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ABSTRACT 

This study examines the 'happy-productive worker' thesis, by investigating the 

impact of job-related affective well-being and intrinsic job satisfaction on 

managers' performance. The fundamental goal of the research was to establish 

which indicators of managers' affective well-being and intrinsic job satisfaction 

predict dimensions of their contextual and task performance. 

A critique was undertaken of the substantial literature on affective well-being, 

intrinsic job satisfaction and managers' performance. Key theoretical 

developments were integrated to provide linkages between the conceptual 

bases of these constructs. Warr's Vitamin Model was identified as the most 

comprehensive synthesis of research and theories into affective well-being. 

Evidence has emerged to suggest that managers' job performance comprises 

both contextual and task performance domains. 

Decades of research have been unable to establish a strong link between job 

satisfaction and performance. Affect has rarely been used as a predictor of 

managers' job performance outcomes. Despite mixed empirical evidence, there 

is support in the literature to suggest that a relationship exists between 

affective well-being, intrinsic job satisfaction and managers' performance.  

A series of ancillary research questions, underscoring the main goal of the 

study, were developed from the gaps identified in the literature to establish if 

there was an association between managers' affective well-being, intrinsic job 

satisfaction and their contextual and task performance. To what extent does 

affective well-being and intrinsic job satisfaction determine different 

dimensions of managers' contextual and task performance? Does the 

construct of managers' performance consist of the two dimensions, contextual 

and task performance? Does positive affective well-being result in enhanced 

managers' performance, and is poor affective well-being detrimental to 

managers' performance? These research questions were formed into 

hypotheses for testing.  

Questionnaire items were derived from the literature to establish the affective 

well-being and intrinsic job satisfaction scales. Managers' contextual and task 

performance scales were developed through an analysis of the literature. 

Questionnaire items were further refined using feedback from expert reviewers 
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and a pilot survey. A cross-sectional survey was administered to managers 

(n=1,552) from a range of occupational groupings in 19 Western Australian 

private, public, and third sector organisations. A total of 400 useable 

questionnaires was returned, representing a response rate of 26%. 

Self-report data were used to measure affective well-being and intrinsic job 

satisfaction, while superiors' ratings provided an evaluation of managers' 

contextual and task performance. An empirical methodology was used to test 

the hypotheses to enable the research questions to be answered and to 

suggest a Partial Model of Managers' Affective Well-being, Intrinsic Job 

Satisfaction and Performance.  

Answering the research questions required the development of an instrument 

to measure the structure of managers' contextual and task performance. An 8-

dimensional measurement model of managers' performance, derived from the 

survey data, was tested by exploratory and confirmatory factor analysis to 

differentiate the structure of managers' contextual and task performance. The 

performance construct was operationalised in terms of four contextual 

dimensions (Endorsing, Helping, Persisting, Following) and four task 

dimensions (Monitoring, Technical, Influencing, Delegating). These dimensions 

were confirmed through multi-sample analysis and cross-validation 

techniques of managers' and superiors' ratings (n = 200 and n = 125).  

Canonical correlation and standard multiple regression were used to analyse 

the linear combination of managers' affective well-being and intrinsic job 

satisfaction with contextual and task performance. Indicators of affective well-

being and intrinsic job satisfaction were found to predict dimensions of 

managers' performance, irrespective of whether the performance scores were 

from self-report or superiors' ratings.  

A large amount of the variance of managers' performance was explained by 

affective well-being and intrinsic job satisfaction. Affective well-being self-

report (Positive Affect, Intrinsic Job Satisfaction) was found to be positively 

associated with a dimension of superiors' reports on task performance 

(Influencing). Positive associations for dimensions of affective well-being self-

report (Positive Affect, Anxiety and Relaxation) were also found to be negatively 

associated with dimensions of superiors' reports on managers' task 

performance (Monitoring) and contextual performance (Following) that was 
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also negatively associated with the task performance dimension (Technical). As 

predicted, positive affective well-being was related to enhanced managerial 

performance, whereas diminished affective well-being indicated poorer 

performance.  

The implications of the contribution made by this study to the body of 

management theory and practice were discussed. The emphasis was on 

investigating an aspect of human behaviour with the potential to enhance 

managerial performance. A better understanding of how affective well-being 

and intrinsic job satisfaction influences managers' behaviour was posited to 

improve aspects of managers' performance. The 8-dimensional measurement 

model of managers' contextual and task performance is suitable for 

replication. Suggestions were made about how managers' jobs might be 

changed to enhance, or to avoid a decline in, affective well-being, intrinsic job 

satisfaction and performance in order to improve overall organisational 

effectiveness.  
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Chapter 1: Introduction 

When you feel good about yourself, you perform better. And when you 
perform well, you feel good about yourself. Neither can endure without the 
other. 

(Tracey, 1993: 69) 

1.1 Introduction 
This study investigates the relationship between managers' job-related 

affective well-being ('affective well-being'), intrinsic job satisfaction and their 

contextual and task performance ('managers' performance'). Specifically, the 

main goal is to establish which indicators of managers' affective well-being and 

intrinsic job satisfaction predict dimensions of their performance. 

A substantial research question is revisited – what is the impact of affective 

well-being and intrinsic job satisfaction on managers' performance? Answering 

this question required the development of a new instrument for measuring 

managers' performance, and also the differentiation of the construct of 

affective well-being from intrinsic job satisfaction. Hypotheses are developed to 

test a Partial Model of Managers' Affective Well-being, Intrinsic Job Satisfaction 

and Performance ('Partial Model').  

In this study it is argued that selected aspects of managers' affective well-

being and intrinsic job satisfaction have the potential to influence their 

performance. Changes to the design of jobs may either improve or worsen 

managers' affective well-being and, consequently, the behaviour that 

determines their performance. A better understanding of how affective well-

being and intrinsic job satisfaction influences managers' behaviour may assist 

in improving their performance by contributing to both management theory 

and practice. 

This chapter begins with a rationale of why the topic is important to the field 

of management. This is followed by details of the parameters within which the 

study is undertaken, a summary of the methodology and an outline of the 

structure of the study.  
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1.2 Background to the research 
Western societies are increasingly aware of the incidence of psychological 

disorders in the work-place (Ganster & Schaubroeck, 1991; Levi, 1990; Millar, 

1990), prompting occupational and organisational psychologists to scrutinise 

levels of psychological health amongst employees (Cartwright & Cooper, 1997; 

Cooper & Cartwright, 1994; Theorell, 1993; Gebhardt & Crump, 1990). 

Studies of emotions and affect in the workplace were initiated and peaked in 

the 1930s (c.f. Roethisberger & Dickson, 1939; Hoppock, 1935; Kornhauser & 

Sharp, 1932; Hershey, 1932; Fisher & Hanna, 1931) but plateaued in the 

intervening decades, until being revived in the mid-1980s and 1990s (Brief & 

Weiss, 2002).  

Earlier, Weick (1979) had urged researchers to focus on the emotional 

dimensions of work-life. Despite Weick's advice, much of the research into 

management issues has continued on the assumption that people's behaviour 

is rational, cognitive and stable. Yet, emotions have also been found to 

comprise aspects of reason, action and feelings, including decision-making 

and a disposition to act (James, Milton & Gibb, 2000). Rather than interfering 

with rationality, emotions may assist in wise decision-making. Conversely, a 

lack of emotional expression has been shown to result in irrational behaviour 

(Damasio, 1994).  

Researchers continue to show renewed interest in the impact of emotions in 

organisational contexts (Fischer & Ashkanasy, 2000; Ashkanasy, Hartel, 

Fischer & Ashforth, 1998). Emotional states are no longer regarded as illogical 

responses to events in the workplace (Nicholson, 2000). A dispositional 

proclivity to cope with and manage emotional experiences has been 

popularised as 'emotional intelligence' (Goleman, 1998, 1996a; Mayer & 

Salovey, 1993; Salovey & Mayer, 1990). Emotional intelligence is used here to 

refer to about two dozen social and emotional abilities that have been shown 

to be linked to successful performance in the workplace.  

This study focuses on one aspect of emotional health - affective well-being. 

Although extensive research has been conducted into workplace affective well-

being and job satisfaction (e.g., Warr, 1995; Kahn & Cooper, 1993; Kelloway & 

Barling, 1991; Warr, 1990a) there is no specific empirical research into the 

impact of affective well-being and intrinsic job satisfaction on managers' 
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performance. A research opportunity exists for using affective well-being as the 

predictor variable of managers' performance, in conjunction with intrinsic job 

satisfaction.  

1.3 Justification for the research 
A strong causal link has been established between people management and 

business performance by Patterson, West, Lawthom and Nickell (1998). 

Compared to other management practices (e.g., strategy, quality focus, 

investment in research and development), human resource practices explained 

18% of the variation in productivity and 19% in profitability of companies in 

the United Kingdom. Two clusters of skills, acquisition and development of 

employee skills (including the use of appraisals), and job design were shown to 

be particularly important. Patterson and colleagues have established an 

empirically compelling argument supporting the relationship between people 

management practices and commercial performance.  

Managers are pivotal to an organisation's productivity and effectiveness, since 

they have ultimate responsibility for maximising the resources available for 

organisations to create value (Jones, 1995). The resource-based view of the 

firm recognised the value added by human capital (Hamel & Prahalad, 1994; 

Wernefelt, 1984). Regardless of the industry or country concerned, managers 

represent the human capital that is critical to an organisation's success 

(Williams, 1991). Any decline in managers' performance inevitably results in 

revenue foregone, opportunities lost, and increased costs. In turn, this 

hampers the capacity of organisations and, ultimately, national economies to 

create wealth.  

Organisations are under increasing pressure to improve productivity, while 

simultaneously reducing costs, resulting in an epidemic of 'corporate anorexia' 

(Hamel, 1996). A new enterprise formula is emerging - '1/2 x 2 x 3' - whereby 

half as many people are being paid twice as much, to produce three times 

more (Handy, 1996). This trend to 'squeezing the pips' is particularly evident 

for managers, where the incidence of stress and burnout is increasingly 

common (Reinhold, 1997; Quinn, Faerman, Thompson & McGrath, 1996).  

In this study, affective reactions are conceived of as a precursor to 'stress' in 

the workplace. Affective well-being is treated as a first order concept that 

underpins stress, a second order concept. Emotional reactions, resulting from 
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intrinsic and extrinsic stimuli, determine a person's reactions to stressful 

situations. The US National Institute of Occupational Safety has defined stress 

generically as: 

harmful physical and emotional responses that occur when the 
requirements of the job do not match the capabilities, resources, or needs 
of the worker. Job stress can lead to poor mental health and even injury.  

(p. 6) 

Empirical findings from longitudinal studies support the view that the work 

environment exerts an influence on mental and physical health, including 

both short-term outcomes and long-term health impairment, particularly 

cardio-vascular disease (Karasek, 1989, 1979; Wall, Kemp, Jackson & Clegg, 

1986).  

Organisational dynamics experienced by Australian managers are indicative of 

those facing most nation-states and economies. Australian managers are 

under increasing pressure to produce superior results in shorter time-frames, 

with fewer resources (Forster & Still, 2001; Coles, 1999). Handy (1996) 

considered the '1/2 x 2 x 3' formula 'about right' for Australia, New Zealand, 

the United Kingdom and North America. To reach and sustain heightened 

levels of performance, and to avoid burnout in this environment, it is desirable 

that organisations develop strategies for maintaining managers' affective well-

being and intrinsic job satisfaction. Of the three psychological aspects of 

burnout (emotional exhaustion, depersonalisation, diminished sense of 

personal accomplishment), emotional exhaustion is increasingly prevalent in 

Western workplaces (Lee & Ashforth, 1996). 

By establishing how affective well-being and intrinsic job satisfaction 

influences performance, it will be possible to predict how a deterioration, or an 

improvement, in affective well-being and intrinsic job satisfaction impacts on 

managers' performance. Similarly, management practices that increase 

managers' affective well-being and intrinsic job satisfaction may result in 

corresponding reductions in workplace tension and improved efficiency. Such 

information may be used to develop recommendations about changes that are 

likely to promote a healthier and more supportive work environment for 

managers.  



5 

1.3.1 The 'happy productive worker' thesis 

Wright and Staw (1999a,b) reopened the general debate about whether happy 

workers are more productive. Decades of research have found inadequate 

evidence to fully support the 'happy-productive worker thesis' (Staw, 1986) or 

the proposition that 'a happy worker is a good worker' (Katz & Thompson, 

1995: 111). Research has also been unable to establish a close link between 

job satisfaction and performance (c.f. Iaffaldano & Munchinsky, 1985; Locke, 

1976; Vroom, 1964; Porter, 1963; Brayfield & Crockett, 1955). This may be a 

result of researchers erroneously conceiving and operationalising job 

satisfaction as synonymous with affective well-being (Cropanzano & Wright, 

2001; Wright & Cropanzano, 2000; Wright & Cropanzano; Cropanzano, James 

& Konovsky, 1993). Later metanalysees have indicated that there is a stronger 

relationship between job satisfaction and job performance than was previously 

evident (Judge, Thoreson, Bono & Patton, 2001; Harter, Schmitt & Hays, 

2001). 

Despite the lack of empirical evidence, the notion that satisfied or happy 

workers are more productive is firmly entrenched in management ideology 

(Wright, Cropanzano, Denny & Moline, 2002; Cropanzano & Wright, 2001; 

Wright & Staw, 1999a,b; Ledford, 1999). Studies from the 1930s onwards 

found only modest support for the link between worker satisfaction and 

improved job performance (Organ & Paine, 1999). Belief in the happy-

productive worker thesis has its roots in the Human Behaviour School of the 

1950s. Similarly, the 1970s Human Relations Movement had a significant 

influence on job redesign and quality-of-life initiatives and was credited with 

specifying the original satisfaction-performance relationship (Strauss, 1968). 

Tenets of the Human Behaviour School and Human Relations Movement now 

co-exist with the productivity doctrines espoused by economic rationalists in 

the late 1980s and early 1990s (King & Peter, 1993).  

Researchers have mostly ceased investigating whether satisfied employees are 

more productive, possibly as a consequence of using job satisfaction as the 

predictor variable, instead of more appropriate measures, such as 'happiness' 

(Wright & Staw, 1999a,b), or affective well-being (Sevastos, 1996). 

Furthermore, the construct 'managers' job performance' has not been robustly 

measured, making associations between these constructs problematic. Such 

results seem partly due to conceptual misspecification and inadequate 
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research methodologies. Rather than being an aberrant stream of 

investigation, these findings are argued to result from poorly specified and 

measured constructs.  

