diversity and inclusion. To
the author, these practices are supported by new ways of direct support by the state
at supranational level, which appraise the intraorganizational difference.

Zhou and Park (2013) suggest there is no single and best way of managing diver-
sity and inclusion and even challenge the notion of “best practices” in this regard.
The authors studied organizations in the United States and Europe and suggest that
the different pathways and approaches adopted by organizations to manage diver-
sity vary in relation to their business objectives and demographic and geographic
contexts. While some firms maintain and manage diversity initiatives of global
scope (e.g., IBM or Royal Dutch Shell), others provide the local subsidiaries with
great flexibility to customize and reach their specific goals of diversity (e.g., PepsiCo
or Sodexo Inc.). Other firms focus on one single aspect or dimension of diversity
and inclusion (e.g., gender) for all subsidiaries worldwide and use this dimension as
the driving force to the top-down engagement and implementation of initiatives to
enhance the participation of women' at leadership levels but with geographic and
political adaptations (e.g., Deloitte & Touche). Thus, according to Zhou and Park
(2013), one cannot claim best practice to the issue of diversity and inclusion, since
different organizations met the several criteria of prizes or ranking of organizational
diversity from their markets. However, these organizations monitor and manage
their diversity in line with their business objectives. Still on this topic, Goyal and
Shrivastava (2013) revised the best practices of diversity in organizations in the
United States and the United Kingdom and observed that practices of diversity and
inclusion management and diversity initiatives and programs are implemented
mainly to improve the organizational diversity climate.

The diversity climate of an organization serves as a barometer that measures the
organization’s position in terms of creating an environment free of prejudice and
discrimination. In their review of more than 20 years of models, approaches, and
diversity measures, Goyal and Shrivastava (2013) found that all initiatives and train-
ings oriented to diversity and inclusion are basically focused on the development of
that environment. The most successful organizations have recognized to which

'A common practice in literature on diversity and inclusion is to present the terms that define labels
in capital letters. We have adopted this practice to emphasize and acknowledge the cultural signifi-
cance of such group identities.
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extent their diversity climate impacts the different individual and organizational
performance measures. Still according to the authors, organizations should regu-
larly assess the diversity climate to find areas with opportunities of improvement,
signaling the organization’s commitment to diversity and inclusion. This, in turn,
will produce healthy working environment in the organization to all relevant catego-
ries or dimensions.

Regarding the national literature, we searched studies on the ABI/InformGlobal
(Proquest), IS Web of Knowledgement, Scopus, Science Direct, and Google Scholar
databases. In addition, the articles published between 2010 and 2015 at the National
Meeting of the National Association of Graduation and Research in Administration
(Encontro Nacional da Associagdo Nacional de Pos-Graduagdo e Pesquisa em
Administragdo—EnANPAD) were also verified. Searches were oriented by the
combination of the key word “diversity” and/or “inclusion” and “organizational
diversity management” and the respective versions in Portuguese. To ensure the
identification of all studies on the topic, we used the snowball technique, i.e., verify
the bibliographic references of all studies initially selected so that, by the end, all
studies are referred to each other and to avoid disregarding any study. Altogether, 54
studies were identified and (after being analyzed regarding to the following criteria:
(a) context of publications, (b) methodological characteristics, and (c) results found)
were reduced to 18 of direct interest to this report. Although scarce and recent, the
studies in Brazil generally approach the representativeness of different groups in
organizations and the organizational or peer practices for their effective inclusion.
Another tendency tries to study the feelings/perceptions/experiences of the minori-
ties targeted by the quota act. It is also worth mentioning the studies that approach
specific discriminations based on race/ethnics, gender, or age, i.e., racism, sexism,
and ageism as the main types of isms. Such isms mean that prejudice (i.e., attitude)
or discrimination (i.e., behavior) exist in the organization. These refer to the oppres-
sion institutionalized in the organizational context that generates, implements, and
maintains phenomena such as lack of equal opportunities of growth in the organiza-
tion, biased recruitment, and segregationist organizational policies, among others
(Cox, 1994). Since they are institutionalized they need little or no participation of
individuals to persist, and are maintained by their own effects, in a vicious cycle.

In a study aimed to survey visions and practices of diversity management and its
effects on inclusion, having as reference Thomas’ and Ely’s (1996) paradigms of
diversity management, Presotti (2011) identified a trend among the Brazilian orga-
nizations toward managing diversity in the perspective of Discrimination and
Justice (quotas as a way to promote justice). Yet, organizations seem to have incor-
porated to their speech, and only to their speech, the paradigm of Learning
and Effectiveness that understands diversity as a source of learning and effective-
ness in the organization. In the same study, in an attempt to understand the results
of diversity management perspective on the inclusive behavior and inclusion experi-
ence perceived by the employees of one of the organizations surveyed, the author
identified that the inclusive behavior of the workgroup better explained the employ-
ees’ experience of inclusion. This reinforces the relevance of fostering inclusive
work relationships beyond the policies of inclusion.
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Some works are outstanding in the area of the isms. Zauli, Torrres, and Galinkin
(2012) investigated the attitude of the House of Representatives’ staff regarding the
possibilities and limitations of professional growth of women and found that women
are less likely to hold high management offices in that House than men. Zidério
(2012) found the same relationship in hospital organizations, which is also coherent
with the surveys by the International Labour Organization that found the presence
of women in only 5% of the senior offices in Brazil (International Labour
Organization, 2015).

Irigaray, Saraiva, and Carrieri (2010) investigated sexual discrimination and
identified the use of humor as a way to veil the organizations’ discrimination against
homosexuals. Regarding ageism, Nascimento (2010) captured evidence of discrimi-
nation (based on age) in police forces relating it to the theory of social identity and
diversity. In the same area, some studies present an overview of age-based discrimi-
nation at the workplace specifically oriented to old people and the issue of retire-
ment (Franga & Stepansky, 2012).

Cerqueira and Pérez-Nebra (2013) and Oliveira and Pérez-Nebra (2012) made
several in-depth interviews with cleaning helpers and found active mechanisms of
exclusion and discrimination in their work environments. Discrimination ranges
from subcontracting (i.e., outsourcing) to peers relationship (i.e., do not greet, not
know the employee’s name). These mechanisms impact the organization in terms of
turnover and relationships, considering the invisibility of these helpers and the
resulting social devaluation. The study has also identified linkages with gender
issue, as this professional category is typically made up by women.

Most of the studies on practices of diversity and inclusion in Brazilian organiza-
tions focus on people with disabilities (PwD). That is so because Brazil has ruled
quotas to disabled individuals. However, more than 20 years after the enactment of
the act of quotas to PwD, firms still face difficulties to adjust their conceptions and
practices to the laws and needs of these people (Carvalho-Freitas & Marques, 2010;
Campos, Vasconcelos, & Kuglianskas, 2013; Presotti, 2011; i.Social, 2015).

There are two somewhat antagonist positions regarding the compliance with the
PwD quota laws. On one hand, firm managers claim they do not comply with the
law due to the shortage of individuals with skills compatible with the job posts and
the lack of governmental support (Campos, Vasconcelos, & Kuglianskas, 2013;
Presotti, 2011). On the other hand, HR professionals unveil the perception that
disabled people’s qualification is on the average or above the overall average
(i.Social, 2015). These positions show an important contradiction that deserves
deeper analysis.

In the light of the PwD, quotas are acknowledged as a facilitator of access to the
labor market. However, they perceive some skepticism regarding their competences
and capabilities, in addition to difficulties of accessibility and promotion in the firm
(Viana, Tardelli, & Almeida, 2012) by contrast with their positive perception of the
self as not limited by disability (Coelho, 2012). These data are coherent with the
survey by Ledo and Silva (2012) who identified the overlapping of suffering in det-
riment to pleasure at work, as a result of physical and psychical strains, and lack of
acknowledgement at work.
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Likewise, a survey with 1519 HR professionals in Brazil showed that only 3%
claim to hire persons with disability because they believe in their potential, while
86% state to hire PwD only to comply with the quotas act (i.Social, 2015). Therefore,
there are indications about the persistence of prejudice against this minority group
which could be impacting their exclusion from and in work.

As found by Presotti (2011) and previously by Saraiva and Irigaray (2009), there
is a remarkable internalization of a politically correct speech on diversity, which is
not necessarily followed by the practical application of this discourse. Therefore, to
get practice closer to theory, investments should be made in management policies
and tools, endeavoring to implement inclusion as a practice.

12.4 Social Aspects: Diversity and Inclusion as a Practical
Issue

12.4.1 Upniversal-Diverse Orientation

Universal-diverse orientation (UDOQO) is defined as “an attitude of awareness and
acceptance of both similarities and differences that exist among people” (Miville
et al., 1999, p. 291). It is about the recognition of similarities (universal) or com-
mon aspects of human beings that connect people. Differences (diverse) are unique
aspects among people due to cultural and individual factors (e.g., race, gender,
sexual oriental, national origin, and personality). These factors impact the individu-
als’ skills to effectively act in and among groups of different social identities. The
construct UDO describes an attitude in relation to the others, based on the recogni-
tion and acceptance of similarities and differences existing among people, charac-
terized by the interrelation of the cognitive, behavioral, and affective components
(Miville et al., 1999). It attracted attention because of its predictive power in rela-
tion to other variables of organizational importance (Miville, Carlozzi, Gushue,
Schara, & Ueda, 2006).

Studies developed by Miville et al. (1999, 2006) in the United States used the
construct “universal-diverse orientation” (UDQO) in the area of multicultural psy-
chological counseling to university students. However, the UDO theoretical grounds
come from studies developed by Vontress (1979, 1988, 1996). According to Vontress
(1996), when counseling clients of different cultures, the counselor should be aware
of the similarities and differences existing among people. Moreover, the acceptance
of cultural similarities and differences is a relevant aspect to reach effective social
interactions, since human beings share common aspects (universal culture) simulta-
neously to important differences (national, regional, religious, and ethnical-racial
cultures).

In several studies Vontress (1979, 1988, 1996) described the notion that people
are at the same time similar and different one from the other. To the authors, aware-
ness about the core similarities and differences among people is crucial for their
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effective interaction. This understanding would allow the gathering of individuals
by similarities (e.g., quality of what is common in human beings) and, at the same
time, by differences with the other (e.g., race, gender or sexual orientation). Vontress
(1996) proposed people are product of different cultures that mutually interact: (a)
universal, (b) ecological, (c) national, (d) regional, and (e) ethnical-racial. Universal
culture refers to the “all-encompassing humanness in each of us which pervades all
cultures. No matter what the conditions are under which people live, they must
adjust to the fact that they are human beings” (Vontress, 1996, p. 164).

Miville et al. (1999) developed the Miville-Guzman Universality-Diversity Scale
(M-GUDS) to evaluate the UDO construct. The instrument was initially composed
by 45 items anchored in a Likert-type scale with values ranging from 1 (strongly
disagree) to 6 (strongly agree). The attitudes comprised in the UDO are made up by
affective, behavioral, and cognitive components. The cognitive component is the
acknowledgement, valuation, and acceptance of similarities and differences; the
behavioral component (or intention to behave) is associated to pursue plurality or
diversity of interactions with others (different of one's identity group); the affective
component is the sense of connection resulting from the common experience of
being a human. These three components are referred to as realistic appreciation,
diversity of contact, and comfort with differences, respectively (Fuertes, Miville,
Mohr, Sedlacedk, & Gretchen, 2000).

Studying the UDO, Kluegel and Smith (1983) found that women tend to act with
a sense of cooperative self-interest in diversity issues. It means to say that women
believe that initiatives on behalf of diversity are beneficial to other marginalized
groups and also indirectly help to raise awareness on discrimination and struggles
that women have to cope in the work environment. Strauss and Connerley (2003)
investigated the ties among gender, race, amability, and openness to experience and
the UDO attitudes and found a strong correlation among the three last (race, amabil-
ity, and openness) and the UDO diversity of contact attitude. The authors found that
surveys using the UDO to measure attitudes of diversity in the United States showed
that women tend to score higher in UDO attitudes than men. Little earlier Miville
et al. (1999, p. 304) have also identified in studies with the M-GUDS scale that
“Women can be more prone than men to accept the differences and similarities in
relation to the others.” In a research that approached the UDO attitude, Fuertes et al.
(2000) showed that American Asian individuals presented a high score in the UDO
behavioral component (diversity of contact). Later on Linnehan, Konrad, Reitman,
Greenhalgh, and London (2003) carried out studies with Asian American groups
and concluded that the strong racial identity made them more prone than the White
Americans to make organizational actions more pluralist. Linnehan et al. (2003)
also observed that racial groups historically excluded tend to support actions that
mean respect to their racial identity.

Thompson, Brossard, Carlozzi, and Miville (2002) found strong links between
the UDO and the big five (B5), mainly regarding openness and its facets. More
recently Roberts, Laux, and Burck (2009) suggested that the links between UDO
and B5 can be mediated by demographic variables, notably age and education, but
did not disregard the direct relation between the two first sets of variables. Regarding
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the dimension of race and attitudes toward diversity, it was observed that individuals
of minority race groups are also more likely to adhere to diversity-related programs
than the White men.