Apart from a study by George and Bettenhausen (1990), affective well-being 

has seldom been investigated as a predictor of favourable work outcomes for 

managers. Wright and Staw also found a 'plausible link' between employees' 

affective states and work behaviour that justified "re-opening the question of 

whether happy workers are also more productive" (1999b: 2). There is a case 

for extending the happy-productive worker thesis into an examination of the 

extent to which managers' affective well-being influences performance, using a 

more robust methodology to measure these constructs. Re-invigorating this 

debate may also inform the more general but unproven proposition that happy 

employees perform more effectively.  

From a broader perspective, a central point in the debate over the significance 

of managers to Australia's competitiveness is the assertion that "good 

managers are the key to a more competitive economy and higher performing 

enterprises" (Karpin, 1995: 1). Ascertaining the factors that determine 

managers' performance has the potential to assist in initiatives to improve 

Australia's competitiveness. Findings from this study may be applicable to 

managers in other working situations because managers are critical to the 

success, or failure, of companies and organisations (Carlopio, Andrewartha & 

Armstrong, 1997; Hanson, 1986). 

1.4 Research topic 
Certain indicators of affective well-being and intrinsic job satisfaction are 

argued to predict dimensions of managers' job performance. The primary goal 

is to establish which indicators of self-rated affective well-being and intrinsic 

job satisfaction are reliable indicators of managers' performance. An ancillary 

objective is to establish the structure of managers' performance. 

1.5 Relationship to contemporary managerial issues 

1.5.1 The impact of globalisation on Australian managers 

Globalisation and market deregulation has dramatically altered the 

competitive landscape facing Australian managers in the late 20th century. 
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With increased global competition, Australian managers are being forced to 

adapt to the liberalisation of world trade and investment regimes, such as the 

deregulation of financial markets. Australia's economic decline was fuelled by 

deregulation in the 1980s and 1990s, which opened the economy to increased 

competition (Cascio, 1993). Structural micro and macro economic reforms 

implemented by the Australian government during this period were intended 

to make the country more internationally competitive (Hilmer, 1993). 

Successive Australian governments have continued to deregulate the economy, 

especially the finance and manufacturing sectors, while simultaneously 

reducing tariffs across industries.  

Since the 1980s, downsizing and delayering has emerged as a pervasive 

international trend affecting the Australian economy (Kitney, 1996; Dunford & 

Palmer, 1996). Palmer, Kabanoff and Dunford (1997) have identified three 

factors and seven themes relating to downsizing in Australia: strategic factors 

(business environment, drawbacks, globalisation and productivity), process 

factors (rationalising and restructuring), and consideration factors (absence 

costs). Downsizing has a serious impact on surviving managers, including the 

necessity to work longer hours (Brammall, 1999), and decreased job security 

(Australian Social Monitor, 1998). If no change is made to the way work is 

done, then "same amount of work as before downsizing is simply loaded onto 

the backs of fewer workers" (Cascio, 1993: 103). 

In addition, since the 1980s, Australian enterprises have faced rapid 

technological advances, coupled with globalisation, resulting in dramatic 

changes to organisational structures (Simons, 1998). Flatter organisational 

structures have emerged from significant downsizing and the uptake of new 

technology. These changes have compelled a shift in the pace and direction of 

managerial practices (Quinn, Faerman, Thompson & McGrath, 1996; Hammer 

& Champy, 1993; Limerick & Cunnington, 1993). 

Managers were formerly required to achieve results directly through people, 

using a centralised and narrow span of control. Several levels have been 

eliminated from organisational hierarchies, resulting in managers having a 

more dispersed span of control (Beittenhausen & Fedor, 1997). Relinquishing 

this direct supervisory role has necessitated that managers perform different 

roles, such as empowering employees and facilitating team-based work. At the 

same time, managers' jobs required specialised tasks be performed to 
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increasingly higher levels of efficiency. These developments have had 

considerable impact on managers.  

Prior to the onset of these economic challenges, Australian managers and 

businesses were shielded from global economic forces by high tariffs, buoyant 

commodities markets and a stable currency. Australia entered the arena of 

international competition as nation-based businesses were being replaced by 

organisational structures that were better equipped to respond to a more 

turbulent economic environment (Lawrence & Lorsch, 1967). These events 

were preceded by the reduction in prominence of the nation-state and 

deregulation of the global economy (Ohmae, 1995; Guehenno, 1995; Porter, 

1990). As a consequence of globalisation, the roles and performance 

expectations of Australian managers have changed substantially. Such 

changes to the workplace require more sophisticated and comparable 

measures of managers' performance in order to ascertain individual 

contributions to organisational effectiveness. 

1.5.2 Legal issues 

Stress 

Stress-related affective disorders are the newest form of 'social inflation' that 

organisations are increasingly being forced to deal with. This is symptomatic of 

the epidemic of overwork and pressures being experienced in contemporary 

work places. Work-related stress and associated medical ailments are amongst 

the costliest hazards of modern society (Smith, 1998). The incidence of stress 

in the Western world is approaching epidemic proportions, such that "social 

commentators have been struck by the rising level of anxiety over the last 20 

years, by the extent to which people report stress as a central feature of their 

lives" (MacKay, 1993: 7).  

Managers who suffer physical or psychological injury are increasingly seeking 

legal compensation from their employers. In the USA, employees have been 

suing for stress-related and job induced illness for over 30 years. This trend is 

translating into Australian workplaces (Forster & Still, 2001). There are 

indications that Australian employers who fail to identify and act to reduce 

unreasonable work pressure may be liable for financial sanctions (Kelloway, 

1993). Given Australia's increasingly complex legal environment for 

employment, it was also prudent for organisations to implement legal 
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performance appraisal practices. Defensible measures of affective well-being 

and management appraisal practices have the potential to reduce an 

organisation's exposure to employment related litigation. Organisations have a 

legal duty of care to protect their employees (Cooper & Cartwright, 1994). 

Managers are likely to experience considerable stress, and so be more 

disposed to seek redress for work-related affective illness. 

Occupational health and safety litigation by employees against their employer 

is increasing. Employees are now successfully suing for stress-related 

illnesses, where the stress was caused by their normal work and not through a 

physical accident (e.g., Walker v Northumberland County Council, 1995, IRLR 

35; QB). Previously, any injured person could claim damages where they suffer 

stress as a result of a negligent accident. These claims are based on the 

employer's duty to provide the employee with a safe working environment. As 

in the USA, this duty of care has been extended to all aspects of work and 

foreseeable injury, including stress-related clinical conditions. 

Managers who are dismissed for perceived poor performance may, potentially, 

bring actions for breach of contract, unfair dismissal or discrimination under 

the Workplace Relations Act (Cth). Adopting reliable performance management 

approaches, which incorporate measures of affective well-being, may reduce 

an organisation's exposure to expensive employment-related litigation 

(Bernardin & Beatty, 1984). Laws intended to prevent industrial accidents, in 

countries with legal systems similar to Australia's, such as the UK, can also be 

applied to psychological stress (McKenna, 1995). Organisations may 

eventually benefit through a reduction in costs associated with employment 

litigation. This will indicate whether reported increases of stress are 

attributable to more effective monitoring, or to changes in job-strain (affective 

reaction to jobs). 

Strategically integrated human resource initiatives are likely to contribute to 

an organisation's success (Guest, 1990). Human resource practices have 

emerged as a key competitive advantage for countries and organisations 

(Schuler & Macmillan, 1984). Decisions about the direction human resource 

management practices take will ultimately be largely dependent on the world 

economy. Likewise, managers are dependent on the financial prosperity of the 

organisations they work for. As such, the financial viability of organisations 

will be dictated by their managers' capacity to generate wealth. Enhancing 
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managers' affective well-being and intrinsic job satisfaction is one way of 

contributing to strategic human resource initiatives (Collins et al., 2002; 

Forster, 2002; O'Reilly & Pfeffer, 2001). 

1.5.3 Magnitude and cost of affective well-being 

A Mental Health and Well-being Profile of Australian Adults reported that 16.9% 

of full-time workers surveyed were experiencing some form of mental disorder 

(Drever, 1998; Australian Bureau of Statistics, 1997a,b). In the Australian 

workplace, affective well-being disorders are such that anxiety involves just 

under one in ten adults, a magnitude of nearly 1.3 million workers. Over 2.7 

million days are lost annually from workers who are unable to perform their 

usual activities because of the disabling effect of anxiety (National Survey of 

Mental Health and Wellbeing, 2000). If this finding was extrapolated to 

Australia's 900,00 managers, then approximately 152,000 managers may be 

experiencing some form of mental disorder.  

In Australia, mental health forms $2.6AUDb (8.4%) per annum of the Federal 

Government's health allocation. Work-related stress claims for compensation 

have risen from 1.7% of claims in 1985-6, to 5.1% in 1977-98 (Australian 

Bureau of Statistics, cited in Brammall, 1999). These claims are estimated to 

have doubled in the period 1992-97, costing the economy in excess of $200m 

annually, with claims rising at 20% per year (Lawson, 1996).  

In Western Australia, where the sample for this study was taken, mental 

disorders represented as a workers' compensation claim for injury, increased 

by 64.6% between 1994/95 and 1997/98, with work related stress claims 

increasing by 34.5% in 1997/98 compared to the previous year (WorkCover-

WA, 1998).  

In the UK, time off work for stress-related illnesses has increased by 500% 

since the 1950s.The UK loses approximately 3.5% of GDP per annum, or the 

equivalent of £40GBPb per year on stress-related illness (Toohey, 1995). 

Dealing with stress and depression in the workplace has become an important 

issue for many organisations. In the United Kingdom, the Royal College of 

Psychiatrists estimate that up to 30% of British employees experience mental 

health problems. An estimated 115 million working days are lost each year 
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due to depression (Hodges, 1995), that is estimated to cost British industry £3 

to £5GBPb annually (Demos, 1995).  

Depression costs businesses in USA an estimated $25USb a year in 

absenteeism, low productivity and short and long-term disability, with 

treatment adding another $15USb (Moskowitz, 1998). Occupational stress is 

estimated to cost the USA economy an estimated $500AUDb each year 

(Whetton & Cameron, 1991). One in three American white-collar males and 

one in two white-collar females are likely to suffer a major depressive episode 

by the age of 50. During each depressive episode the resultant decline in 

productivity was estimated to be 20% (Greenberg, Stiglins, Finkelstein & 

Berndt, 1990). A $US1m program has been instigated by the USA National 

Business Coalition to demonstrate that paying closer attention to depressed 

employees can have a bottom line pay-off.  

1.6 Contribution to managerial theory and practice 
Theoreticians and practitioners share a common interest in the validity of 

managers' performance for hypothesis testing, for theory construction and for 

maximising the performance of an organisation's human resources. There is 

widespread concern about the lack of productivity of Australia's estimated 

900,000 managers (Australian Bureau of Statistics, 1997ab; Karpin, 1995). 

Determining how affective well-being impacts upon managers' performance 

may be one way of improving the productivity of Australian managers.  

Information about the relationships between managers' affective well-being 

and their performance may assist in identifying those managers who are likely 

to sustain heightened levels of performance and, thereby, survive and prosper 

in global competitive environments. This will, potentially, contribute to 

optimising managers' capacity to create value for organisations (Bommer, 

Johnson, Rich, Podsakoff & McKenzie, 1995). 

1.6.1 Managerial theory 

Warr has suggested that researchers should explore "what is known about the 

relationship between rated work performance and the components of mental 

health" (1987: 293). A range of organisational variables have been found to 

predict 20% of the unique variance in job satisfaction and an additional 5% of 

unique variance in affective well-being (Sevastos, 1996). Research has mainly 
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focused on job satisfaction, when affective well-being and intrinsic job 

satisfaction have been shown to relate differently to important job features 

(Sevastos, 1996). When used simultaneously, affective well-being and intrinsic 

job satisfaction have the potential to improve predictions about job 

performance. 

From the information collected for this study, a Partial Model was developed 

and tested that may have predictive power, as illustrated in Figure 1.1.  

Figure  1.1: 
Partial Model of Managers' Affective Well-being, 

Intrinsic Job Satisfaction and Performance 

AFFECTIVE WELL-BEING MANAGERS' PERFORMANCE

Contextual Performance

Task PerformanceJOB SATISFACTION

 

1.6.2 Managers' performance 

Job performance is arguably the most important dependent variable in 

Occupational, Industrial and Organisational Psychology. There is a lack of 

shared understanding in the literature about the construct 'job performance' 

(Campbell, Dunnette, Lawler & Weick, 1995). Despite the large body of 

research and theoretical models, the concept of managers' performance is 

empirically underdeveloped. Research into managers' performance has not 

taken a comprehensive perspective of what constitutes a robust measure of 

managers' performance. Thus, a more sophisticated understanding of what 

constitutes managers' performance needs to be developed before it can be 

related to affective well-being and intrinsic job satisfaction.  

Previous studies have conceived of managers' job performance as mainly 

comprising task performance. To date, no research has explicitly and 

simultaneously measured both managers' contextual and task performance in 

the field (Borman & Brush, 1993). The approach adopted here contrasts with 

previous investigations into these concepts, which have tended to focus on 

either isolated individual, or organisational factors of managers' performance.  
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Indications are emerging from the literature to suggest that managers' 

contextual performance is an important contributor to organisational 

effectiveness. Organisations are increasingly depending on behaviour that is 

outside managers' formal job descriptions (e.g., perseverance and 

conscientiousness). Contextual performance is therefore poised to become 

increasingly important as global competition demands more of employees, 

team-based work becomes more widespread, downsizing forces employees to 

exert more effort, customer service is emphasised more, and 'fields of work' 

replace specific 'jobs' (Borman & Motowidlo, 1997). 

Reviews into the construct of contextual performance (George & Brief, 1992; 

Isen & Brown, 1991) have indicated that positive affective well-being may be 

related to antecedents of performance (e.g., persistence on uncertain tasks). 

Organ (1977) has attributed the acceptance of the conventional wisdom that 

'satisfaction causes performance' to the broader conceptualisation of the 

construct 'performance'. When aggregated over time and people, organisational 

citizenship behaviour (OCB), a subset of contextual performance, is postulated 

to enhance organisational effectiveness (Karambayya, 1990; Organ, 1988) 

1.6.3 Managerial practice 

Research into performance appraisal continues to be criticised for being 

irrelevant to practice, and thereby reducing the advancement of practice 

(Tharenou, 1995; Milkovich & Read, 1992). In part, this was a result of studies 

conducted in laboratory settings that focus on psychometric issues and 

cognitive processes; neither being congruent with practitioner interests (Bretz 

et al., 1992). Well-developed performance appraisal initiatives have the 

potential to effectively link managers' performance to business strategies 

(Wood & Marshal, 1995).  

Such an alignment is more likely to contribute to an organisation's 

effectiveness when human resource practices related to managers are 

congruent with organisational strategies. Managers tend not to receive much 

feedback about their current level of skill competency (Carlopio et al., 1997). 