However, as male White workers are seldom target of discrimination, they tend
to disbelieve that diversity programs could be beneficial to the organization (Faludi,
1991). Moreover, many of them believed to have nothing to win with diversity, as
they would just be blamed for past organizational unfairness, and this gave rise to an
attitude of resistance to diversity (Burke & Black, 1997). Strauss and Connerley
(2003) identified that non-White individuals expressed attitudes more favorable to
diversity than White individuals, mainly regarding the pursuit for contact with other
different persons (diversity of contact). Fuertes et al. (2000) also realized that Asian
American individuals scored higher than White men in the behavioral component of
the UDO’s diversity of contact.

Wilson (2006) carried out a survey to verify why White men discarded the prac-
tices of diversity, investigating if White men had any negative predisposition to give
preference to diversified categories and groups or if it was due to previous negative
predispositions (prejudices) in relation to the Black. He found that the White’s nega-
tive attitudes were manifested in relation to both Black and women, i.e., were
directed to the practices of diversity that gave preference to groups in general.
Finally, Strauss, Sawyerr, and Oke (2008) identified that non-White individuals had
more favorable attitudes toward diversity than the White for UDO attitudes in
general.

However, most of these studies share a common trait: in addition to the relations
established between the variables of interest, studies were carried out with US sam-
ples. Therefore, the main conclusion resulting from the search made was of a gap in
the investigation about relationships between UDO and its impact on the organiza-
tion in terms of policies of inclusion, mainly when samples are non-individualist,
notably from the United States.

12.4.2 Affirmative Actions in the Public and Private Contexts

The UNDP (United Nations Development Programme) has played an important
role as a development network of issues related to cultural diversity, social inclu-
sion, and quality of life. Its concern about human development has resulted in
affirmative actions at different levels and countries aimed to the social and eco-
nomic inclusion of historically excluded shares of the population. It is worth men-
tioning that affirmative actions are understood as a set of compulsory public and
private policies, elective or voluntary, designed to remedy the present effects of
past discrimination, to materialize equal access to fundamental assets such as edu-
cation and job (Presotti, 2011). The idea of affirmative action is based on the
understanding that social phenomena are not natural but result from several social
interactions. Therefore, the need of political intervention to reverse the picture of
inequality is observed in a given society (Alves & Galedo-Silva, 2004). However,
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affirmative actions do not mean diversity and inclusion, and one of the milestones
of the policies against discrimination and on behalf of equal treatment was the
1948 Universal Declaration of Human Rights (UN, 1948).

Still approaching affirmative actions, Benedito and Menezes (2013) analyzed
the Public Policies of Social Inclusion and affirm that the participation of the private
sector in the implementation and success of those policies is important and justified.
Public and private sectors should work together to solve complementary social
issues aimed at social inclusion. In fact, according to the authors, virtually all the
Public Policies on Social Inclusion in Brazil, mainly those of economic nature (job
and income generation), depend on the public and private sectors to promote social
inclusion. A good example is Law 10097/2000 (known as the Apprentice Act) that
serves as a tool for professional training and job and income generation for minors
(mainly the lower-income ones) through qualification and internship in companies.
The facilitation of minors’ access to the labor market imposes the firm the manda-
tory hiring of a given percentage of young employees. This also happens with the
Public Policies on Inclusion of People with Special Needs, Law 8213/1991, which
sets forth that companies with more than 100 employees must fill in 2% to 5% of the
vacancies with workers with some special need, i.e., people with disability (PwD).
As such, the companies play a strategic role to the success of the inclusive public
policies organized by the Brazilian government at federal, state, or municipal level
(Benedito & Menezes, 2013).

Also aimed at greater inclusion, the governmental policy Educacdo para todos
(Education for all) and the movement Todos pela Escola (All for School) show that
education issues are not limited to including non-enrolled PwD, since there is a
population with no learning difficulty that remains out of classrooms. As discussed
by Glat and da Oliveira (2003), last decade there were about 3.8 million children
and youngsters of 4—17 years old out of school. This led to actions promoted in the
public and private sectors to minimize this gap. As regards higher education,
Almeida and Ernica (2015) pointed out that over the 2000s this education level has
significantly expanded in Brazil, also in the light of social inclusion. Affirmative
actions oriented to groups traditionally excluded from higher education were dis-
seminated in an effort to reduce the effects of social, racial, and economic differ-
ences on the access to higher education. The authors emphasize that the federal
government also started offering fiscal benefits to private institutions in exchange
for scholarships to low-income students from public schools and expanded the edu-
cation loan program, reducing interest rates and extending the term for repayment.

Despite some cuts made to these programs, these remain as important affirmative
actions in the government plan. Feres, Daflon, and Campos (2011) approach this
matter and point out that more than 70% of the state and federal public universities
carry out some kind of affirmative action since 2011, mainly through the system of
quotas and student loan. The same can be observed in the civil society. According to
Lima (2010) the adoption of affirmative actions policies has brought significant
changes in society regarding race. Although according to the author the debate is
strongly focused on the system of quotas to public universities, the work of the latest
administrations and the civil society comprise similar programs in other areas.
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However, there are few affirmative action policies in Brazil if we consider all
groups excluded from job. Even the existing ones still present operational problems
such as difficulty to find skilled labor force and discrimination against the program,
as well as cultural problems such as the myth that we live in a “country free of preju-
dices.” Although this is a way to displace political issues and responsibility from the
public sphere to the private sphere and to the organizations (Presotti, 2011), when
considered as a whole, the affirmative actions policies in Brazil may be still insuf-
ficient, and there is little or no evaluation on the impact or efficiency of the existing
ones. And something that is not evaluated cannot be valued.

12.4.3 Diversity and Inclusion: Beyond the Effects
of the Traditional Systems of Organizational
Performance

Armstrong et al. (2010) claim that, if well implemented, diversity systems can
greatly contribute to the organizational performance. It is interesting that in their
study the authors analyzed the traditional individual performance evaluations and
the organizational practices and policies to verify how training in diversity and con-
sistent monitoring of diversity through recruitment and implementation of compen-
sation and promotion systems that reach monitories and disadvantaged groups have
effectively increased the business performance of firms. Studying organizations of
services and manufacture in Ireland, Armstrong et al. (2010) confirmed that prac-
tices of diversity are positively associated to higher organizational productivity and
innovation in labor force and less turnover among workers. This draws attention to
the relationship of diversity and inclusion and effects on the organizational produc-
tivity that go beyond the positive effects on workers. Corroborating this idea,
Erhardt, Werbel, and Shrader (2003) go farther and suggest a relationship between
the board of directors’ demography and the financial performance of the organiza-
tion. In a longitudinal study developed over 5 years, the authors investigated finan-
cial data in terms of investment returns and assets and percentage of women and
other minorities in boards of directors of 127 large US companies. Their economic
analyses indicated positive association between these financial indicators and prac-
tices of inclusion and diversity. Erhardt et al. (2003) argue that this impact may be
due to the fact that representativeness of minority groups in boards mirrors the
diversity of the pool of baseline workers and consumers of the organization and,
thus, result in an expected enhancement of the organizational performance. As it
seems, the investment in practices of diversity and inclusion results in returns to the
organizational context. Diversity can be more than justice and a moral issue. It may
be a business issue.

The way diversity is perceived is a far-reaching issue. and the expression of
diversity in organizations may refer to any trait that makes people different. When
the organizations handle with the issue of diversity exclusively in the light of
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avoiding discrimination, they try to act with justice and in compliance with the laws.
Therefore, everyone is expected to be treated with equality and respect. The pro-
grams of affirmative actions and quotas for minorities are some examples of this
approach. The White and heterosexual men still earn the highest salaries in the
market, sometimes performing the same role as a woman. This is the reason for
programs of affirmative action and quotas for minorities—it is an attempt to include
them. When the organization uses this type of strategy to handle with diversity, it
diversifies the staff but not the type of work, because it does not take the most that
people with different backgrounds can add in terms of different visions on the work
and tasks performance. A broader way to approach the issue of diversity is to under-
stand that Women, Black people, indigenous people, homosexuals, and many other
groups can provide knowledge and different, important, and relevant competitive
visions on how work can be performed. This could enable new and innovative ways
to design processes, reach goals, assemble teams, inform teams, and lead. However,
the private institute does not aim at inclusion, but at profit, generating proposals on
inclusion exclusively to comply with the law. An organization that appraises differ-
ences between groups is likely to improve organizational effectiveness.

12.5 Conclusions

Cultural diversity in organizations means the inclusion of other people than man,
White, heterosexual, married, and with 1.7 children on average. And above all,
diversity and inclusion acknowledge, reinforce, and appraise differences and simi-
larities existing among people and that will help the achievement of organizational
and individual goals in a win-win proposal (Torres & Pérez-Nebra, 2014). Culturally
diverse organizations have a potential to gain strong competitive advantages and to
be dysfunctional. In a simple illustration of this idea, in Brazil the practice of refer-
ring to race groups using nicknames is considered to be friendly and loving
(Rothblatt, 2003), contributing to the notion of “racial democracy” in the country.
However, this racial awareness is pluralistic in symbolism comprising race, social
class, and social position at the same time, creating a particularly virulent form of
racism: the silent racism (Mikulak, 2011) and other forms of institutionalized
oppression.

However, diversity and inclusion were very recently incorporated to the social
and political concerns. The culture of racism, sexism, ageism, and many other isms
is strongly present in the society as a whole and in public and private institutions
and work organizations in general. There is a lot yet to be surveyed and, above all,
much must be done to make the society and work organizations perceive the impor-
tance of these constructs, taking attitudes less prejudiced and with better accep-
tance of the diverse (Torres & Pérez-Nebra, 2014). Accepting individual, social,
and historically meaningful differences is to develop in society attitudes that gather
actions to minimize or, even better, abolish behaviors of discrimination and preju-
dices and differences and privileges within organizations and externally. With this,
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all members of all groups are expected to be treated in a fair way to feel included
and with equal opportunities in organizations and externally. Fortunately the topics
of cultural diversity and inclusion are gaining room in the agenda of many organi-
zations. However, there is a lot to be done to manage diversity in the Brazilian
organizations.

Although the surveys approached in this paper point out problems resulting from
poor management of cultural and social diversities in organizations and that good
diversity management assumes fewer isms in organizations, this is not always true.
Many positions bear the initial intention of praising or joking, but the effects of
continuously engaging in such behaviors are harmful to the organization. The effect
is different from the intention. We should be more aware about differences, the
diverse, and accept it as purpose to act on and manage it. That is why training and
monitoring in diversity and inclusion are as important as diagnoses on the occur-
rence of problems in this sector. It is worth highlighting that organizational manage-
ment of cultural diversity is related to increased communication, better ways to
solve problems, more effective decision-making, enhanced productivity, greater
flexibility, and high moral among employees. It is only working on these mecha-
nisms of organizational management and reassessment of attitudes and values that
we can think on a fairer society in terms of social and organizational diversity and
inclusion.
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Chapter 13
Social Network Analysis in Organizations
as a Management Support Tool

Elisa Ribeiro, Magno Macambira, and Elaine Rabelo Neiva

Organizations and their management processes have been studied by diverse fields of
knowledge for decades. During this time, the accumulated knowledge on organiza-
tional processes and their actors has produced essential management support tools.
The design of structures and labor processes is more and more aligned with organiza-
tional strategy, diagnostics using process mapping, commitment to evaluation instru-
ments, and climate, and transferring training to work are some of the available tools.

Besides these, organizational network analysis (ONA) has distinguished itself in
making informal relationships woven into the organizational context visible.
Informal relationships have always been considered a great influence in daily life by
engendering situations such as hiring and promotion decisions, arousal or solution
of group problems, and fluidity or obstacles to workflow. In spite of considering this
influence, the ambit of informal relations has always been considered intangible or
even an obstacle to organizational transparency or equity. As such, even though
managers have recognized the influence of informal networks, they have not pos-
sessed the tools to view and manage these networks.

In spite of advances in the field of organizational behavior studies, the research
and intervention tools available emphasize either the individual or organization in
an isolated way (Brass, 2014; Cross & Thomas, 2008). ONA consists of the use of
social network analysis (SNA) to understand and intervene in organizational
phenomena. It differs from the other existing tools in that it focuses on and analyzes
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the interactions between actors, the resources that transit within these interactions,
and the social structure formed by these interactions. The actor responses are always
perceived as being a result of their attributes immersed in an environment, the rela-
tionship networks (Brass, 2014). For this reason, ONA causes implicit aspects sub-
jacent to the interaction dynamics that permeate the formal organization structure to
become visible.

The 1920s study performed by Elton Mayo in the Hawthorne factory was one of
the pioneers in mapping relationships in the organizational context. He demonstrated
the existence and relevance of informal relationships not considered in the company
organogram, as well as established the relation between an increase in employee pro-
ductivity and management interest in them (Scott, 2000). As of the 1930s, social net-
work analysis studies intensified in the organizational context. However, it has only
been in the last decade that its application has intensified directly toward the manage-
ment of people and companies (Cross & Parker, 2004; Cross & Thomas, 2008).