Assessments are invariably narrow in scope and neglect to assess some of the 

most critical aspects of managerial jobs, such as discretionary actions. 
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There are many advantages for improving managerial practices in relation to 

affective well-being. Circumstances that might otherwise lead to a managers' 

dismissal or burnout may be less likely to arise if there is a means to identify 

'at risk' managers. This will assist in identifying defective organisational 

practices that have the potential to damage managerial affective well-being 

and intrinsic job satisfaction. An improved understanding of how changes in 

affective well-being and intrinsic job satisfaction impact on performance may 

assist in identifying what can be done to promote healthier and more 

productive work environments for managers.  

Changes to the design of managers' jobs have the potential to either improve 

or worsen managers' affective well-being and intrinsic job satisfaction and, 

consequently, their performance. Identifying factors that either positively, or 

negatively, impact on managers' affective well-being and intrinsic job 

satisfaction will enable recommendations to be made for designing jobs and 

altering work environments that will assist managers to achieve optimal 

performance. Such information may permit the identification of the relevant 

job characteristics that can be adjusted to assist in promoting positive 

affective well-being and intrinsic job satisfaction. This may be considered to be 

preventative 'managerial medicine'.  

Building on insights gained from Patterson et al. (1998), this research has the 

potential to improve the quality of managers' working lives. In combination, 

these benefits may result in more effective organisational outcomes including 

increased productivity, reduced organisational costs, reduced staff-turnover 

and avoidance of protracted legal actions arising from claims of unfair 

dismissal, breach of contract, or stress. Failure to address emotional issues in 

the workplace potentially retards an organisation's capacity to maximise 

efficiency and effectiveness (Staw & Barsade, 1993). 

1.7 Theoretical foundations for the study 
Issues considered in Chapters 2 to 4 explicate the relevant and influential 

literature up to April 2001 that form the theoretical foundations of this study. 

Chapters 2 and 3 synthesise the literature on affective well-being, intrinsic job 

satisfaction and managers' performance.  

Various disciplines, theories, models and schools are detailed in Chapter 2, 

discussing affective well-being and intrinsic job satisfaction theories, namely 
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Dispositional, Activity and Telic; categories were used to contextualise the 

Vitamin Model, the Job Strain Model, and the dispositional approach to job 

satisfaction. The notion of Emotional Intelligence has emerged as a contender 

for integrating these theories in the workplace.  

Chapter 3 examines the relevance of the Measurement, Appraisal Interview, 

Social Cognitive Process and Performance Management schools of performance 

appraisal. These schools are integrated with social constructivist perspective of 

managers' performance, including theories of: Human Needs; Motivation; 

Performance; Job Performance; Expectancy; Individual Differences; Self-

Efficacy; Social Cognition; Attribution; Work Adjustment; Contingency; and 

Competency. These schools and theories inform the research questions that 

are tested in relation to the main research questions given in Chapter 4.  

Issues linking managers' affective well-being, intrinsic job satisfaction and 

performance are located within the field of management that mainly 

incorporates the related disciplines of Industrial, Organisational and 

Occupational Psychology, with tangential influences from Organisational 

Behaviour and Strategic Human Resource Management.  

The extensive literature embracing managers' affective well-being, intrinsic job 

satisfaction and performance is evaluated and formed into a cohesive schema. 

Theoretical and research issues pertinent to these domains measured are 

synthesised. By identifying the limits of the extant literature in relation to 

these phenomena, it became evident what remained to be investigated.  

1.8 Methodology 
Methodological considerations are integrated with the relevant cognate issues, 

since form ultimately determines the content of research (Foucault, 1980). As 

such, the methodologies employed have, in some ways, determined the 

findings.  

Items for the questionnaire were derived from established affective well-being 

and intrinsic job satisfaction scales. Managers' contextual performance scales 

were devised by the researcher.  

A cross-sectional questionnaire of 19 Western Australian organisations was 

undertaken during 1998/99 to collect data to test the hypotheses and model. 
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Data was collected using self-report measures of affective well-being and 

intrinsic job satisfaction, and downward appraisal of managers' performance 

(by the person to whom managers then reported). A composite selection of 

private, public and 'third sector' organisations 1 was surveyed, representing 

managers from a range of occupational groups. A total of 400 useable 

questionnaires were returned from the 1,552 distributed, representing a 26% 

useable response rate.  

1.9 Conclusion 
This study is intended to contribute to our understanding of how managers' 

affective well-being and intrinsic job satisfaction impacts on performance and, 

ultimately, organisational effectiveness. As a stream of research, the 'happy-

effective manager thesis' is both 'important and worthy of investigation' (West, 

Arnold, Corbett & Fletcher, 1992). As Ashkanasy and colleagues have 

observed, the "[k]nowledge, measurement, and understanding of the role of 

emotions in workplace settings are missing in the study and practice of 

organisational behaviour" (1998: 9).  

This study investigates affective well-being, an important aspect of emotions 

and is intended to contribute to the broader debate over what underpins 

human performance at work. A more sophisticated understanding of how 

affective well-being and intrinsic job satisfaction interacts with managers' 

performance, contributes to a better comprehension of aspects of the 

relationships underlying these constructs.  

Evidence of how affective well-being and intrinsic job satisfaction interacts 

with managers' performance will be valuable in determining job designs and 

organisational level interventions. Such an understanding has the potential to 

translate into improved managerial practices. These findings are also intended 

to progress the debate about how work might be structured to improve 

employees' performance. In doing so, a gap in this field of investigation will be 

addressed and areas for possible future research identified. 

                                          

1  Third Sector (3rd) refers to private incorporated organisations receiving private, Commonwealth and/or 
State Government funding. 
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Providing more rigorous measures of managers' performance has the potential 

to guide the implementation of managerial development initiatives. More 

sophisticated assessments of performance may facilitate managers' self-

development, as it indicates what managers must do in order to enhance their 

potential. Timely feedback about affective well-being and intrinsic job 

satisfaction may assist organisations to monitor and implement changes to 

managers' jobs, to sustain and improve their performance.  

1.10 Thesis structure 
This study is divided into eight chapters. 

Chapters 2 to 4 examine the state of the existing literature. Chapter 2 

critiques the affective well-being and job satisfaction literature. The clusters of 

literature relating to theoretical frameworks of job performance, including 

managers' contextual and task performance, are reviewed in Chapter 3. 

Chronological and theoretical developments critical to this study are traced 

and linkages between these conceptual bases are made. Chapter 4 links 

affective well-being, intrinsic job satisfaction and managers' performance and 

the model, and summarises the research questions and hypotheses to be 

tested. 

Chapter 5 details the empirical aspect of this study, including the methodology 

used to collect data, sample parameters and methods used to develop the 

measurement instrument. The Partial Model was tested and calibrated in 

Chapter 6. Results of the analysis of the data are given in Chapter 7. 

Chapter 8 explains the distinct contribution made by this study to the body of 

knowledge. The main findings and limitations are summarised. The results are 

discussed in relation to the hypotheses. Finally, the implications of these 

findings for managers and organisations are discussed and potential new 

research directions are suggested. 

The next chapter critiques the affective well-being and job satisfaction 

literature. 
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Chapter 2: Review of literature on managers' 
affective well-being and intrinsic job 
satisfaction 

Preface 

This study is primarily located in the disciplines of Industrial and 

Occupational Psychology. Insights are also drawn from the interrelationships 

between a number of disciplines, theories and models related to the field of 

management. These disciplines, theories and models have been developed into 

a composite framework, as illustrated in Figure 2.1.  

Figure  2.1: 
Theories, disciplines and schools 

MANAGERS' PERFORMANCE
THEORIES AND MODELS
Human Needs
Motivation
Performance
Job performance
Expectancy
Individual Differences
Attribution
Self-Efficacy
Social Cognition
Work Adjustment Theory
Competency
Contingency
Competing Values Framework

JOB-RELATED AFFECTIVE-WELL-BEING
THEORIES AND MODELS
Positive and Negative Affect
Happy-productive worker thesis
Activation theory
Model of Hemispheric Specialisation
Job Strain Model
Demand Control Model
Super Factor (second-order level) Model
Four Factor Model of Job-related Affect
Vitamin Model
Intrinsic and Extrinsic Job- Satisfaction

JOB SCOPE
THEORIES AND MODELS
Job Characteristics Model
Decision Latitude Model SCHOOLS

Measurement
Appraisal Interview
Social Cognitive Process
Performance Management

DISCIPLINES
Management
Strategic Management
Strategic Human
Resource
Management

DISCIPLINES
Occupational Psychology
Organisational Psychology
Industrial Psychology
Organisational Behaviour

DISCIPLINES
Occupational Psychology
Organisational Psychology
Industrial Psychology
Organisational Behaviour
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Theories about affective well-being and intrinsic job satisfaction have emerged 

mainly from Occupational Psychology, with a tangential influence from 

Organisational Behaviour. Research into managers' performance has been 

studied from a number of theoretical perspectives, including Industrial, 

Organisational and Occupational Psychology, Organisational Behaviour and 

Strategic Human Resource Management. 

Industrial and Organisational Psychology research considers the influence 

that the affective well-being and intrinsic job satisfaction of individuals or 

groups has on organisational outcomes. Organisational psychologists typically 

investigate factors exogenous to individuals in the workplace. Organisational 

Behaviour research concentrates on the performance of individuals and work 

groups within organisations. This focus on organisational outputs has been 

criticised for over-emphasising managerial perspectives to the exclusion of 

individual affective well-being and job satisfaction (Staw, 1984). In contrast, 

this study represents a departure from the conventional approaches to studies 

in this area, by investigating endogenous factors related to managers'.  

Human resource systems have the potential to facilitate or inhibit the 

development of organisational competencies (Lado & Wilson, 1994). Strategic 

Human Resource Management adopts a strategic approach to managing an 

organisation's employees, consistent with the resource-based view of the firm 

(Schuler & Jackson, 1987). Strategic Management focuses initially on the 

environment, organisational sub units within organisations, work groups and, 

finally, individuals as a means of aligning the organisation with its external 

environment. Strategic Human Resource Management is concerned with 

aligning and integrating workplace practices that contribute to an 

organisation's effectiveness.  

In summary, theories about Organisational Behaviour and Strategic 

Management are interdependent because managers invariably implement an 

organisation's competitive strategy. None of these disciplines is comprehensive 

in determining the nature of the relationship between managers' affective well-

being, intrinsic job satisfaction and their performance. Therefore, a study of 

affective well-being, intrinsic job satisfaction and managers' performance is 

appropriately situated in an Industrial, Organisational and Occupational 

Psychology framework, complemented by elements of Organisational 

Behaviour and Strategic Human Resource Management. 
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2.1 Introduction 
Man is the only animal that laughs and weeps, for he is the only animal 
that is struck with the difference between what things are, and what they 
ought to be. 

(Hazlitt, cited in Pearsall, 1987: 118) 

This chapter details how managers' affective well-being was conceived and 

measured. Section 2.2 explores the philosophical roots of the nature and our 

contemporary understandings of happiness, as a basis for understanding 

affective well-being. Section 2.3 differentiates the forms of affective well-being. 

Section 2.4 explains how managers' affective well-being and intrinsic job 

satisfaction is best measured. 

Section 2.5 uses a tripartite heuristic framework comprising Dispositional, 

Activity and Telic categories to organise the affective well-being literature. 

Each category explains the tenets of the most influential theories and debates 

their veracity. Models of affective well-being are identified in Section 2.6, and 

issues involved in developing an integrated model of affective well-being are 

given. The relative importance of cognitive and affective aspects to intrinsic job 

satisfaction is debated in Section 2.7. A summary and general conclusions are 

presented in Section 2.8.  

2.2 Origins of research into affective well-being 
Reasoning and research into the construct of happiness preceded research 

into affective well-being. Emotions and happiness are the 'primitive' (or first 

order) conceptual bases of affective well-being. While emotions and happiness 

are closely related, they are not identical to the construct of affective well-

being.  

2.2.1 Emotions, happiness and affective well-being 

[S]triving toward pleasure or happiness is the basic motivation for all 
human behaviour. 

(Tracey, 1993: 73) 

Psychology theorists now recognise the critical influence of affect in human 

experience, after first discovering behaviour and then embracing cognition. 

Affective well-being has its philosophical and theoretical foundations in the 

concept of happiness. The word happy is derived from the Icelandic word 
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'happ', meaning luck or chance. Classical philosophers have contemplated the 

authentic nature of happiness for centuries.  

Epicurus proffered a hedonistic perspective of happiness, which he reasoned 

to be a natural condition "guided by our innate instincts for pleasure and 

penchant for avoiding pain" (as cited in Waterfield, 1993: 11). According to the 

ancient philosophers, humankind is destined never to attain happiness, since 

only the gods are permitted to recognise the sensation or experience this 

feeling. As with beauty, Plato reasoned that happiness cannot be described, 

only experienced. Existentialists believe that humankind is forced to choose 

between freedom and happiness because they cannot both be experienced 

simultaneously (Hogan & Roberts, 1996).  

Aristotle (cited in Ackrill, 1963) approached the concept of happiness in a 

temperate vein, in the Categoria, as one of the eight metaphysical dimensions 

of life that humans are destined to struggle to attain. Aristotle postulated that 

pursuit of happiness is the ultimate human undertaking; an end in itself. As 

the highest of all good achievable, Aristotle argued that happiness is 

"something final and self-sufficient, and is the end of action" (Aristotle, 342: 

30, cited in Ackrill, 1963).  

Pascal asserted that "Man wishes to be happy, and only wishes to be happy, 

and cannot wish not to be so" (1952: 203). Thus, happiness is fundamental to 

the human condition; it is the natural state for a human being (Domeyko, 

1995). Debate continues amongst psychologists over whether happiness is a 

state, or simply the accumulation of individual happy feelings. Perhaps, as 

Diener (1984) suggested, happiness is a predisposition to react in a 'happy 

way'.  

Our experience of happiness must also include a measure of darkness; its 

opposing force loses its meaning if not balanced by sadness (Jung, cited in 

Hayward & Cohen, 1991: 78). Happiness is essentially a feeling, a state of 

mind that is an individualistic experience, since "what brings happiness to one 

person ill fits another" (Epicurus, cited in Waterfield, 1993: 9). This immutable 

"striving toward pleasure or happiness is the basic motivation for all human 

behaviour" (Tracey, 1993: 73).  

A contemporary metaphysical perspective of what constitutes happiness is, 

according to Domeyko, "essentially an energy flow that occurs when you 
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remove the negativities and blocks from your mind and so open yourself to 

more of the life force" (1995: 10). Thus, a clear sense of direction seems to be 

an important aspect of making a valuable contribution to life through "the 

progressive realization of a worthy ideal" (Frankl, cited in Tracey, 1993: 29).  