Understanding informal relations mean more than identifying connections and
influential actors in the network. It means understanding how the standards of inter-
action favor or do not favor organizational performance. It means discovering the
locations on the network where broadening collaboration is necessary, as well as
where there is excessive interaction generating increased efforts and delays in deci-
sion processes (Cross, Singer, Colella, Thomas, & Silverstone, 2010).

This chapter shows the main ONA contributions as a diagnostic and intervention tool
in the support of strategic management, teams, and people in the organizations. To
enable understanding of the reach of applied ONA studies and cases, we introduce basic
SNA notions, main concepts, measures used in organizations, and their general implica-
tions to actors, groups, and organizations. Next, we present empirical studies and cases
using ONA that highlight the contributions of this tool to daily management.

13.1 Social Network Analysis (SNA)

SNA is a paradigm based on the premise that social life emerges and develops by
relations and patterns formed by these relations (Marin & Wellman, 2011). It is an
interdisciplinary field of study that chooses the interaction between actors (people,
organizations, countries, etc.) as the object of study, with emphasis on the visualiza-
tion, measurement, and analysis of the relationship networks that connect these
actors (Freeman, 2011).

Informal social networks are composed of a set of people connected by social
relations. In organizational studies, the relations of friendship, knowledge, counsel-
ing, information, and trust are those most studied. The dimensions generated by
mapping the network allow it to be understood at its multiple levels: the actor, the
subgroups (dyads, triads, etc.), and the network as a whole (Carpenter, Li, & Jiang,
2012; Hanneman & Riddle, 2005).

Networks are generated by simple consignations regarding the relations gener-
ated by each actor. A friendship network, for example, can be generated by
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consignation: cite the work colleagues that you consider your friends. In the network
visualization diagrams, the points are the actors or us. The lines indicate the connec-
tions between us, and the arrows indicate the direction of the relation, which can be
either one- or two-way.

For each level of analysis, there is a set of measurements that reveal network
structure patterns and the positions of groups and actors immersed therein. At the
macrolevel we can see, for example, the size of the network, the proportion of rela-
tions existent in face of the possibilities (density), and the greatest (diameter) and
the smallest (geodetic) distance possible between the actors and centralization. The
degree of centralization informs us regarding the general standard of distribution of
the ties, if they are concentrated on determined network actors or if they more
equally distributed (Carpenter et al., 2012). These macro measurements inform us
regarding the degree of network cohesion, the degree of availability, and the speed
of information flow between us and the network (Hanneman & Riddle, 2005).

At the group evaluation level, we can identify subgroups with more frequent,
near, direct, and strong relations, the so-called cohesive subgroups (clusters). There
are several subgroup measurements in SNA, for example, cliques, n-cliques, n-clans,
and k-plexes. They progressively differ in the reduction of restrictions for the exis-
tence of a group to be considered. Cliques or caucuses are subgroups formed by
three actors (minimum) where everyone chooses each other as pairs in their connec-
tions. The different types of subgroups studied are evaluated regarding the presence
of mutual relations, the proximity, and the reach between their members, as well as
the frequency of ties within and without of the groups (de Nooy, Mrvar, & Batagelj,
2005; Hanneman & Riddle, 2005; Scott, 2000; Wasserman & Faust, 1994).

The cohesive subgroups are theoretically important due to the social powers that
operate by means of direct contact between the subgroup members by means of indirect
conduct transmitted by intermediaries or by means of actor comparison within and with-
out the groups. They possess the same standards, values, orientations, and subcultures
(Hanneman & Riddle, 2005; Scott, 2000), which are the basis for solidarity, identity, and
cooperation when compared with actors outside the group (de Nooy et al., 2005).

An important intergroup relations evaluation measure that relates to the sub-
group notion is homophobia. The measurement is derived from the very notion of
homophilia, which is considered an organizational principle in relations and pre-
dicts a standard between association and resemblance, where contact between simi-
lar persons (gender, race, age, occupation, beliefs, etc.) occurs at a more elevated
rate than among dissimilars. Elements such as geographic proximity, family nuclei,
and participation in the same organizations are contextual factors that promote
homophilia (McPherson, Smith-Lovin, & Cook, 2001).

Research shows that ties between dissimilar actors become extinct with greater
frequency when compared in their processes of formation and dissolution
(McPherson et al., 2001). Even though considered a “natural” tendency, the pre-
dominance of more homogenous standards expresses disputes among members of
cohesive subgroups by means of recognition and social strength (Wimmer, 2008;
Wimmer & Lewis, 2011). In this sense, conviviality between distinct groups needs
to be managed within organizations in order to avoid the expression of discrimina-
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tion, interpersonal conflicts, absenteeism, and low commitment and performance
(Guillaume, Dawson, Woods, Sacramento, & West, 2013).

At the actor or individual level, it is possible to evaluate the place they occupy by
means of centrality and structural position measurements. At the end of the 1940s,
structural centrality measurement was developed, founded on the distance between
each actor and all others. It was used to explain the differences in performance and
moral behavior for employees of an organization. From that time, many centrality
measurements were developed, the most studied being degree, intermediation,
proximity, and power (Freeman, 2011).

The centrality of degree is the simplest, accounts for how many people the actor
cites (out-degree), and how many people cite the actor (in-degree). Depending on
the type of tie studied, high centrality input can indicate prestige in the network, and
high centrality output identifies actors with high expansivity. In general, actors who
have more connections with others have an advantage in that they have alternative
forms to satisfy their needs and take advantage of network resources (Hanneman &
Riddle, 2005; Wasserman & Faust, 1994).

Another important measure, the centrality of intermediation, refers to the control
an actor has over the possibility of interaction between another two actors. The more
an actor routes to meet others, the greater the degree of the centrality of intermedia-
tion. However, the centrality of proximity centers on evaluating the distance of each
actor in relation to the others. The more an actor commutes to meet others, the greater
their degree of centrality of intermediation will be. The greater this centrality, the
closer the actor is to the others, which means rapid access on the network (Hanneman
& Riddle, 2005). Figure 13.1 shows some of these concepts in an illustrated manner.
We can identity the actors that present the greater degree of centrality, intermediation
(forming bridges between subgroups), and highly cohesive subgroups.

The reach and direction of the interpretation of the centrality measures will
always depend on the network structure and the context that is being studied. If, for
example, the connections become redundant or if the actors with whom an actor
connects are not well related, the related connections will not be efficient in terms
of information flow.

Subgroup 2

Fig. 13.1 Structure of relations in a sociometric analysis
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The position measures identify actors who possess similarities in their connection
standards. This similarity, or equivalency, can assume three forms that vary progres-
sively as to degree of abstraction: structural (actors establish the same relations with
all other actors in the network), automorphic (the actors can change places and the
distance between the other actors does not suffer alterations), and regular (identifica-
tion of relationship patterns in distinct networks) (Hanneman & Riddle, 2005).

we can visually observe the three types of equivalencies if we divide the network
into four hierarchical levels (Fig. 13.2). In this way, the identification of the equiva-
lencies is more easily understood. We can therefore identify the regular equivalency
among actors “f—g,” as well as with actors “b—e.” We can identify the automorphic
equivalency among actors on the third and fourth level (e-h—i and d—f-g). Finally,
the regular equivalency can be seen between the second level actors (b—c), the third
level actors (d—e), and the fourth level actors (f—g—h—i).

Another frequent theme in social network analysis refers to how social capital is
used by actors and by what structural arrangements it can be made available
(Freeman, 2011). Social capital refers to the instrumental utility of the network to its
participants, being the sum of current and potential resources (Carpenter et al., 2012;
Lozares, Roldan, Verd, Marti, & Molina, 2011). Studies in social capital discuss the
consequences of interactions based on weak and/or strong ties both for the actors and
for the network as a whole. Two theories, which are often used to understand organi-
zational phenomenon, direct and foster these studies. They are the “Theory of Weak
Ties” by Granovetter (1973) and “Structural Holes” by Burt (2002).

According to Granovetter (1973), weak ties are relevant in that they are bridge
connections that, even though present low cohesion, are the only path available
between two groups of actors. For a tie to present this property, it must be weak and
a bridge at the same time, and its strength is in its being a potential source of new
information. The author used this theoretical assertion to explain why people are

Fig. 13.2 Equivalencies
analysis
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able to gain employment more by means of those who are known than by means of
close friends. In this case, people with a greater number of weak ties were more
successful in their search for employment.

Strong ties generate cohesive groups by means of frequent interaction (high den-
sity), sharing daily experiences, and affective closeness. The cohesion defines the
content of the resource to be accessed by the actor and exerts isomorphic pressure
on each dyad. At the same time that it facilitates the exchange of resources, it gener-
ates redundancy in the content traded and directs the actors to act in accordance with
the expectations of the others. Strong ties form stable, almost immutable clusters
which are little influenced by what surrounds them. On the contrary, weak or low
cohesion ties allow participants to receive different resources and are less pressured
by expectations and norms implicit to them (Freeman, 2011).

In the theory of structural holes by Burt (2002), an actor finds himself in a privi-
leged position when they establish contacts that do not possess a direct connection
among themselves. This theory maintains Granovetter’s considerations regarding
strong and weak ties and considers that the formation of holes only happens in
groups with weak ties. The existence of structural holes is advantageous in competi-
tive situations in relation to external groups. However, in intragroup relations, the
presence of structural holes presents weak points that can be used by external actors
(Lemieux & Ouimet, 2008).

The distinction of concepts and measures by analysis levels is not always purely
factual and they often overlap. This happens because the networks are constituted
on blocks of subgroups formed by three actors (triads), and the triads are formed by
at least two links connecting three people. This means that every macro measure is
the result of subgroup interaction standards, and all measures of specific actors and
subgroups formed as a result of the general network structure.

In this section we described the concepts and measures most commonly used in
analysis studies of organization networks. The range of SNA theories, concepts, and
measures is vast, and the researchers who study organizational phenomenon have taken
advantage of this range. Following, we will present studies that illustrate the applica-
tions of social network analysis in the organizational structure and its main advances.

13.2 ONA and Its Applications in the Strategic Management
of Groups and People

The perspective of social network analysis applied to the understanding of organi-
zational phenomenon presents several peculiarities. Although covering multiple
levels of analysis (actor, dyad, subgroups, and network), they do not necessarily
correspond in a simplistic way to the possible types of entities studied, or rather,
individual, group, and organization. For example, in an individual analysis, it is pos-
sible to evaluate how the centrality of an actor in a communication network in an
organization relates with their ability to innovate and solve problems (Perry-Smith
& Shalley, 2003). However, in spite of the individual focus, it parts from a dyadic
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perspective because communication always involves two or more people. More than
that, the tie structure in which the dyad is immersed restricts the possibilities or
constraints in accessing the network resources. Therefore, it is not uncommon in
network situation research for micro- and macrolevels to be quite similar theoreti-
cally and methodologically (Katz & Lazer, 2016). Not only similar, but they are
actually mutually determined.

As such, the studies will be described on the organizational, group, and individual
axes as a didactic strategy in the chapter structure. However, just as the ARS measures
and concepts, the organizational processes studied, such as innovation, sharing of
cultural values, interdepartmental relations, transfer of learning, and performance, are
also multilevel. They result in the network interactions that constitute organizations.

13.3 ONA and Strategic Organizational Management

The mapping of informal relations in organizations functions as a deep diagnosis of
what is happening in the organization’s daily life. This permits the evaluation of the
distance between the formal proposal of work process flow and how this flow is, in
fact, working. More than that, to what point the functioning favors the assumption
of the organizational objectives and, consequently, their performance (Cross et al.,
2010; Cross & Thomas, 2008).

Based on the analysis of the relations between organization collaborators and the
evaluation of how much the standard of interactions favors performance, the man-
ager can intervene to amplify the convergence between the informal relations net-
works and the organizational structure. This does not necessarily mean to increase
the amount of interactions, making networks more and more dense. It means to
stimulate collaboration at the necessary locations, indicated by ARS and analyzed
in light of the organizational need. In this way, differences in labor characteristics,
the product developed, or the service offered imply differences in the network stan-
dards necessary for efficient organization performance (Cross & Thomas, 2008).

Organizations can be separated into two large groups according to the context in
which they operate and with the main governing values for each organization. The
first group is composed of organizations that need to continually supply customized
answers. This implies dealing with unknown problems and reaching solutions that
are also known. The main governing value for these organizations is to supply inno-
vative solutions to deliver the expected product or service. In this type of organiza-
tion, the networks need to be decentralized, dense, and endowed with reciprocal
relations within and beyond their borders. It is necessary to trust the expertise of the
group and, at the same time, be able to identify peripheral expertise, at times outside
the network (Cross & Thomas, 2008).

The second group of organizations deals with routine answers, and their main
value is in providing consistent answers to previously mapped and known problems.
In this case, the connection should be more aligned (when compared to the previous
model) to the formal workflow. Networks tend to be more centralized, borders are
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well defined, and the interaction with external actors is limited (Cross & Thomas,
2008). Consonant with this association between the network standard and the type of
organization, Grant and Parker (2009) indicate that centralized communication net-
works result in better performance in simple and routine tasks. However, for complex
and high uncertainty tasks, the decentralized networks promote better efficiency in
organizational work processes.