Conjecture emerges from these perspectives of happiness that leads to the 

question of whether happiness is an emotion, a cognitive evaluation, or a 

combination of both (Argyle & Martin, 1991). Damasio's (1994) position is that 

emotions and cognitions co-exist; one cannot exist without the other. The 

physiological basis of emotions is supported by research by Gardner and 

Cummings (1988). Happiness is characterised by Domeyko as an inner 

experience of the 'bodymind' that is unique to each person, and "arises 

because of your reactions to a variety of external triggers and the resulting 

internal activities of the mind" (1995: 8). Damasio explained how emotions and 

feelings are neurologically tied to reason and decision-making by forming an 

intricate relationship between emotions, feelings and cognitions:  

An emotion was a reaction to a stimulus event (either actual or imagined). 
It involves change in the viscera and musculature of the person, was 
experienced subjectively in characteristic ways, was expressed through 
such means as facial changes and action tendencies, and may mediate 
and energize subsequent behaviours.  

(1994: 85) 

Damasio reminded us that "Feelings let us mind the body, attentively, as 

during an emotional state, or faintly, as during a background state" (1994: 

159) and that "[f]eelings have a say on how the rest of the brain and cognition 

go about their business. Their influence is immense" (1994: 160). This 

reinforces the view that feelings are a subjective experience of emotions. 

Appendix 5 provides physiological evidence to support this position. Schien 

(1997) concluded that emotions include elements of disposition and cognition. 

Despite the lack of consensus in the literature about the definition of 'an 

emotion', there is agreement that it is composed of three elements: "a 

subjective component of feelings, a psychological component of arousal, and a 

motor component of expressive gesture" (Barbalet, 1998: 86). Since emotional 

states include decision-making and disposition to act, emotion contains 

aspects of reason and action, as well as feeling. Emotions are usually refereed 

to in the literature as feelings in relation to a particular object. Mood is a 

generalised feeling of an affective state. Affective well-being refers to trait 
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positive affect (PA) and negative affect (NA), whereas personal and situational 

factors determine state affect. Whatever the resolution to this conundrum, 

researchers in occupational psychology tend to treat happiness as an 

emotional state, that may be more specifically defined as an 'affective reaction' 

(Sevastos, 1996). 

Virtually all scientific investigations into happiness converge on three 

observations (Diener, 1984). First, Theorists agree that emotions result from 

an individual's subjective interpretation of a situation. Second, happiness 

involves the presence of positive emotions and the absence of negative 

emotions. Third, happiness is a global judgement that is relatively stable over 

time but is influenced by environmental events. In all, happiness is a 

subjective and global judgement made by a person experiencing a considerable 

amount of positive emotion and relatively little negative emotion (Cropanzano 

& Wright, 2001).  

In summary, philosophers, sages and researchers have struggled to determine 

the true nature of happiness. Researchers and philosophers concur that 

happiness is a subjective feeling. Happiness, emotions, and affective well-being 

are part of a constellation of related constructs but are not synonymous. There 

has been a resurgence of research interest into what constitutes emotions. As 

a construct, emotions are more encompassing than affective well-being and 

reflect a more universal response to work. Emotions and happiness are 

antecedents of affective well-being in the workplace. To understand affective 

well-being it was necessary for theorists to contextualise feeling. 

2.3 Differentiating the forms of affective well-being 
Affective well-being refers to feelings about either life in general ('context-free'), 

or in relation to a specific domain (e.g., 'job-related' and 'facet-specific'). In 

relation to affective well-being, the term 'job' refers to the specific tasks 

undertaken by individuals in a particular setting, whereas work refers to jobs 

in general (Warr, Cook & Wall, 1979: 1179).  

Context-free and facet-specific affective well-being are exogenous variables. 

Facet-specific affective well-being includes factors such as: pay; responsibility; 

colleagues; supervisors; working conditions; promotional prospects; security of 

employment; the organisation as a whole, and the kind of work undertaken. 

Different facet-specific satisfactions tend to be inter-correlated.  
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Context-free affective well-being includes factors like satisfaction with self 

image, physical health, social and home life that are known to contribute to 

affective well-being, but are outside the scope of this investigation (Warr, 

1987). Non-work negative emotional overlap also has a strong presence in the 

literature. There is ample research evidence of interactions between managers' 

work and their life in general, but these have not been included as they have 

already been dealt with in other studies (Cooper, 1997, 1996; Warr, 1990a). 

A host of context-free and facet-specific factors impact on affective well-being. 

Differences between job-related, facet-specific and context-free affective well-

being are schematically represented in Figure 2.2. 

Figure  2.2: 
Differentiating job-related affective well-being from  
factor specific and context-free affective well-being  
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Table 2.1 provides details of the differences between job-related, facet-specific 

and context-free affective well-being. 
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Table  2.1: 
Affective well-being axes of measurement and levels of specificity 

Affective well-being 

Axis Context-free Job-related  Facet-specific 

1. Discontented- 
    Contented 

Happiness 
Life satisfaction 
General distress 
Negative affect 

Job satisfaction 
Job attachment 
Organisational commitment 
Alienation from work 

Specific satisfaction 
(with pay, amount of 
responsibility, etc) 

2. Anxious- 
    Comfortable 

Anxiety 
Neuroticism 

Job-related tension 
Resigned satisfaction 

Specific feelings of job 
strain 

3. Depressed- 
    Actively Pleased 

Positive affect 
Depression 
Tedium 
Self-denigration 
 

Morale  
Job involvement  
Job boredom 
Job-related depression 
Job-related burnout 
Job-related pressure  

Specific aspects of job 
boredom 

 

(Adapted from Warr, 1987) 

Figure 2.4 and Table 2.1 also illustrate how aspects of job-related, context-free 

and facet-specific affective well-being and intrinsic job satisfaction relate to the 

affect axes of Discontented-Contented, Anxious-Comfortable and Depressed-

Actively Pleased.  

Given the difficulty of defining and identifying the essence of happiness, when 

specifying affective well-being, it is not surprising that centuries passed before 

psychometrically robust measures of the concepts were developed. The 

quandary is how can a subjective feeling like happiness be adequately 

measured? 

2.4 Research into affective well-being 
Research into the relationships between context-free psychological well-being 

and organisational outcomes has a long tradition of theoretical development 

and empirical testing (Mayo, 1933). For example, Bradburn and Caplovitz 

(1965) attempted to assess a person's sense of overall affective well-being 

using a single item; 'Taking all things together, how would you say things are 

these days?' Watson and Tellegen (1985) noted that a substantial body of 

studies have confirmed Bradburn and Caplovitz's results.  

Contemporary, empirically-based definitions of happiness, originated with 

Bradburn's investigations, which focused on determining how certain large-

scale societal forces impacted on individual psychological well-being. 

Bradburn and Caplovitz operationalised happiness as the balance between PA 
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and NA. Even though Bradburn and Caplovitz's results were unreliable, due to 

only measuring a single item rather than with multi item scales and only being 

moderately related to measures of the same factor, the PA and NA scale has 

been widely adopted (Watson & Tellegen, 1988). 

A large amount of research in Organisational Behaviour and Occupational 

Psychology has focussed on affective well-being, one aspect of mental health. 

Typically, affective well-being has been measured in an undifferentiated way, 

by referring to 'feeling good', or 'feeling bad', or 'being satisfied' in your job or 

'unsatisfied'. Recently, authors have identified two separate dimensions, 

'pleasure' and 'arousal', that have been usefully incorporated in more 

sophisticated forms of measurement of affect (e.g., Matthews et al., 2000; 

Thayer 1989; Watson & Tellegen 1985; Mackay, Cox, Burrows & Lazzarini, 

1978; Russell 1980).  

Many inventories have been developed by researchers based on Beeham's 

(1981) measure of 'general psychological well-being' and particular self-report 

aspects of job-related affect such as distress, life satisfaction, anxiety and 

depression. Diener (1984) reviewed the plethora of single and multi-item 

measures of general affect. Originally, affective well-being was measured by 

scales designed to measure context-free well-being. Two independent clusters 

of items emerged from these scales, indicating that people who report high PA 

were not predisposed to report high NA. PA was found to be related to active 

participation in social activities, and NA with anxiety and symptoms of ill-

health. Thus, a differential relationship was established between these two 

dimensions, a finding that overturned the prevailing assumption that 

experiencing either PA or NA mitigate against experiencing the other form. 

The phrases Positive Affect and Negative Affect (Watson & Tellegen; 1985, p. 

233) are precise conceptualisations of affect with highly specific operational 

definitions. Positive Affect does not refer to all affect states. Neither does 

Negative Affect refer to all negative affect states in general. Thus, PA is not the 

bipolar opposite of NA, or negative affect in general. Negative Affect refers to a 

specific subset (unpleasant and activated) of all negative affect states and 

Positive Affect also refers to a specific subset (pleasant and activated) of all 

positive affect states.  
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A two-factor structure of affect emerged from a varimax (orthogonal) rotation of 

these scales (Watson & Tellegen, 1985). Tests of competing models of affect, 

using structural equation modelling, gave a superior fit with the data, 

compared to a second order model of these constructs. In addition, Diener, 

Larsen, Levine and Emmons's (1985) research indicated that PA and NA had a 

strong inverse correlation and were therefore likely to be unrelated.  

A considerable body of research has confirmed these findings, leading Watson 

and Tellegen to conclude that, "in virtually all published self-report studies 

that we have subsequently re-analysed, we have encountered the same two 

large, bipolar dimensions" (1985: 20). Subjective measures of affective well-

being have been established by Watson and Tellegen (1985) to be independent 

across persons, and over time. Watson and Tellegen's (1985) research 

prompted Watson and Clark (1992) to develop a hierarchical model of affect 

consisting of two broad higher order factors (i.e., PA and NA) reflecting valence 

that correlated with lower level affects, to capture the distinctive 

characteristics of these emotions.  

When ratings of the adjectives for describing affects are factor analysed, two 

dimensions (NA and PA) usually account for the majority of variance. 

Unrotated solutions report a pleasantness-unpleasantness dimension, a 

position supported by the Dalai Lama and Cutler who concluded that 

"Essentially, there are two kinds of emotions of mind: positive and negative" 

(1999: 239). Watson and Clark examined the relationships between fear, 

sadness, hostility, and guilt, using a series of multi-trait and multi-method 

analyses. These emotions were found to represent "meaningful and 

differentiable psychological constructs" (1992: 489). Moreover, these emotions 

were highly inter-corrrelated, suggesting that the higher-order factor of NA is 

motivating the lower level factor (fear, sadness, guilt, and hostility). 

Watson and Clark (1992) concluded that purportedly competing models of 

affect, featured in the literature on self-rated mood, are compatible. Adjectives 

describing NA and PA (enthusiasm, depression, anxiety and relaxation) were 

found to account for the majority of the variance of affect. These bipolar 

representations of Positive And Negative Affect Schedules (PANAS) are 

represented in Figure 2.3.  
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Figure  2.3: 
Bipolar representation of the PANAS 
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Consensus exists amongst researchers regarding the basic structure of affect. 

Two orthogonal dimensions, PA and NA may be measured as two bipolar 

dimensions, that is, enthusiasm-depression and anxiety-comfort, or as two 

monopolar dimensions, High PA and Low PA. Unique contributions inherent in 

measuring affect-related phenomena are disentangled and neutralised by 

using PANAS to control for the confounding influence of trait PA and NA. 

2.4.1 PA, NA and personality 

Costa and McCrae (1980) proposed a 'model of happiness', asserting that 

differences among individuals in PA and NA are a direct consequence of 

differences in the personality variables, extroversion and neuroticism. Thus, 

PA is not simply the antithesis of NA but represents a distinct dimension of 

personality. PA reflects pleasurable engagement, whereas NA is essentially a 

general dimension of subjective distress, as Watson explained:  

Positive Affect (PA) reflects the extent to which a person feels enthusiastic, 
active and alert. High PA is a state of high energy, full concentration and 
pleasurable engagement, whereas low PA is characterized by sadness and 
lethargy. In contrast, Negative Affect is a general dimension of subjective 
distress and unpleasurable engagement that subsumes a variety of 
adverse mood states, including anger, contempt, disgust, guilt, fear, and 
nervousness, with low NA being a state of calmness and serenity. 

(1988: 1062) 

Trait PA and NA are also reflected in individual differences that are maintained 

by people under all conditions, even in the absence of external stimuli. 

Consequently, low-NA people are more likely to report distress, discomfort, 

and dissatisfaction over time, regardless of the situation (Watson & 
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Pennebaker, 1989). High-PA individuals possess a sense of exuberance and 

enthusiasm (Watson, Pennebaker & Folger, 1987), a generalised sense of 

affective well-being, and a zest for life independent of the situation (Costa & 

McCrae, 1980). 

A subsequent longitudinal study by Costa and McCrae (1988) reported high 

test-retest correlations, supporting the PA and NA construction of emotional 

temperament (Watson, 1988; Watson, Clark & Tellegen, 1988; Watson & 

Tellegen, 1985). PA and NA has been clearly shown to be related to the 

personality constructs of extroversion and neuroticism respectively (Larsen & 

Ketelaar, 1989; Meyer & Shack, 1989; Williams, 1989; Eysenck & Eysenck, 

1985). The dispositional literature indicates that individual differences in trait 

PA and NA persist over time.  

The bulk of recent research has found personality to be associated with 

contextual performance (Motowidlo, Borman & Schmit, 1997; Borman & 

Motowidlo, 1997). There has been a number of studies into the effects of 

disposition and personality as predictors of Organisational Citizenship 

Behaviour and contextual performance, predicated on the belief that mood 

stems from an individual's disposition (Penner, Midili & Kegelmeyer, 1997; 

Organ, 1994b; Watson & Tellegen, 1985; Watson & Clarke, 1984). Focused 

personality constructs, which measured prosocial personality, also predicted 

enduring levels of Organisational Citizenship Behaviour (Penner, Midili & 

Kegelmeyer, 1997).  

2.4.2 Affective well-being 

Sevastos (1996) has summarised and integrated the affective space identified 

by Russell's (1980), Watson's and Tellegen's (1985), and Warr's (1994, 1987, 

1986) research and conceptualisations of affect in Figure 2.4.  
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Figure  2.4: 
Principle axes of affective well-being space 
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(Sevastos, 1996: 12) 

In summary, many attempts to measure affect in occupational settings began 

with context-free affect, prior to measuring this phenomenon in occupational 

settings. Robust methods, based on confirmatory factor analysis, have been 

developed to determine the dimensionality of context-free affect. Empirical 

research in the occupational literature suggests that antecedents of affective 

well-being constructs can be accurately measured. 

2.5 Theories and models of affective well-being 
A substantial amount of research into the impact of jobs on affective well-

being has been undertaken, but the findings are not well integrated. As 

Jahoda observed, during the 20th century, "a staggering amount of empirical 

research on work, employment, and unemployment has been accumulated in 

the industrialised world ... [but] there is no theory that binds the knowledge 

together" (1981: 184). Mitchel (1979) contended that many studies lacked a 

theoretical orientation, making it difficult to integrate the findings into a 

coherent body of knowledge. Thus, it is essential to synthesise the voluminous 

research in this area before deciding which theoretical tack to adopt for 
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measuring the impact of affective well-being and intrinsic job satisfaction on 

managers' performance. 

Compounding the problem of integrating this fragmented research is the lack 

of a universally accepted definition of mental health. Psychological processes 

are interpreted differently, making integration of the various models of mental 

health difficult, a problem exacerbated by this heavily value-laden phrase, 

whose meaning varies between times and cultures. De Jonge and Schaufeli 

(1998) have suggested that it is more productive to investigate affective well-

being as an indicator of job-related mental health.  

2.5.1 Typologies of affective well-being theories 

Affective well-being has been categorised into three general clusters of 

theories: Dispositional, Activity and Telic (Diener, 1984). These affective well-

being categories relate to the notion of happiness. These typologies feature in 

contemporary occupational psychology literature; Warr's (1994, 1987, 1986) 

Vitamin Model, Karasek and Theorell's (1990) Demand Control Model, and 

Staw and Ross's (1985) dispositional approach to job satisfaction. These 

theoretical typologies were derived from the occupational and organisational 

psychology literature and provide a useful theoretical framework for conceiving 

of theories about affective well-being. Each typology makes predictions that 

explain affective well-being and the models represent well-conceived and 

thoroughly investigated conceptualisations of affective well-being. 

2.5.2 Dispositional Theories 

Ledford defined disposition as an "enduring personal attribute" (1999: 30). 

Trait affect is more closely equated with the notion of disposition described by 

Wright and Staw (1999a,b). Trait is a constellation of inherited and enduring 

behaviours that, in some instances, may be modified over long-periods of time 

(Ledford, 1999). 

Dispositional theories treat affective well-being as an integral part of a person's 

make-up, whereas situational factors are only considered to contribute a small 

amount of variance to a person's affective well-being. Dispositional theories 

originated in Bradburn's (1969) research, which operationalised happiness as 

the balance between PA and NA traits. A lack of pleasant events was 

considered by Lewinsohn and Amenson (1978) to lead to depression. 
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Dispositional theorists thus posit that depression prevents an individual from 

feeling pleasure in circumstances that are normally experienced as pleasant 

(Sweeney, Schaeffer & Golin, 1982). 

Dispositional theorists have extensively researched affective well-being, 

personality and job satisfaction, and consistently reported convergence 

between affect and personality structure (c.f. Larsen & Ketelaar, 1991, 1989; 

Meyer & Shack, 1989; Williams, 1989; Emmons & Diener, 1985; Watson & 

Clark, 1984; Warr, Barter & Brownbridge, 1983; Costa & McCrae, 1980). For 

example, Costa and McRae concluded that "over time, the small but persistent 

effects of traits emerge as a systematic source of variation in happiness, 

whereas situational determinants that vary more or less randomly tend to 

cancel each other out" (1980; 676). Research into this "systematic source of 

variation" (Costa & McRae 1980: 676) has consistently used trait NA as a 

control variable to examine the relationships between self-report stressors and 

self-report strain outcomes. 

Studies of dispositions and affective well-being (Arvey, Bouchard, Segal & 

Abraham, 1989; Gerhart, 1987; Staw; Bell & Clausen, 1986; Staw & Ross, 

1985; Schmitt & Pulakos, 1985) have indicated that job satisfaction is a 

product of stable personality characteristics (Staw; Bell & Clausen, 1986). 

Essentially, this view suggested that happy people are born happy and the 

environment does not influence their disposition towards happiness. Arvey et 

al. (1989) found support for the hypothesis that genetic influences were 

stronger for intrinsic than for extrinsic job satisfaction. Hershberger, 

Lichtenstein and Knox (1994) modelled the genetic effects on job satisfaction 

using a more robust design than Arvey et al's. (1989) original methodology. 

However, the effects reported by Arvey et al. (1989) were non-significant in 

Hershberger and colleagues' (1994) research. 

Arvey et al's. (1989) research supported the proposition that approximately 

half of the variance in PA and NA is attributable to genetic factors. This 

argument proposed that work performance is genetically determined, rather 

than a result of situational or motivational factors. Davis-Blake and Pfeffer 

(1989) criticised the conceptual and methodological basis of Arvey et al's. 

findings, arguing that "organizational settings are strong situations that have 

a large impact on individual attitudes and behavior" (Davis-Blake & Pfeffer, 

1989: 387).  
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As mentioned in Chapter 1, Wright and Staw (1999a,b) have rekindled the 

debate over whether happy workers are also more productive. They found 

mixed support for the happy-productive worker thesis but concluded that "the 

dispositional measure of affect is a more successful predictor of rated 

performance" (Wright & Staw, 1999a: 11). In the process of reviving this 

debate, Wright and Staw have highlighted an important methodological 

consideration, stating that, "dispositional rather than state affect may be a 

stronger operationalisation of the happy-productive worker thesis" (1999a: 3). 

Assessments of dispositional affect provided a closer-fit for individual-based 

measures of performance than did measures of affective state or mood. 

According to Wright and Staw there is "theoretical as well as methodological 

justification for expecting stronger linkages of dispositional rather than state 

affect with measures of individual performance" (1999a: 1). Generally, 

organisationally grounded studies that are supportive of the happy-productive 

worker thesis rely on dispositional measures of affect (Cropanzano & Wright, 

2001; Wright & Staw, 1999a,b; Cropanzano, James & Konovsky, 1993). 

An ongoing debate exists amongst organisational behaviour researchers about 

the primacy of dispositional and situational factors, highlighted by Staw and 

Ross's (1985) controversial suggestion that even situationally determined 

qualities, such as job satisfaction, have a stable disposition. Newton and 

Keenan (1991) questioned aspects of Staw and Ross's (1985) work, but the 

main thrust of their findings on stability were confirmed. That is, when 

situations change, commensurate changes in job and work attitudes are 

evident. NA researchers have linked perceptions of the working environment to 

a pervasive predisposition to experience negative emotions and cognitions 

(Watson & Clark, 1984). 

Notwithstanding the considerable number of empirical studies advocating a 

dispositional explanation of job satisfaction, there is still inadequate evidence 

to support this theory. Environmental factors limit the effects of dispositions 

so that "over time, individuals' dispositions are significantly affected by the 

organizations in which they participate" (Davis-Blake & Pfeffer, 1989: 389). 

These findings may be attributed to the lack of rigour in methodologies 

employed by researchers attempting to confirm dispositional theories. 
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Dispositional theory researchers have been consistently unable to rule out 

alternative explanations for their results (Judge & Hulin, 1993). There is 

considerable evidence that situational factors make a substantial contribution 

to a person's affective well-being at work (Midili & Penner, 1995; Newton & 

Keenan, 1991; Davis-Blake & Pfeffer, 1989). Overall, there is inadequate 

support in the literature for dispositional theories and the empirical evidence 

to support a dispositional perspective of job affect. 

2.5.3 Activity Theories 

Feelings offer us a glimpse of what goes on in our flesh. 

(Damasio, 1994: 159) 

Activity theorists consider that happiness is a by-product of human activity. 

Aristotle, an early proponent of activity theory, maintained that happiness is 

achieved through virtuous activity, from an activity performed well. This is 

essentially a process view of the world that focuses on a person's behaviour 

(the activity), rather than the achievement of some end point (a goal). Activity 

theory predicts that PA outcomes will occur when a person's capacity to 

modify a situation is unconstrained. Psychological benefits are believed to be 

apparent from operating at characteristic level of optimal activation that is 

reflected in enhanced affective well-being, or PA. 

As discussed in Section 2.4, a higher-order general distress factor, like NA, is 

likely to subsume both anxiety and depression (Tellegen, 1985). NA is a state 

related to anxious and depressive symptoms (Watson, Clark & Carey, 1988). 

Thus, a person's emotional state becomes self-reinforcing, characterised by 

high levels of depression (low PA) and anxiety (or high NA). Under these 

conditions, a person's affective well-being is determined conjointly by 

enthusiasm (high PA) and relaxation (low NA). 

Evidence is also emerging to support a physiological basis of affect. Activation 

theory is derived from research by physiological psychologists (Gardner & 

Cummings, 1988), whose model made predictions about affective well-being in 

occupational settings. Two complementary models have emerged to explain 

activation theory. Gardner and Cummings predicted that activation is 

characterised by the "state of neural excitation in the reticular activation 

system (RAS) of the central nervous system (at the base of the brain and spinal 

cord)" (1988: 83). A gene has been linked to people who are prone to anxiety 
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and negative thinking (Dalai Lama & Cutler, 1999). Enthusiasm and 

depression also have been linked to the regulatory system of the right 

hemisphere of the brain (Burke et al., 1989). These findings assist in 

distinguishing between the constructs of arousal and activation. Proponents of 

this view consider arousal to be an indication of levels of activation.  

Burke, Brief, George, Roberson and Webster's (1989) Job Affect Scale captured 

the entire PA and NA space (both high and low poles of PA and NA) using 

markers of positive and negative mood, which tapped both poles of PA and NA. 

The relevance of these competing models to affective well-being is represented 

in Figure 2.4. Sevastos's (1996) research confirmed Burke's (1987) findings 

that these constructs were compatible with Warr's conceptualisation of the 

high and low poles of PA and NA.  

In Burke and colleagues' (1989) construction, relaxation is a characteristic of 

cognitive processing where an individual reflects a "state of order and 

efficiency in one's job or life-style" (1987: 1097). However, nervousness and 

fatigue constructs were not reliable because Burke et al. (1987) used different 

markers to Warr to define the high and low poles of PA and NA. Warr (1984) 

claimed that anxiety and depression are more appropriate labels than Burke's 

nervousness and fatigue constructs.  

Sevastos's (1996) research showed that job satisfaction, enthusiasm, 

relaxation, depression and anxiety conjointly determined an individual's level 

of affective well-being. Depression was found to be less likely to lead to an 

increase in anxiety, rather than the opposite, where anxiety is more likely to 

result in an increase in depression. As such, it is unlikely that anxiety will 

lead to depression, when intrinsic job satisfaction and enthusiasm are high. 

This is consistent with findings that intrinsic job satisfaction and enthusiasm 

are incompatible with depression (Headey & Wearing, 1992; Watson, Clark & 

Carey, 1988). 

Sevastos's (1996) our Factor Causal Model of Job-related Affective Well-being 

(Four Factor Model of Affective Well-being) (see Figure 2.5), shows the direct 

causal links with job complexity that suppresses relaxation. 
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Figure  2.5: 
Four Factor Causal Model of Job-related Affective Well-being 

-

+

+

+

-

+

-

+

-

+
Complexity

X1

Satisfaction
Y1

Enthusiasm
Y2

Depression
Y3

Anxiety
Y4

Relaxation
Y5  

 

(Sevastos, 1996: 123) 

However, though low PA (Warr's depression) and high NA (Warr's anxiety) are 

related to clinical depression, dysphoria, and anxiety, they are different 

(Barlow, 1991). The clinical literature indicated a co-morbidity between anxiety 

and depression that is qualitatively different when either anxiety or depression 

are considered separately (Clark, Beck & Stewart, 1990). 

Lewinson, Redner and Seeley (1991) observed that "a central component of the 

phenomenology of depression is a pervasive sense of dissatisfaction" (1991: 

143). Therefore, the initial causal path to depression in Sevastos's model 

begins with dissatisfaction, a proposition empirically supported by Lewinsohn, 

Redner, and Seeley's research, which found that "low life satisfaction is a risk 

factor for future depression" (1991: 156). Lack of enthusiasm, resulting from a 

reduction in pleasurable engagement, such as an absence of social support, 

low skill utilisation, lack of autonomy or feedback, is found not to result from 

anxiety as a response to jobs characterised by high job demands or work 

pressure. 

Depression in an occupational context is characterised by lack of arousal due 

to "loss or deprivation", such as loss of skill (Warr, 1990a: 204), rather than 

"hopelessness" (Barlow, 1991: 66). Equally, anxiety may also be interpreted as 

an immediate or potential "response to a threat or danger" (Warr, 1990a: 204) 

rather than "helplessness" (Barlow, 1991: 60). A differential source for 

depression and anxiety is evident in Sevastos's (1996) model (see Figure 2.5). 
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Causal paths between the constructs of anxiety and depression have not been 

clearly demonstrated in the Occupational Psychology literature, contrary to 

the assertions of some researchers (c.f. Alloy, 1991; Barlow, 1991). 

Nonetheless, Sevastos's (1996) findings supported the position that job-related 

depression leads to an increase in anxiety, rather than the converse.  

Sevastos (1996) concluded that the additive combination of the two sets of 

independent variables (IVs) (anxiety-contentment and depression-enthusiasm) 

lead to levels of either psychological distress or affective well-being 

respectively. These outcomes may be subject to an interactive effect. This 

outcome is consistent with Diener's et al. (1991) position that the cognitive 

mechanism either amplifies or dampens affect of generalised psychological 

distress, like affective well-being, and may carry over from one affective state 

to another of similar hedonic tone (pleasurable or painful states of 

consciousness, such as sadness-happiness). 

Summary 

In summary, anxiety is less likely to lead to an increase in depression, but in 

relation to jobs, depression is more likely to increase anxiety. This reaction is 

evident in job uncertainty, where depression increases the level of anxiety. 

Diener et al. (1991) suggested that emotions of comparable hedonic tone tend 

to co-occur when a negative emotion is present. This condition may result 

from a cognitive mechanism that amplifies or dampens affect, resulting in one 

affective state being carried over to another, which eventually leads to a 

condition of generalised psychological distress (Diener et al., 1991).  

Activity theory predictions are supported by Hackman and Oldham's (1975) 

Job Characteristics Model and Karasek's (1979) Job Strain Model. Research 

using the Job Characteristics and Job Strain Model uses cognitive approaches 

to predict how specified job characteristics (such as task novelty and 

complexity) lead to certain outcomes. However, while Karasek's (1979) 

predictions were similar to those made by proponents of activity theory, there 

are important differences. For example, Warr (1994) argued that certain job 

characteristics are curvilinearly associated with employee well-being, whereas 

Karasek's (1979) Job Strain Model posits that decision latitude and job 

demands combine interactively to determine levels of affective well-being, 

especially levels of distress. 
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Demand Control Model 

In Karasek's original Job Strain Model, decision latitude is defined as a 

composite of "decision authority" and "intellectual discretion" (1979: 340), and 

job demands defined as a measure of "the psychological stressors involved in 

accomplishing the work load, stressors related to unexpected tasks and 

stressors of job-related personal conflict" (1979: 34). A re-formulation of the 

Job Strain Model into the Demand Control Model re-defined the combination 

of intellectual discretion and job decision authority as control, since it is 

considered that a "high level of skill gives the worker control over which 

specific skills to use to accomplish the task" (Karasek & Theorell, 1990: 58). 