Classifications of this nature are an important guide in the use of ARS to diagnose
and intervene in organizations. Nevertheless, it should be understood as a characteriza-
tion of extremes within a continuum of possibilities of organizational arrangements, for
it is common to find units with customized demands and units with routine demands in
the same company. There may be organizations facing an unstable environment, being
forced to transition from more routine workflow models to those directed toward new
problems and solutions. As such, each network diagnosis, as with all case diagnosis,
should be contextualized and understood in the context of the very organization.

The central question is how the interaction standards either favor organizational
performance or do not. The answer to this question is constructed jointly between
the network analyst and the organization managers. It does not depend only on net-
work mapping but on its association with sociodemographic data, performance indi-
cators for the organization, and other management support tools available. Next, we
will present an example of social network analysis as a support to organization
strategic management, highlighting the proposed interventions proposed and/or
adopted based on this diagnosis.

The study by Flores et al. (2014) mapped the informal relations of collaborators
in five companies in the construction area. The laborers answered questionnaires
that informed who they interacted with and with what frequency. Besides this, they
were asked to identify the nature of the established relation: exchange of relevant
information, problem solution, planning, innovative ideas, and professional feed-
back. This means mapping relations clarified the role of each actor and how this role
approximated what was expected of them in the formal structure or not.

The results indicated that the relations established to solve problems and with
planning goals were the weightiest in the flow of information in the companies ana-
lyzed. When interactions with leaders were analyzed (formal and informal), they
were not permeated by relations of trust and the exchange of relevant information in
most companies. Besides this, the relevant information exchanged did not relate to
innovation. After sessions with company executives to discuss and interpret the
interpretation of the analysis, action was taken in the way of making the flow of
information more available in the whole network. In this direction, very central
actors were identified with the objective of developing alternative channels by
means of mentoring actions. Besides this, there was an effort to insert all team mem-
bers in action planning, a task previously concentrated in leaders. Finally, once
identified, the most sought after actors were procured to discuss solutions to prob-
lems and make them more accessible to all others (Flores et al., 2014).

Another case where high network centralization was present was described by
Cross and Thomas (2008) that tells of the case of the Anny Dowing (pseudonym)
company. In this company, ONA showed that the ten most central actors in the
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informal social network generated 60% of the company income. If five of them
were removed, it would mean an income loss of 38%. Even though essential, these
persons most critical for sales of potential projects were not recognized in the formal
company structure. Based on this mapping, the company came to listen to them and
put them in contact with expertise that they did not yet know. Furthermore, there
was a deliberate effort to integrate persons known for their creativity but who were
located on the fringes of the network.

The study by Lago Janior (2015) also observed actors in central and peripheral
positions, comparing them with the workflow processes and their results. The gen-
eral objective of the study was to apply the analysis of networks to improve the
efficacy of organizational change processes in a Brazilian information technology
company. After first mapping friendship, information, and trust relations among the
60 direct collaborators, a diagnosis was performed of the relations between manage-
ment and collaborators. The network mapping revealed the presence of formal man-
agers in peripheral roles on the informal network, as well as invisible collaborators,
or rather, with no formal management roles, being made legitimate and providing
support to the work processes. Besides this, the analysis of interdepartmental rela-
tions revealed low collaboration between strategic organization sectors.

This diagnosis launched a range of interventions, such as the redefinition of attri-
butes, a rotation of functions, the promotion of greater synchrony between the for-
mal structure and informal relations, and, mainly, interventions directed to increase
cohesion in the friendship, information, and trust networks. After these interven-
tions, new mappings were performed to evaluate the results. All informal social
networks studied presented an increase in density and a reduction in the distance
between actors. The alterations resulted in a greater collaborator adherence to the
organizational scenario change expectations (Lago Junior, 2015).

Another study example in the field of organizational change is described by Cross
and Thomas (2008). In the described case, the application of ONA had the objective of
favoring the implementation of a matrix structure in a technology services company
(provider) with 10 thousand employees distributed to 70 offices around the world. The
analysis of the information networks and collaboration of 250 executives and managers
demonstrated the following impediments to the implementation and function of the
matrix structure: the presence of excessively central leaders, which became bottlenecks
in the flow of information and delayed the decision making process; actors, with direct
contact with clients, situated on the network periphery and, therefore, distant from the
executors of projects directed toward client sales; and regions that maintained collabo-
ration in the local ambit but that were isolated from the matrix structure.

Based on the mapping, the company managers directed efforts to reduce the
centrality of certain leaders, reduce the network distance between production actors
and actors with direct client contact, and reduce the local focus on collaboration.
The adopted actions with this objective were to delegate the approval of the more
simple, low-cost projects, build information channels accessible to global special-
ists, stimulate a culture of independent responsiveness independent of the position
of function of who seeks information, restructure the diagnosed sectors with high
regional collaboration, and strengthen the matrix culture by means of training
(Cross & Thomas, 2008).
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Besides the confrontation between roles and formal work processes and positions
occupied in the network, the study of informal networks in organizations can con-
tribute to aligning with desires cultural values. Organizational culture exists as
knowledge is shared in the minds of the organization members, and this shared
knowledge is distributed and interpreted by means of social networks (Krackhardt
& Killduff, 2002). An example is parallel workflows. Friedkin and Johnsen (1990,
1997) and Carley (1991) developed network models that describe how individuals
interact one with another to produce homogeneity of beliefs and transmission of
cultural standards. These models integrate a well-established research area, with
roots in classic social psychology (e.g. Allen, 1977; Homans, 1950). This field con-
cerns itself with how physical proximity, similarity in beliefs and attitudes, quantity
of interaction, and affective ties are interrelated.

In work organizations, these social networks include counseling, information,
and friendship networks. The structure of relations within which the individual is
incorporated can restrict and permit the transfer of knowledge, specifically cultural
knowledge. As such, the perceptions regarding social relations are an important
aspect of culture. In organizations, informal counseling and friendship are funda-
mental to making decisions and the allocation of resources (Krackhardt & Hanson,
1993). The structure of these networks resides as understood knowledge in the
minds of the organization members under the form of cognitive maps (Krackhardt
& Killduff, 2002; Kumbasar, Rommey, & Batchelder, 1994). To the point that peo-
ple agree regarding the structure of counsel and friendship relations in organiza-
tions, they share an understanding of important aspects of the organization culture.

Studies that use SNA as a strategy to understand the processes of adhesion and/
or resistance to organizational cultural standards evaluate how individual groups
reinforce potentially idiosyncratic understandings of cultural aspects by means of
the network relations structure. Based on recent work on Simelian dyad ties (defined
as dyads imbedded in three-person cliques), Krackhardt and Killduff, (2002) exam-
ine perceptions regarding counseling and friendship relations in three companies.
The results support the idea that the Simelian dyad ties (in relation to dyads in gen-
eral) reach greater agreement regarding who is calling whom and who is embedded
in triads in organizations.

Another case described by Cross and Thomas (2008) shows the case of a tech-
nology company that sought, without success, to increase collaboration between
engineers and distinct hierarchical units and levels with the objective of more
quickly attending market demands for innovation. In this case, ONA was associ-
ated with inventories of cultural standards with the objective of associating the
positions of the actors and their degree of alignment with the culture to under-
stand the preeminence of the value in the network. In general, there was a discrep-
ancy in the perception of culture between engineers and managers. The first
regarded the culture as rigid, whereas the managers evaluated the culture as flex-
ible and of value to innovation.

The results indicated the existence of central actors with high and low adherence
to the desired organizational culture, a dynamic that nulled the influence of actors
aligned with the company culture. It was also possible to identify actors that
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connected different units, acting as information brokers, but invisible to the
organization. Based on this diagnostic, the managers adopted formal recognition and
development practices for the more central actors and the information brokers who
carried a positive culture. The central actors misaligned with the organizational cul-
ture were inserted into a training program with this goal (Cross & Thomas, 2008).

Network management in the promotion of greater alignment between the organiza-
tion values and its collaborators occurs mainly by means of identifying change agents.
Essentially, these change agents are opinion leaders, bearers of organizational culture
(positive and negative), and contacts that infect by their enthusiasm at work. Besides
identifying these atypical actors, it is necessary to be clear on the reference cultural
values and seek the collaboration of these agents in the promotion of confluence with
these values. These change agents will make interventions at the fragmentation points
in the network represented by actors with visions and attitudes counterproductive to
the consolidation of the desired culture (Denning & Cross, 2010).

The examples of the studies described until now show the need to configure the
collaboration standards that in fact add value to the organization. The adoption of
the matrix structure has grown in companies in the last decades due to the globaliza-
tion of business. In this context, collaboration has assumed a central role in business
performance. However, the demand for collaboration has overburdened employees,
making them bottlenecks in the work process, reducing their performance, and
delaying the flow of work processes. ARS studies held in more than 300 companies
have shown that only 3—5% of the actors assume about 30% of the company col-
laborative actions. Faced with this reality, it is necessary that leaders act in the
redistribution of collaboration, both by the promotion of behavioral change in more
collaborative actors to bar unnecessary demands and to more demanding actors
discerning the real need to seek support (Cross, Rebele, & Grant, 2016).

The combination between network analysis with performance measures, process
maps, monitoring communication in internal systems, and organizational behavior
evaluation instruments (e.g., culture) is an efficient strategy to identify where and
how to intervene to reach the desired organizational results.

The next axis of discussion centers on the analysis of intra- and intergroup rela-
tions in organizations. We present the main emphases of study of this level of analy-
sis, empirical studies that illustrate these emphases, as well as the implications for
management resulting from these studies.

13.4 The ONA in Group Management

There are several studies that broach the internal dynamic of groups and units, seek-
ing to explain how this affects organizational function and change (Nery & Neiva,
2015). The study of group processes in organizations under the SNA optic helps in
the understanding of many themes associated with organizational behavior. For
example, we can cite studies regarding the diffusion of beliefs and practices, confor-
mity, transfer of knowledge, team performance, diversity, interdepartmental
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relations, and innovation. The use of SNA allows the identification and capture of
group dynamic processes and their impact on the organizational network, besides
understanding the effects of the network on three levels: individual, group, and net-
work (Wolfer, Faber, & Hewstone, 2015).

An ample gamut of work that associates groups and SNA emphasizes the evolu-
tion and change in the group structure and the repercussions on the organizational
environment (Doreian & Stokman, 1997; Burkhardt & Brass, 1990; Burt, 2002;
Shah, 2000; Snijders, 2001). For example, we can cite the study by Rand, Arbesman,
and Christakis (2011) regarding how the degree of group cooperation suffered under
the effects of the formation and dissolving of strategic ties. The results show that
cooperation fell over time when the networks were randomly altered or if, on the
contrary, did not undergo any change. However, in situations where cooperation
represented a benefit for all in the group, cooperation increased when the members
were at liberty to update their connections. In this case, members acted to break ties
with those who did not contribute and deliberately formed connections with persons
who cooperated. This study showed an alternative reaction to situations where the
group performance suffered due to colleagues who retained resources or who
avoided other group members (Sparrowe, Liden, Wayne, & Kraimer, 2001).

Since 1964 (Shaw, 1964), studies suggest that group cohesion measures can
relate positively on performance. Since then, studies have considered a variety of
factors, from the network structure and formation to the nature of the work process
and the organization. Linked to these factors, research has observed the effects of
the intra- and intergroup ties and the degree of centralization in the promotion of
better results for group work and for the organization as a whole. In general, studies
have indicated relations between the strength of the tie, centrality, and the degree of
task difficulty. It is known, for example, that high centralization (few actors concen-
trating many interactions) promotes performance only in the execution of the sim-
plest tasks (Sparrowe et al., 2001). As an illustration of the effect of the strength of
ties, results show that weak ties between units help one team seek useful knowledge
in other units. However, they impede the transfer of complex knowledge, which
tends to demand strong ties between the two groups, to be diffused (Hassen, 1999).

With the objective of evaluating the influence of interdepartmental cohesion in a
process of organizational change, Tenkasi and Chesmore (2003) studied the social
networks of 40 units, one a multinational. Among them, there were units responsi-
ble for implementing change and receptor units, objective of the change implemen-
tation. The results suggest the need for the change implementers to create strong ties
with the receiving units for a successful change implementation. The density of
strong ties, both at the unit level and at the leader level with the social network of
the receiving unit were predictors of the use of change, indicating that both the lead-
ers as well as the members of the unit as well as the unit leaders possess a central
role, but independent, in influencing the use of change.

An ethnographic study developed by Macri, Tagliaventi, and Bertolotti (2001) in
a small Italian ladder factory used SNA to observe the process of a new information
system. Based on an analysis of network alterations, the researchers identified
coalitions against and in favor of the innovation. For example, the study results
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observed that the business owner removed his approval of the changes when he
noticed that actors with greater technical expertise were more sought after.

Another important branch of studies is the transmission of beliefs, attitudes, and
practices by means of interpersonal ties in groups. Especially in the ambit of studies
regarding social influence, two processes are commonly studied based on networks:
convergence and contagion. Studies on convergence seek to explain attitudes and
practices common to non-connected actors but that establish interaction standards
similar to the network (Galaskiewicz & Burt, 1991). A classic work in this line is
that of Erickson (1988) who uses the measure of structural equivalency to explain
the formation of common attitudes.