The Demand Control Model focused on the relationship between perceptions of 

stressful jobs and job-related affective well-being, positing that 'high strain' 

jobs are characterised by a combination of high job demands and low levels of 

control. 

Karasek (1979) argued that affective strain does not result from a single aspect 

of the work environment, but from joint effects of work situation demands and 

the range of decision-making discretion an employee has in the work 

environment. Karasek (1979) posited a synergistic relationship between job 

demands and job decision latitude (i.e., control). For this to occur, the 

interactive effects of high job demands and lack of control must produce a 

strain effect greater than the simple additive effect of these two variables. 

Greater work satisfaction is associated with heavy time demands, coupled with 

weighty intellectual input. 

Ritti (1971) also found that the highest satisfaction occurs with active jobs, 

where both the challenge of high job demands and the opportunity for 

significant use of judgement and discretion are available. A critical aspect of 

the Demand Control Model centres on the prediction that when job demands 

are very high and control is low, affective well-being suffers disproportionately. 

Control, demands, and support are assumed to be orthogonal and to act 

interactively to determine the quality of employees' psychosocial work 

experiences. 

The Demand Control Model characterised 'passive jobs' as having low job 

demands and low job control, which results in learned helplessness. 'High 

strain' jobs are a combination of high job demands and low levels of control. 

Conversely, 'low strain' jobs have low levels of job demands and high levels of 
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job control. A typology of jobs, resulting from various combinations of job 

demands and job control, is illustrated in Figure 2.6.  

Figure  2.6: 
Demand Control Model 
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(Karasek & Theorell, 1990) 

Flexibility and high levels of output are assumed to be strongly linked to the 

perceived fairness of an organisation's decision structure. In the Demand-

Control Model, job demands and decision-making are separated, when ideally 

they should be congruent. Karasek's research indicated that affective well-

being may be improved without jeopardising job performance. This suggests 

that it may be possible to improve managers' affective well-being without a 

resulting decrement in their job performance. 

Warr (1990b); Landsbergis (1988); Spector (1987); and Payne and Fletcher 

(1983) were all unable to replicate the interactive effect of job demands and 

decision latitude of Karasek's (1979) Job Strain Model. Researchers who have 

attempted to replicate Karasek's findings have invariably neglected to account 

for job demands and decision latitude, since both appear to have a 'main 

effects' on job satisfaction (Kasl, 1989; Hurrell & McLaney, 1989).  

Kauppinen-Toropainen et al. found "relatively low total explanatory power of 

the [Job Strain] model" (1983: 201) but questioned why only two job factors 

were posited to underpin job strain. Fletcher (1991) argued that a more 

appropriate model should include a wider range of job features, such as social 
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support. This perspective is consistent with the findings of Parkes, Mendham 

and von Rabenau (1994); Johnson (1991), and Parkes (1990, 1991). Ganster 

(1989) has suggested that Karasek's findings exaggerated the role of control 

because it may be that job complexity (or challenge) is the more important 

predictor of psychological health outcomes. 

The second dimension of the Demand Control Model consisted of work 

pressure and, to a lesser extent, role ambiguity. When combined, these 

dimensions provided a typology of four distinct types of job characteristics that 

are consistent with Karasek's passive-active jobs, represented in Figure 2.7 

diagonally from quadrant 1 to quadrant 4, and low strain-high strain, shown 

diagonally from quadrant 3 to quadrant 2 jobs respectively. 

Figure  2.7: 
Attitudinal and affective outcomes of complexity on work pressure 
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(Sevastos, 1996: 78) 

Outcomes depicted in Figure 2.7 are associated with 'passive' jobs (Low Skill 

Variety, Lack of Autonomy, Feedback, Skill Utilisation, Supervisory Support, 

High Role Ambiguity and Low Work Pressure), 'high strain' jobs (Low Skill 

Variety, Autonomy, Feedback, Skill Utilisation, Supervisory Support and High 

Work Pressure), 'low strain' jobs (High Skill Variety, Autonomy, Feedback, Skill 

Utilisation, Supervisory Support and Low Work Pressure), and 'active' jobs 

(High Skill Variety, Autonomy, Feedback, Skill Utilisation, Supervisory 

Support, Clear Role Definition and High Work Pressure) respectively.  

'Passive jobs' (see quadrant 1) are characterised by outcomes, such as 

dissatisfaction, lack of enthusiasm, lack of relaxation, depression and low 

anxiety. The outcomes for 'high strain' jobs outcomes are described in 

quadrant 2 comprise dissatisfaction, lack of enthusiasm and relaxation, 
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depression and anxiety. For 'low strain' jobs, the outcomes are indicated by 

satisfaction, enthusiasm, relaxation, and low depression and anxiety, as 

shown in quadrant 3. Outcomes for 'active jobs' are satisfaction, enthusiasm, 

relaxation, anxiety and low depression and intrinsic job satisfaction (quadrant 

4). In this instance, positive anxiety is interpreted as eustress, as are positive 

satisfaction, enthusiasm and relaxation. 

The Demand Control Model predicted that enriched job characteristics are 

associated with job satisfaction and low depression, and impoverished jobs are 

normally associated with job dissatisfaction and depression. As such, high 

work pressure is normally associated with high anxiety, while low pressure is 

associated with low anxiety. Thus, effective managers are predicted to report 

positive satisfaction, enthusiasm, relaxation, low anxiety and low depression, 

as evidenced and tested by Sevastos's (1996) Four Factor Monopolar Model of 

Affective Well-being. 

In the clinical literature, anxiety is consistently treated as a precursor to 

depression (Barlow, 1991). This suggests two possibilities. First, anxiety may 

trigger depression even in the absence of any other work-related causal 

mechanism that directly affects depression. Second, sources of psychological 

distress based on Warr's and Sevastos's models offer possibilities that deserve 

closer investigation. High PA individuals report greater self-efficacy and a 

tendency to actively control their environment (Judge, 1993; George & Brief, 

1992; George, 1991). 

Iverson and Irwin (1997) have predicted that the greater sense of self-efficacy 

may be reflected in jobs with a higher degree of task engagement, such as 

managers. However, managers experiencing a persistent high level of anxiety 

may not necessarily experience depression and job dissatisfaction, because 

important job content variables, such as: skill utilisation; feedback; role 

clarity; and superior support, are available at high levels. Psychological 

distress and well-being have been found not to be dependent on a synergistic 

interaction between job characteristics and job demands (Sevastos, 1996). Two 

sets of variables and their outcomes were found to be orthogonal to each 

other, with the additive combination of the two sets of IVs leading to 

differentiated outcomes.  
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This finding is consistent with Broadbent's (1985) findings, as well as Warr's 

(1990a) position, but does not support Karasek's Demand Control Model. 

Labelling of job demands as stressors, and social support as buffers, is 

illogical because it can be misleading to evaluate these influences in isolation. 

These sets of variables may potentially behave as either stressors or 

motivators. 

Stress is either stimulus (cause), or response (symptoms), of worker reactions 

to their environment that has been separated into positive (eustress) and 

negative (distress) effects on individuals (Nankervis et al., 1996). Eustress 

represents the positive stress associated with achievement and exhilaration, 

like meeting challenges (Selye, 1974). Distress refers to the negative aspects of 

stress, like feelings of inadequacy, insecurity, helplessness or desperation that 

result from too much or not enough pressure or tension (Selye, 1974).  

Despite the empirical weaknesses evident in the Job Strain Model, Karasek's 

research highlighted a proposition worth further examination in relation to 

managers' affective well-being and performance - are managers who are 

experiencing high work pressure likely to report positive job satisfaction and 

high anxiety but low depression or do managers with less enriched jobs 

experience low pressure, dissatisfaction and low anxiety but increased 

depression? 

2.5.4 Telic theories (End State theories) 

The central proposition of Telic or End State theories is that affective well-

being is attained when certain inherent human needs are satisfied, such as 

competence or aspiration (Diener, 1984). Proponents of Telic theory believe 

that consensus among researchers will eventually result in the identification of 

universal components of mental health (Warr, 1994). For these needs to be 

truly universal, fulfilment of certain learned needs should be associated with 

happiness in all cultures. Ryff and Keyes's (1995) and Warr's (1994a) models 

are classified as Telic theories of affective well-being. 

The Vitamin Model 

A consolidated theory of employee mental health is overdue, given the 

confused and desegregated nature of research in the area. Warr's (1994, 1987, 

1986) Vitamin Model synthesised the bulk of research and theorising about 
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job-related mental health. By integrating the existing knowledge, Warr (1987) 

constructed a comprehensive model of mental health and jobs (see Hosie, 

1994; Kelloway & Barling, 1991; Ross, 1989). Warr's Vitamin Model provided a 

cohesive schematic framework that incorporated complex and interrelated 

variables that impact on employee mental health. 

When considering possible predictors of adult mental health, Warr (1987) 

proposed a more productive approach to identifying the principal job-related 

aspects of the environment. Both 'categorical' and 'process' theories are 

contained within the Vitamin Model framework. Categorical theories group 

numerous variables into a manageable set of between about five or ten 

categorical themes, each of which may be further partitioned (McQuire, 1983). 

Process theories purport to account for the ways in which outcome variables, 

such as performance, take their particular forms in a meaningful relationship 

to each of these categories.  

Warr (1994, 1987) departed from the dominant mental health paradigm that 

considered job satisfaction to be axiomatic to affective well-being in the 

workplace. Warr treated affective well-being in the occupational setting as one 

sub-dimension of mental health (see Figure 2.9). Mental health is proposed as 

being more than job satisfaction, and affective well-being to be beyond 

context-free affective well-being. Previously, research into occupations had 

been almost exclusively confined to job satisfaction. Warr considered that 

pleasure and arousal constituted more sophisticated measures of mental 

health.  

Rather than categorise people as 'ill' or 'not ill', as the medical profession 

invariably does, Warr has emphasised that mental health is a function of 

variations on a continuum. Degrees of healthiness-unhealthiness are 

considered to range from very good, to moderate, to severe ill-health. Within 

this continuum, a normal frequency distribution of people may be found, with 

the majority clustered around the midpoint and the outliers at either end of 

the continuum. These graduations attempt to describe affective well-being 

among people who are healthy, as opposed to the limited approach adopted by 

many affective well-being researchers, who attempt to define what is healthy 

by focusing on unhealthy mental aspects of jobs.  
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Warr's Vitamin Model identified the environmental features considered to 

collectively determine a person's affective well-being in the workplace. Nine 

features of jobs and environmental categories applicable to job settings are 

argued by Warr (1994, 1990a, 1986) to underlie affective well-being: 

opportunity for control; opportunity for skill use; externally generated goals; 

variety; environmental clarity; availability of money; physical security; 

opportunity for interpersonal contact; and valued social position.  

Features of jobs and other environments that Warr (1987) assumed to underlie 

'positive' mental health are represented in Figure 2.8. These categories are 

further deconstructed to create a "differentiated treatment of the environment" 

(Warr, 1987: 9). Burke and colleagues (1989) undertook a thorough testing of 

Warr's hierarchical model of affective well-being, which is suitable for use in 

conjunction with the Vitamin Model because it measured affect in the context 

of work. This study was restricted to investigating affective well-being, one 

aspect the first component of the Vitamin Model, which confirmed Warrs's 

findings. 

Figure 2.8 highlights how Warr's dimensions are interrelated in the work 

context. Warr's (1994b) model comprised five components: affective well-being, 

competence; aspiration; autonomy; and integrated functioning.  
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Figure  2.8: 
A conceptual representation of person  
and situations within the Vitamin Model 
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(Adapted from Warr, 1987) 

Terms used in these sub-categories in Figure 2.8 represent specific 

explications from the literature are detailed in Appendices 1 and 2.  

The third part of Warr's framework examines the differences between people. 

While the overall model is intended to be 'situational', it is also 'enabling' and 

assumes that people are able to shape their environment and influence its 

possible impact on them. Aspects of the environment have the potential to 

impair or promote affective well-being, when present at critical levels The 

enabling contribution of affective well-being to managers' job performance is 

likely to be most noticeable at these high or low critical levels.  

This assertion leads to speculation that high performing managers are likely to 

experience periods of heightened anxiety followed by periods of relaxation, 

while maintaining an overall sense of positive affective well-being. Highly 

motivated managers who desire challenges may react to risks in ways that 

raise their anxiety level without negatively impacting on their affective well-

being. Therefore, it seems worthwhile to extend Warr's model to test whether 
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job-related anxiety, when linked to aspirations, leads to altered managerial 

performance. 

Warr's Vitamin Model posits that environmental features of jobs impact on 

affective well-being. As with the physical effects of vitamins, the model is 

conceived as being analogous to aspects of the environment. Collectively, 

vitamins have a beneficial effect (when taken in moderation), or a detrimental 

effect (if taken in excessive doses), on affective well-being. Moreover, 

environmental features can promote or decrease mental health, as illustrated 

in Figure 2.8. These job features impact adversely on affective well-being in a 

way similar to the toxic effect of ingesting vitamins A and D in large quantities. 

Conversely, taking large doses of vitamins C and E has no known adverse 

effects, as represented by the AD curve in Figure 2.9. Thus, the availability of 

associated environmental features, like money, physical security, and valued 

social position is analogous to the effect of vitamins C and E on human 

physiology. These features increase affective well-being up to a critical point, 

then level off, maintaining what Warr (1986) described as a 'constant effect', as 

represented by the CE curve in Figure 2.9. 

Figure  2.9: 
Vitamin Model  
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(Warr, 1987: 111) 

Warr (1986) argued that the Vitamin Model predicts those opportunities for 

control and skill use (or job decision latitude) that result in a curvilinear 

relationship with affective well-being. However, while a subsequent test of the 

model by Warr (1990b) supported this prediction, there is no evidence for the 

moderating effect of job decision latitude on job demands as predicted by 

Karasek's (1979) Job Strain Model. As such, Warr's Vitamin Model may be 
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considered a viable alternative to Karasek's Job Strain Model by virtue of 

providing a plausible explanation of the anomalies encountered when 

Karasek's model was empirically tested. 

Super Factor (Second-Order Level) Model  

Published models of affective well-being converge on three components of 

affective well-being, but differ in their conception of the constituent parts 

(Diener, 1984). Ryff and Keyes's (1995) Super Factor (Second-Order Level) 

Model of affective well-being is theoretically underpinned by the convergence of 

a number of approaches from developmental psychology (Erikson, 1959), from 

clinical psychology (Maslow, 1968; Allport, 1961; Rogers, 1961; Jung, 1933), 

and from affective well-being (Birren & Renner, 1980). Six dimensions of 

context-free psychological wellness were derived from a "multiple theoretical 

accounts of positive functioning" (Ryff & Keyes, 1995, p. 4) to form the Super 

Factor Model.  

Ryff and Keye's (1995) research used confirmatory analytic procedures to 

create a second-order factor model of affective well-being research. The data 

fitted the proposed hierarchical structure of affective well-being better, 

although not adequately for acceptable criteria of fit, compared to alternative 

models of affective well-being, including first-order factors. A two-factor model 

of positive and negative affectivity and a six-factor model emerged from the 

analysis, after subtracting the higher order factor latent structure.  

The Super Factor Model includes six distinct components of psychological 

wellness: self-acceptance; environmental mastery; purpose in life; positive 

relations with others; personal growth; and autonomy. The Super Factor Model 

subsumed a number of the dimensions identified in Warr's (1994) Vitamin 

Model, including: self-acceptance (positive evaluations of oneself); 

environmental mastery (the ability to deal successfully with the environment); 

purpose in life (a sense of purpose and meaning in one's life); positive relations 

with others (the existence of quality interpersonal relations); personal growth (a 

sense of continued growth and development as a person); and autonomy (self-

determination).  

There is overlap between the Super Factor Model and the Vitamin Model. 

Warr's notion of autonomy corresponds to Ryff and Keyes's (1995) 

conceptualisation of autonomy. Integrated functioning is the extent to which a 
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person is able to act as a whole person, by balancing the various components 

of affective well-being. Likewise, the Warr's aspiration dimension, the extent to 

which a person strives to achieve goals through purposeful activity, 

corresponds closely to Ryff and Keyes's (1995) personal growth dimension, the 

tendency to strive for independence and self-regulation in one's life. Moreover, 

the dimension of Warr's competence, an ability to deal effectively with life's 

problems, closely resembled Ryff and Keys's (1995) dimension of environmental 

mastery.  

In the absence of a universally applicable definition of well-being or mental 

health, both Warr's (1994) and Ryff and Keys's (1995) models adopted a 

relativist position, imbued by Western values. Also, these models are derived 

from both categorical and process theories that converged on three affective 

well-being or mental health dimensions. When the Super Factor Model 

dimensions are considered in combination, as with the Vitamin Model, they 

represent a comprehensive perspective of well-being or mental health. Despite 

these similarities, the models are not identical and have different 

conceptualisation of the components of well-being and mental health.  

2.5.5 Emotional intelligence 

[r]eason may not be as pure as most of us think it is or wish it were, that 
emotion and feelings may not be intruders in the bastion of reason at all: 
they may be enmeshed in its network.  

(Dacsio, 1994: From the Introduction) 

Emotional intelligence has emerged as an important concept in relation to 

performance. Emotional intelligence may be defined as the "frequency with 

which a person demonstrates or uses the constituent capabilities, or 

competencies, inherent in emotional intelligence determine the ways in which 

her/she deals with their lives and work, and others" (Boyatsiz, Goleman & 

Rhee, 2000: 1). As noted in Section  2.2, emotions form the substrate of 

affective well-being. Emotional intelligence contains elements of the 

Dispositional, Activity and Telic frameworks that provide a useful integration 

of this tripartite heuristic.  

People's emotions have a critical role in thought, decision-making and 

individual success. Emotions are the fundamental drivers of human 

endeavour. Tracey (1993) contended that human beings are essentially 

governed by their emotions. Goleman (1998, 1995) has argued that a 
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particular type of human competencies, called emotional intelligence (i.e., self-

awareness, self-discipline, persistence and empathy) are of greater 

consequence to performance than intelligence and training. 

Emotional incompetence often results from habits deeply learned early in life. 

These automatic habits are set in place as a normal part of living, as 

experience shapes the brain. As people acquire their habitual repertoire of 

thought, feeling, and action, the neural connections that support these are 

strengthened, becoming dominant pathways for nerve impulses. Connections 

that are unused become weakened, while those constantly used grow 

increasingly strong. When these habits have been so heavily learned, the 

underlying neural circuitry becomes the brain's default option at any moment 

– what a person does automatically and spontaneously, often with little 

awareness or choice.  

In Summary, Table 2.2 provides a conceptual overview of the relationships 

between affective well-being typologies of theories, models, schools and 

streams of research, described in Section 2.5. 
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Table  2.2: 
Conceptual relationships between affective well-being  

theories, models, schools and streams of research 

 THEORY TYPOLOGIES OF 
AFFECTIVE WELL-BEING  

MODELS/SCHOOLS/STREAMS OF RESEARCH Dispositional Activity Telic 

Positive and Negative Affect  
(Bradburn, 1969) 

YES   

Dispositional Approach to Job Satisfaction  
(Staw & Ross, 1985)  

YES   

Happy-productive worker thesis  
(Cropanzano & Wright, 2001; Wright & 
Cropanzano, 2000; Wright & Staw 1999a,b; 
Wright & Cropanzano, 1997; Staw & Wright, 1986) 

YES YES  

Activation theory  
(Gardner & Cummings, 1988) 

 YES  

Positive and Negative Affect 
(Burke et al., 1988) 

 YES PARTIALLY 

Model of Hemispheric Specialisation  
(Tucker & Williamson, 1984) 

 YES  

Job Strain Model  
(Karasek, 1979) 

 YES YES 

Demand Control Model  
(Karasek & Theorell, 1990) 

 YES YES 

Super Factor Model  
(Ryff & Keys, 1995) 

  YES 

Four Factor Model of Affective Well-being 
(Sevastos, 1996) 

  YES 

Vitamin Model  
(Warr, 1987, 1990b, 1992,1994b, 1996) 

 PARTIALLY YES 

Emotional Intelligence (Goleman, 1996a, 1998; 
Mayer & Salovey, 1993; Salovey & Mayer, 1990) 

YES   

2.6 Models of affective well-being 
Tellegen (1985) considered that there is a higher order factor, which subsumes 

both anxiety and depression. This general distress factor is labelled 'negative 

affectivity' by Watson and Clark (1984) and was found to be related to anxious 

and depressive symptoms (Watson, Clark & Carey, 1988). A person in this 

emotional state would be characterised by high levels of both depression (low 

PA) and anxiety (high NA), a condition that would then become self-reinforcing. 

In such circumstances, a person's affective well-being would be conjointly 

determined by enthusiasm (high PA) and relaxation (low NA). This analysis 

cannot be taken as evidence of a causal mechanism but it does permit some 

inferences to be made about causality that are worth further investigation 

(Hayduk, 1987).  
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Even after controlling for random and systematic error, PA and NA scales have 

been found to be independent across a range of conditions (Watson & Clark, 

1997). PANAS scales demonstrate excellent measurement properties for 

underlying factors that are not affected by time frames, or the nature of the 

sample to indicate a person's affective disposition and are "reliable, precise, 

and largely independent measures of PA and NA, regardless of the subject 

population studied or the time frame and response format used" (Watson, 

1988b: 1067). The two-factor structure scores are highly robust across 

temporal instructions and different populations for the within and between-

subject analysis of aggregated and non-aggregated data (Watson & Clark, 

1997). In all, the "accumulating body of data clearly supports the construct 

validity of self-rated affect" (Watson & Clark, 1997: 289). 

Dividing affective well-being into unipolar dimensions is methodologically 

controversial (Green, Goldman & Salovey, 1993). Questions labelled as 

unipolar dimensions of positive and negative affective well-being have been 

found to closely resemble bipolar scales of activation (stress) rather than 

hedonic aspects of affective well-being (Larson & Diener, 1992). Therefore, it is 

necessary to establish if tests of managers' affective well-being, as 

recommended by Wright and Staw (1999a,b), are better measured using 

unipolar measures of positive and negative affective well-being (e.g., Clark & 

Watson, 1988b) or monopolar scales (e.g., Sevastos, 1996). 

PA connotes the disposition to perceive situations in a positive and 

enthusiastic manner, as opposed to the negative emotions and experiences 

that indicate NA (Watson & Tellegen, 1985). NA and PA have been shown to be 

stable for individual differences. Wright and Staw stated that, "dispositional 

measure of affect was a significant predictor of rated performance, both in 

terms of cross-sectional and longitudinal analysis" (1999: 16). Given this 

position, individual PA and NA are expected to remain stable for many years.  

A monopolar structure of affective well-being is appropriate for investigating 

state affective well-being because it indicates that high arousal and relaxation 

are experienced at separate times. This finding is especially relevant for 

managers, who are likely to experience periods of high arousal (characterised 

by anxiety) followed by periods of relaxation. Managers' job performance is 

therefore better predicted by a Four Factor Monopolar Model of Affective Well-

being rather than a Two Factor Bipolar Model of Affect (Sevastos, 1996). Thus, 
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it is assumed that Sevastos's (1996) Four Factor Model of Job-related Affective 

Well-being (Four Factor Model of Affective Well-being) is confirmed as an 

organisational phenomenon and will accurately predict managers' 

performance. 

Diener and Iran-Nejad (1986) observed that people rarely experience intense 

pleasure or displeasure, but are more likely to report mixed feelings at low to 

moderate levels of intensity. Using statistical coefficients, Schimmack (2001) 

provided conclusive evidence to support the coexistence of a model of 

reciprocally activated affect. Pleasure and displeasure are two affects that are 

reciprocally associated, not mutually exclusive. Pleasure and displeasure are 

represented by two distinct feelings, or monopolar dimensions, that are 

sometimes experienced concurrently. As McDougal observed almost 100 years 

ago:  

It is, I think, indisputable that a man may be unhappy while he actually 
experiences pleasure, and that he might make it more difficult to find 
pleasure and might make his pleasure thin in quality, but the two modes 
of experience, are though antagonistic, not absolutely incompatible and 
mutually exclusive.  

(1905: 80) 

Schimmack (2001) concluded that it is possible to experience mixed feelings in 

a particular situation; pleasure and displeasure were not found to be different 

qualities along a single pleasure-displeasure bipolar dimension. Schimmack's 

(2001) findings supported the emerging body of research on new approaches 

to the structural analysis of affect (Russell & Carrol, 1999; Cacioppo & 

Bernston, 1994; Diener & Iran-Nejad, 1986). This supports Sevastos's 

monopolar structure of affective well-being.  

Confirmatory methods have provided a better fit to the data with the four 

monopolar structure of affective well-being than a bipolar structure (Sevastos, 

et al., 1992). Further support for Sevastos et al's. (1992) findings is provided 

by confirmatory maximum likelihood factor analysis, which indicated a poor fit 

for a two factor orthogonal solution (Jöreskog & Sörbom, 1989). 

When competing models of mental health and affect were tested through SEM 

by Sevastos (1996), discrete affects were found to fit the data significantly 

better than the Super Factor Model (second order model). Sevastos (1996) only 

found support for Warr's Bipolar Model of Affect in exploratory analysis when 

the response set is controlled. Sevastos's four factor dimensionality of affective 
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well-being (enthusiasm, depression, anxiety and relaxation) provided a superior 

fit with two large datasets than is evident in a Two Factor Bipolar Model of 

Affect (enthusiasm-depression and anxiety-comfort) proposed by Warr (1990a). 

However, neither Warr nor Sevastos specifically investigated how affective well-

being issues relate to managers' performance. Sevastos also found that some 

of the scale items used by Warr may be more usefully substituted with 

different descriptors, such as replacing comfort with restful, comfortable with 

relaxation, uneasy with anxious, anxiety with relaxation, and enthusiasm with 

depression. 

Using a confirmatory factor analysis, Daniels et al. (1997) re-examined the 

structure of Warr's (1990a) measure of affective well-being by comparing 

Sevastos et al's. (1992), Warr's (1990b), and Watson and Tellegen's (1985) 

models. A different underlying structure for items in Warr's scales is 

suggested, leading Daniels et al. (1997) to conclude that affective well-being is 

multidimensional. However, methodological inadequacies with this study were 

apparent, including testing only for bipolar models, not cross-correlating two 

of the samples, and using measures of job features which were inconsistent 

with those used by Warr and Sevastos. 

Sevastos's Four Factor Monopolar Model of Affect indicated that depression 

leads to an increase in anxiety, resulting from uncertainty about the future, 

originating from impoverished job content. When a negative emotion is 

present, other emotions of similar hedonic tone tend to co-occur, via a 

cognitive mechanism that amplifies or dampens affect (Diener et al., 1991). 

These cognitions may carry over from one affective state to another and lead to 

a condition of generalised psychological distress. 

Warr (1991) has suggested that it may be possible to test certain predictions 

within the framework of the work adjustment theory. See Section 3.3.1. In the 

context of this study, it is worth investigating the assertion that "it seems 

likely that job performance will in certain circumstances, be more strongly 

associated with one axis of well-being than with the other" (Warr, 1991: 163). 

This is highly relevant to the consideration of managers' growth needs in 

relation to affective well-being. Thus, it is worthwhile testing whether 

managers with high performance are associated with a particular aspect of 

affective well-being (i.e., enthusiasm, depression, anxiety, and contentment). 
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Personality variables related to affect, such as PA and NA, should be included 

in studies that use only one source of data (i.e., self-report).  

2.6.1 Summary of findings about affective well-being 

Warr's Vitamin Model, Ryff and Keyes's Super Factor Model, Karasek's Job 

Strain Model and the Karasek and Theorell's Demand Control Model purport 

to explain how affective well-being influences job performance. A secondary 

analysis of Karasek's Job Strain Model and Karasek and Theorell's Demand 

Control Model found no evidence of a 'synergistic interaction' between decision 

latitude and job demands. Warr's and Karasek's competing models comprise 

two bipolar factors - PA and NA. Warr's Vitamin Model arguably represents the 

most cogent and comprehensive synthesis of research and theories into 

occupational related affective well-being and is far more comprehensive than 

competing models.  

Dispositional affect is most appropriately measured in conjunction with 

individual performance. PANAS is an established measure of dispositional 

affect suited to predicting performance (Watson & Tellegen, 1992). In order to 

eliminate ambiguity, it is critical to be explicit that the bipolar, rather than the 

high poles of the PANAS dimensions, are being analysed.  

The scale properties and theoretical congruence of managers' affective well-

being and contextual and task performance are appropriately measured by 

separate affective well-being scales (Four Factor Monopolar Model of Affective 

Well-being), as opposed to the bipolar affective well-being scales (Two Factor 

Bipolar Model of Affect). 