The studies regarding contagion seek to explain the sharing of ideas, attitudes,
and practices by means of durable interpersonal ties as information and influence
conductors. The mutual influence of ties between group actors creates a crescent
homogeneity and promotes the distribution of ideas and practices (Davis, 1991,
Geletkanycz & Hambrick, 1997, Harrison & Carroll, 2002; Haunschild, 1994;
Krackhardt & Killduff, 2002; Sanders & Hoekstra, 1998).

Studies regarding the use of knowledge and creation also elect the social interac-
tion processes as an operations substrate to understand these phenomena (Brown &
Duguid, 2000; Davenport & Prusak, 1998). One line (which suffers from a lack of
rigorous empirical research) is based on practical communities (Brown & Duguid,
1991; Lave & Wenger, 1991; Tyre & Von Hippel, 1997; Wenger, 1998) in which
new practices and concepts emerge from the interaction of individuals engaged in a
common business. In this case, practical community processes are similar to those
of the theory of traditional social influence (Friedkin, 1999), which emphasizes the
homogeneity of beliefs, practices, and attitudes as resulting from group processes.

Research regarding the presence of homophilia in intra- and interorganizational
relations evaluates the favorable and unfavorable effects of homophilia on individ-
ual, group, and organizational performance (e.g., Ibarra, 1997, Krackhardt & Stern,
1988, Reagans & Zuckerman, 2001). In principle, the high degree of cohesion in the
ties between similars (a) facilitates the transmission of tacit knowledge (Cross,
Parker, Prusak, & Borgatti, 2001, p. 229), (b) simplifies coordination (Ancona &
Caldwell, 1992; O’Reilly, Caldwell, & Barnett, 1989), and (c) avoids potential con-
flicts (Pelled, Eisenhardt, & Xin, 1999).

We could erroneously conclude that the best escape to avoid organizational con-
flicts would be to guarantee homogeneity among members of work teams, but that
is not what empirical studies prove. If homophilia is not a management goal, it can
contribute as a mechanism to maintain status inequality for minorities within orga-
nizations. For example, we could cite studies by Brass (1985) and Ibarra (1997),
where they show that if men have more power in an organization, the tendency is
that the men networks would continue to concentrate control that powers mecha-
nisms among themselves. This excludes women from the game and limits the avail-
ability of the social capital available to them. These processes occur due to the
instigation of social categorization processes to “us” (in-group) and “them”
(out-group) (Borgatti & Foster, 2003), increasing the tendency to favor one’s own
group and distance one’s self from external groups (Tarrant, 2002).
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The stimulus toward heterogeneity does not mean that management becomes
easier in its day to day. Managing diversity also presents its obstacles, as Sicherolli,
Medeiros, and Valadao (2011) point out. But, it is known that conviviality between
distinct actors helps in the access to new ideas and ways of solving problems in
environments under constant change (Krackhardt & Stern, 1988) and the interna-
tionalization of markets and production (Castells, 2006).

Conflicts between groups have been amply studied from the social network point
of view. How do members of an organization perceive the level of conflict that
enters their department and other departments in the organization? These percep-
tions can be based on direct or indirect interpersonal relations with persons from
other departments. Each individual can be seen as a typical representative of a
group, and each interpersonal interaction is perceived as part of the intergroup inter-
actions. Therefore, the quality and frequency of interpersonal interaction can affect
the perceptions of intergroup conflicts. In the same way, perceived conflict between
groups can affect the quality and frequency of interpersonal interaction (LaBianca,
Brass, & Gray, 1998).

Even though friendship between groups is not significantly related to the percep-
tions of intergroup conflict, negative relations between members of groups were
associated with the high level of intergroup conflict. Perceptions of conflict between
groups are also associated with the indirect relations by means of friends, and an
amplification effect was revealed (Brass, 2014). A study performed by Zohar and
Tenne-Gazit (2008) evaluated the relation between centralization, network nature,
and organizational climate. They discovered that the centralization of the communi-
cation network was negatively related to the strength of the climate, while the cen-
tralization of the friend network was positively related to it.

The classic study by Granovetter (1973) identified that there was a relation
between the ability to innovate and the strength of social structure ties. The author
concluded that the weak ties (those people who did not maintain frequent contact or
who were not among those most sought) many times were the most decisive for us
to have new opportunities and to stimulate creative ideas than our strong ties (people
with whom we maintain contact and most frequently meet). We understand this
conclusion by means of two complementary aspects: (1) the stronger ties reflect the
effects of the relation between similars, promoting a more standardized form of
perceptions regarding the social context, compatible with information and attitudi-
nal standards, and (2) weak ties connect us to other groups, giving opportunity to the
effects of diversity and access to new information.

In summary, the existence of weak ties is essential to create bridges between
subgroups of the same social structure, integrating social systems that, in its absence,
become highly endogenous and with little capacity to innovate. In this direction,
weak ties promote new ideas because they provide access to an ample gamut of
people in diverse social circles and worlds of thought (Perry-Smith & Shalley,
2003). There is accumulated evidence that shows the positive effect of external
weak ties on innovation with departments (Baer, 2010; Hiilsheger, Anderson, &
Salgado, 2009; Perry-Smith, 2006; Zhou, Shin, Brass, Choi, & Zhang, 2009). For
example, in integrating the theory of social networks to the theory of leader-member
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exchange (LMX), Wang, Fang, Qureshi, and Janssen (2015) found evidence that
good exchanges between leaders and members mediated a positive relation between
weak ties outside the group and innovative behavior.

In this context it is important to understand aspects that promote the informa-
tion sharing of between organizational units. Organizational researches analyzed
factors that inhibit knowledge sharing, such as the lack of direct relations and exten-
sive communication between persons from different units, weak ties between units,
relational factors in the search for information, etc. Research has shown processes
and occasionally implications for the performance of the acquisition of declarative
knowledge (know what) and processual knowledge (know how). However, less
attention is given to the characteristics learned from the relations that affect the
decision to seek information from other people. The probability of seeking informa-
tion from another person is a function of (1) knowing what the other person knows,
(2) valuing what the person knows, (3) being able to obtain opportune access to the
thoughts of this person, and (4) perceiving that the cost of obtaining information
from this person is not expensive. Also, the hypothesis that the cost variables,
knowledge, access, and cost mediate the relationship between proximity and search
for information (Borgatti, Brass, & Halgin, 2014).

The ability to innovate, in turn, is seen as a function of group ability in (1) obtain-
ing non-redundant information from the social networks, (2) avoiding conformity
pressure, and (3) sustaining confidence in developing potentially productive innova-
tions. Group analysis suggests that these mechanisms exert effects on innovations
by means of ties and the process of entrepreneur enculturation (Ruef, 2002).

13.5 ONA in Personnel Management

Individuals are motivated to interact with others for security needs, to receive accep-
tance and social support (Kadushin, 2012), and to achieve instrumental benefits
(e.g., information) (Nahapiet, 2009). In this direction, social relations bring benefits
to individuals who take advantage of the group environment. There is great evi-
dence that sociability, approval, and pleasure to interact are similarly important to
status and power for organization members (Nahapiet, 2009).

We chose four personnel management themes that can illustrate the relations
between human resource subsystems with structure variables of social relations and
their dynamics. They are recruitment and selection, socialization, training, and eval-
uation and performance.

Recruitment and selection are entrance processes for new organization members.
Chapman, Uggerslev, Carroll, Piasentin, and Jones (2005) characterize the recruit-
ment process as a set of activities that have the objective of influencing the number
and profile of candidates seeking to work in the organization. Selection has the
objective of evaluating which among the recruits possesses the adequate character-
istics to occupy the position (Gondim & Queiroga, 2013).
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In a detailed study developed by Fernandes, Castilla, and Moore (2000), it was
possible to identify the consequences of using social networks in the recruitment
and selection process for the enrichment of the organization social capital. In the
researched organization, the selective processes took into consideration the recom-
mendations made by employees, based on their relationship networks. As such, the
employers offered a monetary bonus for the employees who “guessed” the hiring of
new work colleagues. This bonus was offered when the candidate, selected based on
an indication, established themselves in the company. This practice significantly
reduced the cost of recruitment strategies, screening, and training, even with the
investment in bonuses. In specific terms, a return of 416 dollars in cost reduction for
an investment of 250 dollars in the bonus reflected a return rate of 67%. Besides
this, the study identified similar intentions to remain among recommended employ-
ees and the employees that recommended them.

An aspect that demands attention in this mode of recruitment and selection is the
tendency that the contacts of greater confidence of employees are similar, promot-
ing a high degree of homogeneity in beliefs and practices or even aspects such as
race, gender, and socio-economic level. Strategies of this nature should be associ-
ated with other selection practices that promote the presence of diversity in organi-
zations. Heterogeneity favors creativity and innovation processes so valued and
demanded in organizational routine.

After selection, integration into the network can have an important role in the
socialization and development of ties between employees and the organization
(Macambira, Bastos, & Rossoni, 2015). Shook and Fazio (2011) present a study
whose objective was to identify factors that promote the integration of minority
members. In general, blacks were less integrated into the social networks of white
participants. Nevertheless, researchers observed that groups with less group anxiety
presented a greater probability of integrating black people.

Besides the issues related to diversity, employee interpersonal styles can be deci-
sive in delineating the position of this employee in the social structure, positively or
negatively influencing the achievement of the team work objectives (Gurtman,
2009). Studies in this area have renewed the focus given to research involving per-
sonality. They define behavioral strategies adopted by people that delineate the
manner people interact socially to achieve acceptance in the community they par-
ticipate in (Lee, Yang, Wan, & Chen, 2010).

What causes the study of the relation between interpersonal styles and social
networks even more complex is that each team has its own style profile to be valued.
This impedes a standardized search for a profile dissociated from the context. Brito
(2012) identified significant correlations between dimensions of interpersonal styles
and central actor prestige; at the same time while analyzing different teams, those
styles chosen as preferred by the group resulted in greater degrees of centrality,
which changes from one group to another, shedding light on the mediation of cul-
tural characteristics in this relation.

Even as such, there is also evidence that individuals with a higher scale in the
factors of extroversion, openness to experience, and conscientiousness (degree of
planned behavior, directed toward goals) were named more as goal and relationship
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oriented leaders. However, those with a greater scale of amability (concern with
social harmony) were more probable to emerge as leaders more oriented only
toward the relationship. In terms of emerging followers, the group members who
were more agreeable and less open to experience were less inclined to follow lead-
ers oriented by relation. Though the individuals with high conscientiousness were
more inclined to follow task oriented leaders (Emery, Calvard, & Pierce, 2013).

Along with the entrance and integration processes in an organization, studies of
networks that emphasize the individual level also broach the theme of training.
Different from other learning contexts, organization training practices have become
the target of intense scientific production. Not just the training itself but the whole
set of variables that precede relate to and are derived from training, development,
and education (TD&E). Relating this set of practices to the study of social networks
has promoted productive strategies in the direction of developing competencies and
promoting innovation (Tomaél, Alcard, & Chiara, 2005).

Being that training is a planned procedure for the acquisition of new abilities
adjusted to organizational objectives, its diffusion can be predicted by social net-
work indicators. Burkhardt and Brass (1990) analyzed the diffusion of a system
change in a company. The diffusion process was very close to network standards,
with employees in structurally equivalent positions adopting behavioral changes at
similar times. Papa (1990) noted that the speed of learning a new technology is posi-
tively associated with interaction frequency, size of network, and network diversity
(number of departments and interacting hierarchical levels). Much learning occurs
in the exchange of information between employees careful to apply the training.
One of the characteristics that control this interaction is the previous performance of
these employees; studies have shown that the greater the previous performance is,
the more this exchange tends to become productive.

The very training context is also a time to build connections. Organizations can
form training groups that cross different functional levels to promote network con-
nections by means of different and heterogeneous groups. Supporting cross bound-
ary interaction can occur by means of a rotation of responsibilities, promotions, and
performance evaluations (Cross et al., 2010).

Performance evaluation is one of the personnel management mechanisms that
can be described as procedure by which the progression of activities is reviewed and
evaluated, with the objective of qualifying employee performance (Fletcher, 2008).

At the end of a 6-year study, Parker, Halgin, and Borgatti (2015) identified that
the type of feedback (positive or negative) was a determining factor in the social
capital dynamic. In this study, the authors identified that when an employee received
positive feedback, their perception of self-efficacy increased and served as stimulus
for them to intensify use of the social capital available in the workplace environ-
ment. As a feedback effect, this same employee ended up acquiring new informa-
tion and developing an even better performance.

On the other hand, employees who received negative feedback retracted from
building new relations, reduced the interaction frequency in previously formed ties,
and increased dependency on stronger ties. In other words, there was a clear retrac-
tion of social capital, which suggests a scenario of redoubled attention.
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The vision of interaction between organization members and the structure that
emerges and at the same time constrains these interactions opens organization,
team, and individual level intervention horizons to the manager. Any alteration on
one of these levels expands to the others, remodeling the design of interactions and
the organization. Understanding this complex and rich dynamic enables interven-
tions on the foci where there is evidence between the standard actor interaction and
the results of the organization as a whole.

13.6 Conclusions

We can say that informal social networks touch on and permit the study of many
themes in organizations, such as culture, power, learning, performance, leadership,
and innovation. But when we come to study organizational phenomenon under this
perspective, we no longer tend to consider informal social networks as the focus of
analysis but as a phenomenon that engenders the organization and through which all
other phenomenon move.

Many organizational definitions integrate the theme of interactions and commu-
nication flow between people as the concept focus. Social units (Etzioni, 1989),
communication and interrelation systems (Simon, 1945), and cooperative systems
between people that communicate (Barnard, 1979) are found in the most traditional
definitions of organizations. However, when analyzed in the context in which they
are proposed, such definitions tend to privilege the individual agency in detriment to
the organizational structure (Bastos & Barbosa, 2012).

According to Brass (2014), this is a predominant tendency in the area of organiza-
tional psychology that tends to focus on individual attributes and the impact of vari-
ables from the other two analysis levels, on the microlevel. In the other direction, many
comprehensive organizational axes prioritize their structure and perceive them as enti-
ties that do exist independently of people and their actions (Bastos & Barbosa, 2012).

The process to overcome this dichotomy is found in the use of SNA in that it rep-
resents more than one methodological alternative to access the different levels (indi-
vidual, group, and organization) (Borgatti & Foster, 2003). It constitutes a paradigm
that understands the phenomenon under the optic of interaction between actors and
the distinct levels of analysis configured based on this web of interactions.

Organization ONAs associated with the other organizational process study tools,
help managers direct efforts where they are necessary, and act efficiently along cen-
tral organization axes, such as culture, team and leadership management, and inno-
vation. Associated with studies on culture, studies show how networks and culture
articulate to undermine or support organizational change. For this association to
promote organizational change, it is necessary to identify and influence key cultural
operators, correct cultural fragmentation points on the networks, and identify values
that need to become dominant (Cross & Thomas, 2008).

The identification of central players who adhere to desired cultural values allows
placing them in key roles that permits the diffusion of these values. Besides the
central players, the brokers or bridges between diverse subculture subgroups



13 Social Network Analysis in Organizations as a Management Support Tool 261

contribute to the conciliation process of these different subcultures. Finally, people
on the periphery with high adhesion to organizational values can be brought close
to central leaders by means of mentoring.

The processes of culture change in organizations many times occur to subsidize
innovations in organizational processes. Reaching interaction standards that stimu-
late innovation implies making expertise and resources accessible by means of net-
works within or even without organizations. Studies show three characteristics that
can be present in networks and are main obstacles to innovation: the break in col-
laboration along functional lines, the actions of central members unreceptive to new
ideas, and the absence of organization members who connect the organization with
the outside world (Denning & Cross, 2010).

Building effective work teams is an important path toward achieving organiza-
tional changes with a view toward innovation. Diagnosis of intra- and intergroup
relations by means of SNA supplies managers with the set of necessary information
to maximize cohesion on teams and among critical organization personnel. For this
to occur, it is needful to evaluate to see if the team is being influenced by the right
voices, if the connection between team members favors the task, and if the team
cultivates relevant external relations (Cross et al., 2010).

Mapping and analysis of informal social networks in the organization (ONA)
directs management action to operate globally, better managing business perfor-
mance. For this, the manager must reflect on their expectations as to results of the
network in the context of their organization that its characteristics support organiza-
tion strategy and/or identifies potential that allows the organization to respond to
market opportunities (Cross & Thomas, 2008).

The dynamic view between these two expectations is related with the apparent
contraposition between formal organizational structure and informal social networks.
We call this contraposition apparent because we do not need to establish which of
them should be sought. However, either informal relations can signal nonfunctional
processes in the formal structure, or the nonfunctionality for being exactly in the
distancing from the flows proposed by the formal structure. As such, actions cannot
be directed in a determining way to align informal networks to the formal structure.
This comparison is instrumental, but the main objective is to conduct this compari-
son and identify where there is no effectiveness. In this direction, the focus is in
aligning informal networks and formal structures to organizational objectives in
order to reach labor processes that promote better performance and results.
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Chapter 14
Expatriates: The Multinationality
of Multinational and National Firms

Maria Luisa Mendes Teixeira, Maria das Gracas Torres da Paz,
Bruno Felix von Borell de Aratijo, and Michel Mott Machado

14.1 Introduction

The economic worldization has brought to multination and national firms operating
in markets of different cultures opportunities to expand businesses as well as chal-
lenges to human resource management.

Challenges to human resource management regard supplying and maintaining
the staff with skilled executive officers and professionals capable to efficaciously
work in different cultural contexts. To make right decisions, managers resort to dif-
ferent sources of information, including the best practices disseminated in the mar-
ket or successful histories of other corporate actors. Scientific knowledge, associated
to practical knowledge, could contribute to improve the quality of managers’ deci-
sions in the perspective of evidence-based management (Barends, Rousseau, &
Briner, 2014).

This chapter aims to review the organizational and social psychology literature
involving the phenomenon of expatriation comprising the different types of expatri-
ates, patterns, and antecedents of adaptation. Each topic presents the results of
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surveys that, in our view, could shed some light upon practices of human resource
management.

The chapter is organized in three parts. The first one discusses the concept of
multinationality, its applicability to national and multinational firms, and the differ-
ent orientations of multinational management (ethnocentric, polycentric, geocen-
tric, and pluralist) as well as the relationship of each of them with each type of
expatriate (organizational, inpatriate, voluntary, and qualified immigrants). The sec-
ond part approaches the main adaptation models and their limitations, suggesting
new surveys and practices. The third part presents the main antecedents of individ-
ual and organizational expatriates’ adaptation. The conclusion of the ideas exposed
is presented by the end of the chapter. This chapter is expected to assist the decision-
making on human resource management in multinational businesses.

14.2 Multinationality of Firms

14.2.1 Multinationality Management Models

The multinationality of a multinational firm (which operates in more than one coun-
try) is far from being an easy task. We can consider several parameters to character-
ize it: number of countries, percentage of investment, and percentage of own capital
invested in each subsidiary in each country, among others. But the way of thinking
about foreign peoples, ideas, and resources is crucial to infer the degree of multina-
tionality in a firm (Perlmutter, 1969). In a world of geocentric economy character-
ized by mobility beyond boundaries and technological progress of countries, one
could say, in the light of Perlmutter’s (1969) proposed concept of multinationality,
that a corporation operating in one single country (national) may have multination-
ality traits if it employs individuals from different countries because it believes this
is the most responsive strategy for its business. This strategy is very usual in the
segment of universities, for example.

Four attitudes can be identified among executive officers based on decisions made
regarding multinationality management: ethnocentric attitudes, home country oriented;
polycentric, host country oriented; geocentric, world oriented (Perlmutter, 1969); and
pluralist which comprises all the previous ones (Novicevic & Harvey, 2001).

For the ethnocentric approach, what is right, natural, and valid in a culture is
considered to be universal and is imposed on the other, based on the assumption of
cultural superiority (Sinkovics & Holzmiiller, 1994). Executive officers of multina-
tional firms that follow the ethnocentric perspective understand that if something
works in the culture of their country, it will also work in other countries. What
works well in the company’s head office will also work in its subsidiaries in other
countries, and only the citizens from the origin country of the firm should hold key
offices. Authority, decisions, and relationships with the subsidiaries are dictated by
the orders issued by the head office. Attitudes toward foreigners are of superiority,
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considering the citizens of other countries as little competent, little reliable, and
“second-order” citizens (Perlmutter, 1969).

The ethnocentric orientation is not an exclusive privilege of executive officers
from multinational firms. It can be found in any culture and guide executive officers
of national firms toward different pathways: Refuse to hire foreign professionals or
hinder them from taking on key positions in the corporation, or impose the country’s
cultural aspects that intertwine the organization.

Executive officers that follow the polycentric orientation do believe cultures are
different, foreigners are hard to understand, and people from each country know the
best way to manage to them. The subsidiaries of multinational firms should conform
to local identity to the maximum extent and work virtually as independent bodies.
Being profitable is the priority. Executive officers are from the country of each sub-
sidiary, and human resource management follows the local modus operandi. In
these corporations the local executive officers may feel somehow abandoned by the
central management, but those in the head office are proud because the company is
identified with the local nationality. Polycentric corporations may face difficulties
when it comes to general management that could favor local ethnocentrism
(Perlmutter, 1969).

Executive officers oriented to geocentrism do not believe in the superiority of
any culture or in the hard coexistence of citizens in different cultures to achieve the
intended outcomes of multinational firms. What minds more is the competence of
people to solve corporate problems regardless of the origin country. A firm whose
subsidiaries are not satellite (ethnocentrism) of the head office or independent units
(polycentrism) but that operates as an integrated whole focused on goals, in which
each actor contributes in a unique way to the competence of all. In national firms the
geocentric management is characterized by the appraisal of competence, regardless
of the professional’s country of origin, and by the openness to seek for competent
professionals from other countries. The technological advance, e-communication
development, new ways of thinking on the side of more flexible and democratic
relationships, the importance of new consumer markets, and the need to better know
the cultures that host the subsidiaries are powers that end up influencing the links
between the head office and the organizational units spread abroad. This gave rise
to another model of relationship in multinational firms, the pluralist, which inte-
grates the centric approaches (ethnocentric, polycentric, geocentric) and incorpo-
rates the appraisal of executive officers in the subsidiaries (inpatriates) as agents of
knowledge transfer from the subsidiaries and their culture to the head office. This
kind of relationship strengthens the links of trust while keeping the head office cen-
trality, integrating the differences inherent to the subsidiaries in a web of heterarchi-
cal relations (Novicevic & Harvey, 2001).

The pluralist approach of multinational management implies the integration of
head office and subsidiaries through expatriates from the head office to the subsid-
iaries (organizational expatriates, OEs), as well as of inpatriates that come from
subsidiaries to the head office. This contributes to the integration of knowledge, to
the reduction of information asymmetry, and to the global strategic coordination
and management (Novicevic & Harvey, 2001). The pluralist model highlights the
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role of the OEs, inpatriates, and other types of expatriate to integrate the business
system. In the next section, we will address the different types of expatriates and
multinational management approach, comprising the ethnocentric, geocentric, and
pluralist approaches. The polycentric approach will not be discussed in association
with expatriates because, on the borderline, it is a functional structure in which
managers and professionals are not expatriates because they come from the country
that hosts each subsidiary (local nationals).

14.2.2 The Origin of the Term “Expatriate” in Management
and the Challenges of the Ethnocentric Management

The term “expatriate” has its etymological root in the Latin ex-patria and concerns
all individuals that reside in another country than their origin country (Gonzéilez &
Oliveira, 2011). It was first used in the seventeenth century to refer to those who left
their countries to make a life in another country or those who were exiled (McNulty
& Brewster, 2017a). In the business world, the early concerns about management of
expatriates in the academic literature arise after the Second World War, mainly due
to the economic expansion of the USA that demanded sending American managers
to other countries to implement and manage new plants. By that time, the assump-
tion was that if a professional is competent in the USA, he/she will also be compe-
tent in any other destination country, transposing the local perspective and economy
to the international economy, following an ethnocentric direction.

In the scope of management and in the ethnocentric perspective, the term “expa-
triate” concerns the manager or professional transferred by the head office, which
supports him/her, to work in a foreign subsidiary (EO) for a 5-year period to achieve
an organizational goal (Tharenou, 2015). Other authors such as Aycan and Kanungo
(1997) prefer other time spans, longer than 6 months and shorter than 5 years, while
to Harrison, Shaffer, and Bhaskar-Shrinivas (2004), the duration should be based on
the task to be performed or the organizational goal to achieve.

The decision on the expatriation period should consider the goals to be achieved
and the cost, as it can be as high as twice the expatriate’s wage (Rioux, Bernthal, &
Wellins, 2000). These costs increase if we consider the family role in the adaptation
and performance of the expatriate (Simonelli & Araujo, 2016; Trompetter, Bussin,
& Nienaber, 2016). Expatriation costs are not limited to wage and support to the
expatriated individual but also comprise costs related to the support to expatriate the
family. The high costs of the expatriation process and of supporting an employee in
another country than that of the head office do not ensure high returns on the invest-
ment made (McNulty & Tharenou, 2004).

It is worth noticing that the term “expatriate” has not been always used. It has
been labeled as corporate expatriate, organizational expatriate, international assignee,
and assigned expatriate, among many others (McNulty, 2016), probably because of
the broad meaning of the word “expatriate” (ex-patria).
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By middle twentieth century, management principles were considered universal,
which is the assumption of the ethnocentric approach, and if a practice deviated
from these principles, it should be changed. This assumption falls apart in the last
decades as cultural diversity, singularity of cultures, and impact of cultural values
on management become known (Hofstede, 2001). The ethnocentric approach of
multinational management seems to be weakening over time. Early in the 2000s, the
HR Benchmark Group of the Development Dimensions International surveyed 206
corporations and found the development of leaderships to work in different cultures
as main priority and that more than 80% of respondents used expatriate agreements
to work at different units located in different countries (Rioux et al., 2000). Sixteen
years later, the report by Brookfield Global Relocation Services showed progress,
but little less than half of the companies surveyed used to seek for external talents
(Douiyssi & Aldred, 2016).

The scenario of globalized economy demanded multinational firms to adopt new
mechanisms that enabled understanding the cultural complexity to capture and
implement the different opportunities, notably from emerging markets, and expand
the competitive capacity—purposes that the unidirectional vision adopted by the
ethnocentric management cannot meet. One of these mechanisms is the inpatriation
of executive officers transferred from subsidiaries to the head office to share the
sociocultural knowledge of the different cultures in which they work. This will be
approached in the next topic.

14.2.3 Inpatriates and the Contribution to Pluralistic
Management

The rise of emerging economies opened opportunities for multinational firms that
had to resort to inpatriation to learn about local contexts and facilitate the local
adaptation of global strategies. Inpatriates are executive officers or professionals
transferred from the subsidiaries to work in the multinational head office (Harvey,
2011). Knowledge transfer is enabled as the boundaries of relationship are expanded
through the intermediation of social ties built by inpatriates in the head office and
the social ties they built in the subsidiaries. Boundary expansion is crucial for the
firms to connect knowledge and make it more broadly available among different
units (Reiche, 2011).

Literature varies regarding the length of such migration. According to some
authors, the reassignment of inpatriates in the head office can be permanent or semi-
permanent when the intention is to enhance the head office with knowledge and
expertise from the subsidiaries to keep pace with the development of emerging
economies that begets opportunities to expand business activities. However, tempo-
rary inpatriation prevails because it streamlines the transfer of knowledge from
subsidiaries to head office and from head office to subsidiaries and to other subsid-
iaries than the inpatriates’ origin subsidiary as they are reassigned to new positions
(see Reiche, Harzing, & Kraimer, 2009 and the authors mentioned by them).
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The inpatriation process contributes to develop the corporations’ core compe-
tences to operate in different national markets and cultures, as it supplies the com-
pany’s head office with executive officers from different national cultures, building
the pluralistic management.

The assignment of organizational expatriates to subsidiaries to share the head
office culture and control and of inpatriates from subsidiaries to the head office to
share the local context culture is a complementary option available for multinational
firms to expand their activities and increase competitiveness. This option could be
added with others such as self-initiated expatriates and qualified immigrants. These
options are also available to national corporations willing to expand exports and
increase competitiveness in the global market, in a geocentric management
perspective.

14.2.4  Self-Initiated Expatriates (SIE) and Their Contribution
to the Geocentric Management

By the end of the 1990s, a new type of expatriates deserved the attention of academ-
ics: those who by their own initiative and expenses wanted to have experience
abroad, motivated by a wish to know new places, or improve their quality of life by
obtaining gains in other countries and then return to their origin country (Inkson,
Arthur, Pringle, & Barry, 1997). These expatriates were later named self-initiated
expatriates (SIEs) (Cerdin & Selmer, 2014).

Collings, McDonnell, Gunnigle, and Lavelle (2010) suggest the hiring of SIEs as
an alternative to reduce expatriation-related costs. The hiring of this type of expatri-
ates could be an important alternative response to the need for personnel with cross-
cultural experience (Reiche & Harzing, 2015).

The geocentric direction proposes hiring the best professional regardless of his/
her nationality (Reiche & Harzing, 2015). When describing the SIEs characteristics
and comparing them to the EO considering the corporations’ needs to have personnel
working abroad, Tharenou (2013) suggests a mixed composition of EOs and SIEs.

The OEs (organizational expatriates) know the culture and have specific knowl-
edge about how to conduct businesses. This is crucial for the coordination and trans-
fer of knowledge from the head office to subsidiaries mainly in the case of startup
abroad. The positions that demand technical knowledge and of middle management
are more suitable for SIEs, because they are high-qualified professionals with inter-
national experience and network. However, they are not suitable for offices that
demand deep knowledge of local culture such as human resource management and
positions of high trust such as positions in finances (Tharenou, 2013).

Some authors point out that, because of individualism, nonconformism, self-
direction, proactivity of the SIEs, and their willingness toward greater mobility, they
tend to be less committed and could be hard to be managed. On the other hand, they
tend to be more easily adapted to the culture of the destination country, maybe
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because they invested in the preparation to live in that country. This is a feature that
attracts corporations’ interest (Doherty, 2013).

The SIEs are not a monolithic group, and, as such, academics should endeavor to
clarify this concept, since they can be eventually confused with qualified immi-
grants (Doherty, 2013). In order to clarify the concept, we highlight the work by
Cerdin and Selmer (2014) that propose four criteria: (a) self-initiated international
relocation, (b) regular employment (intentions), (c) intentions of a temporary stay,
and (d) skilled/professional qualifications. The four criteria should be simultane-
ously comprised so that, in a given moment, a worker can be considered a SIE or
not, differentiated from the other categories of migrants (Cerdin & Selmer, 2014)
like, for example, the immigrants.

The model proposed by Cerdin and Selmer (2014) allows the identification of
who is not a SIE but does not allow defining the categories of migrants that make up
the group of non-SIEs. This demands complementary criteria. And why would we
need criteria to clearly identify each group of migrants? Because it allows the study
of the behavioral tendency of each of them and generates knowledge to help corpo-
rations to select the best professionals to work at subsidiaries in different
countries.

These demands have led academics to study the behavior of expatriates in an
attempt to characterize subgroups according to different criteria, many times without
characterizing their specificities, assigning them different denominations, and caus-
ing conceptual confusion (see, e.g., Tharenou, 2015; McNulty & Brewster, 2017b).

A category that does not fall into the SIE is that of qualified immigrants (QIs), i.e.,
migration resulting from social and political factors, associated to technology advance
and expansion of economy in a geoeconomic direction. This category is an important
option to corporations considering the demand for qualified professionals to take on
positions in different countries. This category is approached in the next topic.

14.2.5 Qualified Immigrants (QIs) and Their Contribution
to the Geocentric Multinational Management

The QI is gaining importance in the internationalization of the multinationals’ orga-
nizational operations and is a competitive advantage. However, in studies about
immigrants, the concept has taken on different meanings, generating confusion to
practitioners and policy-makers when they try to apply the results. Based on a litera-
ture review comprising 82 articles published from 2005 to 2014, Tharenou (2015)
proposed a concept of QI with four main traits: They are managers, professionals,
or technicians with bachelor’s degree in their origin country; they migrated by their
own to stay long period in the destination country to improve their living conditions.
They put its focus on better life and the decision to migrate for long time to another
country. Both aspects differ these immigrants as concerns, motivations, and
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intentions of the SIES, according to Cerdin and Selmer’s (2014) criteria, despite
their good education and the intention of getting a regular job.

Cerdin, Abdeljalil-Diné, and Brewster (2014) proposed a typology of immigrants
based on two dimensions of what they felt they lost in the origin country or won in
the destination country as a result of migration. This gave rise to four categories: (a)
felicitous migration, high losses in the origin country and high gains in the destina-
tion country; (b) dream migration, low losses in the origin country and high gains in
the destination country; (c) chance migration, low losses in the origin country and
low gains in the destination country; and (d) desperate migration, high losses in the
origin country and low gains in the destination country.

All groups, except for “chance migration,” feel compelled to abandon their coun-
tries for different reasons. The “desperate migration” feels that leaving their coun-
tries is the only way to survive. “Chance migration” is not exactly a group that feels
compelled to leave the country but a group that seizes an opportunity. “Dream
migration” admires another country than theirs and dreams about migrating to that
country. The “felicitous migration” is compelled to migrate to improve living condi-
tions and perceives he/she will have high losses but also high gains in the destina-
tion country. According to the survey, “dream migration” is more inclined to be
integrated to the culture of the destination country, followed by the “felicitous
migration” and “chance migration” groups that are also very prone to be integrated.
“Desperate migration” showed to be the less prone for integration. Inclination to
integration was moderated by the expectations in relation to gains in the destination
country and support of the employing organization. The broader positive gap
between expected and perceived gains and stronger organizational support increases
the inclination toward integration. The identification of these types of immigrants
based on their histories of losses and gains with expatriation could help managers to
better select qualified immigrants to fill in skilled job positions (Cerdin et al., 2014).

Corporations and governments endeavor to attract the scarce talents, trying to
influence the migratory flow of skilled workers, regardless if SIEs or immigrants,
through policies to attract them, while individuals pursue the best options. The num-
ber of immigrants with at least high education, even if unfinished, increased 130%
between 1990 and 2010, generating to corporations the opportunity of attracting
talents (Kerr, Kerr, Ozden, & Parsons, 2016). The needs to reduce expatriation-
related costs resulting from the difficulties of getting adapted to other cultures and
the higher number of skilled professionals in the international labor market offer
organizations the possibility of reviewing the ethnocentric orientation. The integra-
tion of SIEs and QIs in the internationalization of the firms’ activities considering
competence as core requirement for hiring shows that geocentric orientation tends
to increase participation in the multinationality profile.

Regardless of the reasons for expatriation, all pass by a period of adaptation that
is crucial to individuals and companies. In the next topic, we will approach different
models of adaptation of expatriates found in literature, considering the pros and
cons of their application in the firms.
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14.3 Expatriates Adaptation Models: Pros and Cons

Studies about the adaptation of expatriates date back to the second half of the twen-
tieth century. The model by Black, Mendehall, and Oddou (1991) is one of the most
cited in literature (more than 1800 citations in Google Citations by the end of 2016).
It is a development of previous works carried out by Black and collaborators.

14.3.1 About Black’s, Mendehall’s, and Oddou’s (1991) Model

Black et al. (1991) start from the review of literature about domestic adjustment
resulting from transfers in the country and international adjustment, integrating
them in one single model. In this model, adjustment has three facets: (a) adjustment
at work (related to tasks and responsibilities inherent to the office performance), (b)
interactional adjustment (related to the interaction with people in the host country),
and (c) general adjustment (related to the foreign environment in general, which is
connected to living conditions in the host country). According to the authors, the
antecedent factors of successful expatriation are expected to be related to each of
these aspects, and some aspects are more important for adaptation in domestic
transfers than in international ones. For example, factors related to work and the
organizational culture would have greater impact on adjustment to work than on
interactional or general adaptation. General adaptation will probably be more
important in expatriation than in a transfer in the country. Besides these two facets,
the model proposes that adaptation takes place in two dimensions: degree and mode.

When approaching the degree of adjustment to work, Black (1988) proposes two
concepts: (a) subjective fitting, degree of psychological comfort in the new role and
to which extent the person feels adapted to the role; and (b) objective fitting, to
which extent the person masters the role and can prove adaptation through perfor-
mance. The model proposed by Black et al. (1991) fails in clearly defining the
degree of adjustment and lacks theoretical support. These deficiencies have been
pointed out by several authors (see Hippler, Caligiuri, & Johnson, 2014).

The person-environment fit concept was used by Haslberger, Brewster, and
Hippler (2013) to support a concept of expatriates’ adjustment. The authors propose
three dimensions of adjustment, cognitions, feelings, and behaviors, and each
dimension is accessed by two standards, external and internal to the expatriate.

Regarding the adjustment mode, Black (1988) defines it as the means that indi-
viduals use to fit into the new role. Previous literature points out that individuals can
change their attitudes and behaviors to fit the new role or change the new role to
better fit it to their expectations. Although knowing how expatriates adjust abroad is
an important aspect, it has been little studied in literature and was not properly
defined. Lineberry (2012) suggests using the model of two dimensions of accultura-
tion strategy and attitudes proposed by Berry (1997).
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14.3.2 About Berry’s (1979) Acculturation Model

Acculturation corresponds to the phenomena that occur when individuals from dif-
ferent cultures get in touch, promoting more changes on a group than on the other.
When they get in touch with a new culture, persons or groups can be concerned
about maintaining their own culture or try to keep contact with individuals from the
new culture in a pursuit for engagement. These directions on how to keep contact
with other cultures may give rise to different action strategies, depending on the
group being considered: dominant or non-dominant culture. When individuals of
the non-dominant culture decide to preserve the way of acting characteristic to their
culture, they adopt the “detachment” strategy, attempting to privilege contacts with
other individuals of their own culture. When they decide to interact and accept val-
ues and rules of the new culture, “assimilation” is the strategy adopted. When the
two groups are interested in preserving their cultures but also interact and partici-
pate in the other group’s activity, values, and rules, “integration” will be the accul-
turation strategy. If the two groups are little interested in preserving their culture or
have little interest or possibility to keep a relationship with the others, the “margin-
alization” strategy is then defined (Berry, 1997).

The four aforementioned acculturation strategies assume that individuals from
the non-dominant cultures are free to select the strategy they will adopt. However,
culturally dominant individuals or groups can impose a detachment strategy on the
non-dominant culture through segregation processes. The same happens when pres-
sure for assimilation comes from the dominant culture which could generate pres-
sure cooker on those who share the non-dominant culture (Berry, 1997).

Lineberry (2012) proposed that the two dimensions of the acculturation strate-
gies—cultural maintenance and engagement—should be analyzed considering
three aspects: adjustment at work, interactional adaptation, and general adaptation.
In a study performed by the author comprising 100 expatriates, the cultural mainte-
nance dimension was negatively related to general adaptation and adjustment at
work and no significant in relation to adjustment at work. The engagement dimen-
sion was positively associated only with cultural interaction and was not significant
to the aspects of adjustment at work and general adaptation.

Toh and De Nisi (2007) point out that studies on the adaptation of expatriates have
mainly focused on the expatriate and complain about the shortage of survey about what
motivates the locals in the host country to support the expatriates. One of the few excep-
tions is the work by Takeuchi (2010) that proposed studying the expatriates” adaptation
based on stakeholders: family, OEs, and nationals from the destination country.

14.3.3 Models Focused on the Destination Country

Some studies have tried to discuss the expatriates’ adaptation considering aspects of
the destination culture. Araujo, Teixeira, and Malini (2013) and Araujo, Teixeira, da
Cruz, and Malini (2014) follow the same line and discuss the adaptation of OEs and
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SIEs in the context of the Brazilian culture. The first paper analyzed the phenome-
non of foreignism and Gulliver complex to understand how the Brazilians engaged
with North American, European, and Latin American OEs and SIEs. The second
paper approached the Brazilians’ behaviors as elements that facilitate or hinder cul-
tural adaptation considering the aspects Black et al. (1991) model.

Varma, Pichler, and Budhwar (2011) found that the perceived cultural similarity
influences the Chinese’s willingness to support expatriates and draw attention to the
required surveys on attitudes of locals toward expatriates. Bonache, Langinier, and
Zarraga-Overty (2016) are surprised with the shortage of research about the locals’
stereotypes regarding expatriates, mentioning that the few studies in this line have
only approached the QIs.

The development of a scale to measure national local attitudes with OEs—ATEX
(Arman & Aycan, 2013)—advanced knowledge about this issue. The scale is made
up by 24 items grouped in five factors that explain 49.33% of the variance: The first
factor, “adaptation,” comprises negative attitudes of local nationals in relation to the
OEs. The second one, “transformational capacity,” refers to the success of OEs in
the development of new models to work and share knowledge and experience. The
third one, “openness,” represents the favorability of OEs’ openness to new ideas,
opinions, and peers. The fourth factor, “professionalism,” represents different
aspects of the OEs’ professionalism. The fifth factor, “perceived justice of expatri-
ate privileges,” refers to how locals perceive the OEs’ privileges. It is worth noticing
that the “adaptation” factor has a power of 22% of explanation of variance, against
the 27.11% of the remaining four factors together. The analysis of the factor items
points out that local nationals identify in expatriates little readiness to be adapted to
the local culture, because these last believe to come from a superior culture, in a
notably ethnocentric orientation. Other studies have also identified negative atti-
tudes of local nationals in relation to OEs because the first believe to be less
appraised. Al-Wagqfi and Forsten (2010) observed that employees of the Arab
Emirates Union perceived to be negatively stereotyped by OEs in the labor market.

The review of literature on adaptation of expatriates shows that, in the theoretical
point of view, there is a lot to be advanced regarding the construction and testing of
the theory on the concept of adaptation of expatriates and its facets to generate con-
sistent knowledge and instruct practice. There are increasing theoretical signs of the
importance of considering local nationals’ attitudes in relation to expatriates, the
attitudes of the last in relation to the first ones in the expatriates’ adaptation process,
regardless if they are OEs, SIEs, immigrants, or inpatriates. The next topic
approaches the most studied antecedents of the adaptation process in literature.

14.4 Antecedents to Transcultural Adaptation of Expatriates

The financial investments in expatriation programs and the international appoint-
ments play a core role in the corporations’ internationalization process (McNulty &
Tharenou, 2004). Academics and HR managers have devoted attention to
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understand the factors that facilitate or hinder the adaptation of expatriates to the
life abroad during their appointment (Awais Bhatti, Mohamed Battour, & Rageh
Ismail, 2013; Hippler et al., 2014). This topic presents an integrative review about
which antecedents of the OEs’ transcultural adaptation have been more recurrently
identified in literature.

The literature review allowed ranking the antecedents of transcultural adaptation
according to two dimensions: analysis level—individual or organizational and tem-
poral order of occurrence. The level of analysis presents factors at individual level
referring to expatriate, as well as organizational level factors related to the firm that
promotes the international appointment. The factors of temporal order may be iden-
tified as antecedents before or after the arrival at the destination country. The inter-
section of the two dimensions gives rise to four types of antecedents: factors of
individual level and before the arrival abroad, factors of individual level and after
the arrival abroad, factors of organizational level and before arrival abroad, and fac-
tors of organizational level after the arrival abroad. This classification is useful to
analyze the adaptation of all types of expatriates approached in this paper: organi-
zational and inpatriates that fit in all categories and SIE and qualified immigrants
that fit in factors of individual level since they lack organizational support. It is also
useful to guide the HR management practice in relation to expatriation. This topic
approaches the first two ones. Because of their characteristics, the other two will be
approached in topic four that comprises recommendations to the management
practice.

14.4.1 Factors of Individual Level and Before Arrival Abroad

Personality Traits and Cultural Flexibility In the last decades, many studies
were carried out to evaluate personality traits as predictors of transcultural adap-
tation of expatriates. These studies consider the characteristics that facilitate
adaptability and interaction with individuals as assets to individuals pursuing an
international appointment (Koveshnikov, Wechtler, & Dejoux, 2014). The mod-
els to access the personality of respondents have varied, but the Big Five model
prevailed. Following the classification found in this model, the traits of extrover-
sion, amability, and openness have been identified as significant antecedents of
transcultural adaptation of expatriates (Ornoy, Levi-Nishri, & Uziel, 2014;
Remhof, Gunkel, & Schlaegel, 2014; Wang & Fang, 2014). According to the
aforementioned studies, these traits make the professional more skilled to
develop interactions with individuals of the destination culture, show empathy,
and learn to interact according to the behavioral standards of the destination cul-
ture. Some studies have explored this characteristic under the label “cultural
intelligence” and have also identified a positive relationship between this and the
transcultural adaptation of expatriates (Ott & Michailova, 2016; Templer, Tay, &
Chandrasekar, 2006).



14 Expatriates: The Multinationality of Multinational and National Firms 279

Previous Experience Abroad The transcultural adaptation development process
is expressed in the form of a learning curve (Jokinen, Brewster, & Suutari, 2008).
This has led several researchers to claim that as individuals accumulate expatriation
experiences, their capacity of adapting to the destination culture increases
(Haslberger et al., 2013; Ramaswami, Carter, & Dreher, 2016). However, this rela-
tionship could be better understood if two moderating factors are considered:

1. The time spanned in between the international appointments. The shorter the
time interval between appointments, the greater the chance that lessons learned
in the previous experience are translated in increased capacity of adapting.

2. The nature of the previous appointment. If the latest expatriation experiences
were similar to the next one in terms of task nature and characteristics of the
destination country, the link between previous experience and transcultural
adaptation tends to be stronger (Jun & Gentry, 2005).

14.4.2  Factors of Individual Level and After Arrival Abroad

After arriving in the destination country, some factors also tend to serve as predic-
tors of transcultural adaptation. Among the predictors of individual level after arrival
in the country of destination, it is worth mentioning two factors that have shown to
be antecedents of transcultural adaptation: coping strategies and acculturation-
related attitudes.

Coping Strategies Coping could be understood as the process of continued adap-
tation endeavored by individuals get cognitively and behaviorally adapted to inter-
nal or external demands (Lazarus & Folkman, 1984). These behavioral strategies
are crucial to reduce the impact of the stress that individuals experience when inter-
acting in a different culture and demand a repertoire of cognitive, affective, and
behavioral flexibility that not every individual has (Haslberger et al., 2013; Von
Borell de Araujo et al., 2014; Wu & Bodigerel-Koehler, 2013).

Acculturation-Related Attitudes The attitude of an expatriate individual in rela-
tion to how he/she will integrate with destination country culture is another predic-
tor of individual level after arrival abroad. Some individuals adopt an attitude of
cultural assimilation and follow the motto “different country, different habits.” This
attitude is a predictor of transcultural adaptation since it facilitates the development
of drama skills that reduce the sticking points between expatriates and the persons
with whom they interact in the destination environment (Caligiuri, Baytalskaya, &
Lazarova, 2016). Another characteristic relevant in acculturation-related attitudes
lays in the posture that individuals adopt regarding interaction with locals. While
some expatriates adopt the attitude of seeking contacts and situations to connect
with inhabitants of the destination culture, others understand that such interactions
should be restricted to the maximum and only the essential contacts should happen.
Studies suggest that an attitude less favorable to interactions with foreigners reduces
the changes of transcultural adaptations (Aycan, 1997).
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The selection of OEs is crucial to the success of any international appointment
(Feitosa, Kreutzer, Kramperth, Kramer, & Salas, 2014). This is a risk activity
that involves high investments and the need to reduce uncertainties about if an
individual will satisfactorily perform the appointment (Ren, Harrison, Shaffer, &
Bhaskar-Shrinivas, 2016). In the light of the OE, this selective process could be
a milestone in the building of financial capital and career. This could lead indi-
viduals to try to manage the interviewers’ impression to seem to have the charac-
teristics expected from an OE (Baruch, Altman, & Tung, 2016). Considering this,
the identification of antecedents of individual level before and after arrival abroad
could help the organizations to more accurately define the selection criteria to
pick these professionals. It could also be useful to select the professionals to be
inpatriated. The same antecedents can contribute to develop research about other
types of expatriates that are not supported by the organization, such as the SEIs
and QIs.

14.5 Recommendations in the Organizational Scope
for the Expatriates’ Adaptation

The factors at organizational level concerning the period before the expatriate
arrives abroad, and after the arrival to the country of destination, are themselves
recommendations to manage the expatriation process. These factors are addressed
in this topic.

14.5.1 Factors of Organizational Level and Before Arrival
Abroad

The head office and subsidiary of the organization that leads the expatriation pro-
cess have many responsibilities before the employee goes abroad. In this topic we
explore some of these focuses of action that have shown to be relevant predictors of
the transcultural adaptation of expatriates.

Transcultural Training The interactions between the expatriate and the individu-
als living in the environment of destination are subject to cultural shocks, mainly if
the gap between social and work standards of the countries involved in expatriation
is large (Jun & Gentry, 2005). As such, training about how to interact with individu-
als of other cultures, mainly when offered to the expatriate and to individuals of the
culture of destination (Suutari & Burch, 2001), tends to provide them more predict-
ability regarding the behavioral standards of those with whom they will interact.
Based on the theory of attribution (Heider, 1958), the precision of this information
tends to reduce the likelihood of misevaluations of the other’s behavior and, there-
fore, improve transcultural adaptation.
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Organizational Logistic and Social Support The support offered by the organi-
zation in charge of expatriation before the employee goes abroad also facilitates the
expatriate’s transcultural adaptation. Expatriation is a process that involves high
levels of tension and uncertainty to the expatriate, because it changes routine aspects
of life like housing, spouse’s career, children’s education, and asset development
(Tanure, Barcellos, & Fleury, 2009). There is evidence that the logistical and social
support provided to the expatriate reduces his/her stress before going abroad. This,
in fact, has positive effects on the transcultural adaptation of the individual being
expatriated (Kawai & Strange, 2014). Although this support is also offered after the
arrival abroad, the support before going to the destination country deals with the
expatriate’s imagination, generating more anxiety and stress and making support
even more relevant in the pre-expatriation period, mainly in the first appointment to
abroad (Andresen, Biemann, & Pattie, 2015).

14.5.2 Factors of Organizational Level and After Arrival
Abroad

After the expatriate arrives in the culture of destination, the organization is expected
to remain responsible for the expatriation process.

Clear Career Management Process The decision to accept an international
appointment is not a simple one, since the benefits to the employee are not always
clear. Studies suggest that depending on the type of expatriation, expatriates may be
isolated from the company’s decision-making center, lose visibility in the organiza-
tion, and take longer to climb to higher positions in the organization than employees
that rejected invitations for expatriation (Nielsen, 2015; Ramaswami et al., 2016).
Moreover, usually how and if the individual will be reallocated after the expatriation
period is uncertain. Altogether, these factors make transparency in the career man-
agement process a relevant predictor of transcultural adaptation (Baruch et al., 2016).

Continued Organizational Support Even if most of the structural efforts to
enable expatriation is made prior to the employee’s travel abroad, the demands for
support continue soon after the arrival, and meeting these facilitates the expatriate’s
adaptation (Pokharel, 2016). However, it is not uncommon for organizations to
neglect the importance of this support considering the common understanding that
after arriving abroad the expatriate must do his/her share in the process of adapta-
tion and drive attention to reach results (Hansen & Rasmussen, 2016). However,
there is evidence that consistent communication and support to unforeseen issues
like routine bureaucratic matters and health problems, family members’ adaption,
and housing could also damage the transcultural adaptation process (Abdul Malek,
Budhwar, & Reiche, 2015; Awais Bhatti et al., 2013).

In brief, this illustrative list of predictors for the transcultural adaptation of expa-
triates suggests that, after decades of empirical studies in different contexts, litera-
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ture has consolidated some ideas. First, some characteristics of expatriates before
and after going abroad effectively facilitate their adaptation. This increases the
importance of the role played by the processes of recruitment and selection of these
individuals. In second place, organizational actions before and after the expatriate
arrives in the destination country entail the main benefit of reducing uncertainty and
stress that, in turn, tend to improve the likelihood of a successful expatriation
process.
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