Sevastos's Four Factor Monopolar Model of Affective Well-being is grounded in 

physiological psychology and has progressed the debate by overcoming 

limitations in measuring affective well-being. Evidence supporting a monopolar 

model of affective well-being structure is theoretically and empirically robust 

(Sevastos, 1996). When examined using confirmatory methods, a Four Factor 

Monopolar Model of Affective Well-being provided a better fit to the data than 

the Two Factor Bipolar Model of Affect structure. A monopolar construction is 

stable over time and is therefore appropriate for measuring state affect.  
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2.7 Job satisfaction 
Organisational Behaviour theorists have extensively researched motivational 

aspects of intrinsic work attitude such as job satisfaction. Job satisfaction is a 

multi dimensional construct that is strongly influenced by disposition, mood 

and personality. Hoppock (1935) initially conceived of job satisfaction as an 

aggregate of satisfaction across various dispositional and situational factors.  

Herzberg (1959) believed job satisfaction consisted of two distinct 'hygiene' 

factors: environmental surroundings (i.e., supervision, salary pay, 

interpersonal relations, working conditions, and status) and motivator factors 

(i.e., job task, job content, an intrinsic aspect of a job). Satisfying hygiene 

factors were not considered by Herzberg to lead to job satisfaction, although it 

will avoid job dissatisfaction. Further, satisfying motivator needs may result in 

job satisfaction but the absence of these factors cannot lead to job 

dissatisfaction.  

Several decades of research have informed this conceptualisation of job 

satisfaction, which implied that emotions are the consequence of a person's 

cognitive appraisal of the working environment (Organ & Near, 1985). Locke 

defined job satisfaction as "a pleasurable or positive emotional state resulting 

from the appraisal of one's job or job experience" (1976: 1299). A more 

balanced treatment of the self-report of job satisfaction was made by 

Motowidlo (1996), who defined it as "judgements about the favorability of the 

work environment" (p. 176).  

Job satisfaction may be divided into two elements. Intrinsic Job Satisfaction 

refers to the internal state associated with characteristics inherent in a job, 

such as utilisation of skills, amount of job complexity and opportunities for 

control, amount of responsibility, and challenges (Clark, Oswald & Warr, 

1995; Clegg, Wall & Kemp, 1987; Koestner et al., 1987; Warr, Cook & Wall, 

1979; Brayfield & Rothe, 1951).  

Extrinsic Job Satisfaction refers to an external state contingent upon aspects of 

a job, such as pay, working conditions, job security and industrial procedures, 

tasks involved, conditions of employment, hours of work, or job security 

(Clark, Oswald & Warr, 1995; Clegg, Wall & Kemp, 1987; Warr, Cook & Wall, 

1979; Brayfield; & Rothe, 1951). Intrinsic and extrinsic job satisfaction are 
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invariably positively intercorrelated but they do not indicate a conceptual 

duality.  

Some support exists for the view that certain aspects of job satisfaction may 

be genetically determined (Arvey, Bouchard, Segal & Abraham, 1989; Staw, 

Bell & Clausen, 1986). While it seems unlikely that job satisfaction is 

inherited, it may be possible that some personality characteristics are partially 

determined by genetic factors (Arvey et al., 1989). If this is the case, there is a 

prospect that some genetic sources of job satisfaction operate through NA 

(Chen & Spector, 1991).  

For people with a predisposition to negatively construe life events (i.e., NA), 

this tendency may be partially inherited and would register as part of a job 

satisfaction score. Some findings suggest that both NA and PA exert influence 

on a variety of variables, like job satisfaction, that are entirely situationally 

determined (Watson & Clark, 1984). At best, the evidence from the literature 

supporting the proposition that job satisfaction is genetically inherited is 

tenuous.  

As only about 3-5% of variance in job satisfaction is predicted by personality, 

it seems reasonable to concur with Tokar and Subich (1997) that personality 

does not predict job satisfaction, a result supported by Robertson and Kinder 

(1993). Minimal overlap has been found between criterion variances correlated 

with ability and those associated with personality constructs that may provide 

unique information about a person's potential job performance. Barrick, 

Mount and Strauss (1993) found that an overlap between ability and 

personality variables contributed to the non-overlap variance associated with 

performance measures. However, studies involving samples of 200, personality 

variables, as in this study, are likely to be randomly distributed (Barrick, 

Mount & Strauss, 1993). 

Research into antecedents to job satisfaction has focused on broadening the 

theoretical base of causal factors, including dispositional effects (Judge, Locke, 

Durham & Kluger, 1998; Agho, Mueller & Price, 1993; Judge & Hulin, 1993), 

perceptual mediators (Carlopio & Gardner, 1995), and organisational obstacles 

(Brown & Mitchell, 1993). Despite such extensive investigation, causal 

relationships concerning antecedents to, and consequences of, job satisfaction 

are still not settled (Cranny, Smith & Stone, 1992). There is mixed empirical 
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support for the relationship between job satisfaction and performance. A 

metanalysis by Judge et al. (2001) concluded that a re conceptualisation of the 

satisfaction-performance relationship was warranted.  

The next section explains how job-related affective well-being relates to 

intrinsic job satisfaction.  

2.7.1 Relationship between intrinsic job satisfaction and 
affective well-being 

Some researchers, such as Agho, Mueller and Price (1992) considered that job 

satisfaction indicated the extent that an individual likes a job. Other 

researchers (e.g., Clegg, Wall & Kemp, 1987; Evans, 1986) found that job 

satisfaction represents a positive affective orientation towards a job, or to 

intrinsic and extrinsic facets of a job. These findings have induced many 

researchers to operationalise affective well-being as job satisfaction (Iaffaldano 

& Muchinsky, 1985; Brayfield & Rothe, 1951). Satisfaction with the type of 

work undertaken has been found to be closely associated with other specific 

satisfaction and with overall job satisfaction (Cook, Hepworth, Wall & Warr, 

1981a). As stated, Warr (1995, 1992, 1987) has argued that affective well-

being is more than job satisfaction. Judge et al. (2001) concluded from a 

metanalysis that job satisfaction does not equal affect.  

However, as Watson and Tellegen (1985) observed, a unidimensional concept 

of job satisfaction does not fully capture the subtleties of job-related affective 

reactions since the structure of affect is explained by the dimensions of PA and 

NA. See Section 2.4. Adjectives used to describe affect are argued to have 

consistently accounted for the major portion of variance of NA and PA. 

Research confirms that affective well-being is indicated by the frequency of PA 

and NA (Diener & Larsen, 1993). The structure of this predisposition conforms 

to a two-dimensional model of PA and NA (Agho et al., 1992: Meyer & Shack, 

1989) that has been also shown to be multidimensional in character (Daniels 

et al., 1997).  

Warr's conceptual framework of affective well-being locates two dimensions in 

a space defined by the orthogonal axes of arousal and pleasure, or job 

satisfaction as shown in Figure 2.4. Warr argued that when measuring job 

satisfaction "no consideration is taken of level of arousal" (1986: 163). This 
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implies that job satisfaction measures capture cognitions, while anxiety-

contentment and depression-enthusiasm measures capture affect.  

This view is inconsistent with findings by Brief, Burke, George, Robinson and 

Webster (1988) who developed a Job Affect Scale that permitted job 

satisfaction to be partitioned into affect and cognitions. Robinson and Webster 

(1988) have also found an association between PA and NA and job cognitions 

based on the Job Affect Scale. However, there is inadequate corroborating 

empirical evidence to challenge the veracity of Warr's conceptualisation of 

affective well-being and job satisfaction. 

Findings by Sevastos (1996) and Green et al. (1993) made it possible to 

formulate a theoretical causal framework, in which job satisfaction forms an 

integral part of the determination of job-related affect. This approach has 

increased the potential for explaining how job-related affect and intrinsic job 

satisfaction interacts, which may lead to better predictions when these 

variables are related to sets of IVs. This suggests that the impact of intrinsic 

job satisfaction on managers' performance should be investigated. 

Sevastos (1996) has demonstrated that there is a substantial overlap between 

intrinsic job satisfaction scales and affect scales, indicating they are not 

exclusively cognitive evaluations of a person's working environment. Sevastos's 

(1996) Four Factor Model of Affective Well-being suggested that depression 

leads to an increase in anxiety, as it suppresses relaxation. In Sevastos's 

model there is a direct causal link with job complexity, suggesting that 

intrinsic job satisfaction, enthusiasm, relaxation, depression, and anxiety 

conjointly determine an individual's level of well-being, such that:  

[I]ntrinsic job satisfaction and job-related affect (specifically depression 
and enthusiasm) collectively show substantial unique variance 
(approximately 22% for intrinsic job satisfaction, and 5% for well-being), a 
result consistent with the literature ... Scales of job-related affect (anxiety 
and relaxation) will be particularly useful when the independent variable is 
work pressure or subjective workload. 

(Sevastos, 1996: 19) 

Sevastos's model is particularly relevant for managers who experience high job 

pressure. Job characteristics mainly reflect cognitions (i.e., appraisal of a 

person's job). Work pressures, or workload, are associated with affective states 

(i.e., anxiety or relaxation), indicating either a sense of "motor readiness" and 
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apprehension, or a "state of order and efficiency in one's job" (Burke, Brief, 

George, Roberson & Webster, 1989: 1097). 

Organ and Near (1985) have disputed the view that traditional measures of job 

satisfaction reflect primarily cognitive evaluations, rather than affective states. 

Brief and Roberson (1989) have demonstrated the relative contribution of 

cognition and affect to measures of job satisfaction. In all, cognitions account 

for the largest percentage of unique variance of job characteristics in the 

literature. Investigations that include measures of superior support and work 

pressure or workload suggest that the entire job-related affect scales should be 

used. Alternatively, the intrinsic job satisfaction scale may be used, in 

conjunction with the monopolar equivalent of Warr's (1990a) anxiety-

contentment scale. 

In summary, a differentiation has been established between affective well-

being and extrinsic job satisfaction, which is solely concerned with cognitions 

and is better conceived separately from intrinsic job satisfaction for this study. 

Intrinsic job satisfaction is related to affective well-being, but is a distinct 

concept, which also has a cognitive element. 

2.8 Summary and conclusions 
This chapter examined the philosophical roots and contemporary 

understandings of happiness, the most fundamental aspect of affective well-

being. Happiness is conceived as an emotional state, and affective well-being 

as an antecedent of happiness. This study is focused on managers' job-related 

affective well-being and intrinsic job satisfaction. 

Affective well-being was categorised as Dispositional, Activity or Telic. These 

typologies provide a useful framework for conceiving theories about affective 

well-being. Warr's (1994, 1986) Vitamin Model, Karasek and Theorell's (1990) 

Job Strain Model, and Staw and Ross's (1985) dispositional approach to job 

satisfaction are theoretical frameworks that make useful predictions about 

affective well-being. 

Dispositional theories consider affective well-being to be an integral part of a 

person's psychological make-up. Exogenous work circumstances are largely 

discounted as contributing to a person's happiness, so situational factors are 

not considered to contribute a great deal to an individual's affective well-being. 
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Activity theorists expound an alternative 'process' view of the world that 

focuses on a person's behaviour. Happiness is considered to be a by-product 

of human activity; happy people immerse themselves in interesting activities.  

Positive affective outcomes are predicted to result when a person's capacity to 

modify a situation is unconstrained. Proponents of Telic theory believe 

affective well-being is attained when some inherent or learned needs are 

satisfied, such as competence or aspiration. They also believe consensus 

among researchers will eventually result in the identification of universal 

components of mental health. Warr's Vitamin Model represents the most 

comprehensive synthesis of research and theories into occupationally-related 

affective well-being. The Vitamin Model of mental health is far more inclusive, 

comprehensive and supported by empirical evidence than competing models.  

Evidence supporting a monopolar model of affective well-being structure is 

theoretically and empirically robust. A monopolar construction is more stable 

over time, is appropriate for measuring state affect and is therefore suitable for 

use in this study. Dispositional affect is most appropriately measured in 

conjunction with individual managers' performance.  

Sevastos has established that it is possible for an individual to experience jobs 

with high arousal and relaxation at separate times. This finding is highly 

relevant for managers, who are likely to experience periods of high arousal 

(characterised by anxiety) followed by periods of relaxation. People are 

motivated to maintain their characteristic level of activation through 

appropriate behaviours. Four dimensions have been linked to the brain's 

major cortical regulatory systems (activation and arousal), negative activation 

(anxiety), low activation (relaxation), positive arousal (enthusiasm) and low 

arousal (depression). 

Depending on the time-frame instructions, these dimensions may also be 

measured as state or trait PA and NA. State affect represents a person's mood, 

while trait PA and NA represent enduring aspects of a person's personality. 

Measures of personality per se are unlikely to explain enough variance to 

warrant inclusion in this study that is restricted to measuring two 

dispositional aspects of personality, NA and PA. From this it may be possible 

to establish whether or not affective well-being is acquired through changing 

behaviours. This has important implications for managerial practice. 
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A differentiation has been established between affective well-being and 

extrinsic job satisfaction, which is mainly concerned with cognitions. Intrinsic 

job satisfaction is related to affective well-being but is a distinct construct. 

Intrinsic job satisfaction should be incorporated in research that accounts for 

cognition's potential to contribute to job-related affective well-being. Enriched 

or complex jobs, such as those undertaken by managers, are generally 

associated with increased job satisfaction, motivation, and work performance. 

Job-related affect has exhibited acceptable levels of discriminant validity with 

intrinsic job satisfaction. Enthusiasm and depression are more strongly 

related to intrinsic job satisfaction than anxiety and relaxation. While intrinsic 

job satisfaction measures are presumed to reflect cognitive evaluations of the 

working environment, they also capture substantial levels of job-related affect.  

The next chapter deals with issues about managers' job performance. 
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Chapter 3: Review of managers' job performance 
literature 

Because job performance is the most widely studied criterion variable in 
the organisational behaviour and human resource management literatures 
(cf. Schmidt & Hunter, 1992; Campbell, 1990; Heneman, 1986), the 
construct validity of performance measures is critical. 

(Bommer et al., 1995: 587) 

3.1 Introduction 
This chapter details how managers' performance is conceived and measured. 

Section 3.2 defines managers and describes the roles and responsibilities they 

undertake. Section 3.3 integrates contemporary theories of managers' 

performance within the framework of the schools of performance appraisal. 

Links between organisational effectiveness and managers are discussed in 

Section 3.4. The theoretical foundation of managers' contextual and task 

performance is provided in Section 3.5. A summary and general conclusions 

are presented in Section 3.6. 

Before managers' job performance can be conceived and measured it is 

necessary to decide what managers are, the responsibilities assumed and roles 

performed. Definitions of managers' performance have evolved from a 

fragmented literature. There is considerable debate about the diverse 

performance expectations of managers. Exploring the multidimensional nature 

of the managers' responsibilities and roles assists in guiding decisions about 

what should be incorporated into measures of their performance.  

3.2 Managers definition, responsibilities and roles 

3.2.1 Definition of a manager 

No universally accepted definition of a manager exists in the literature 

(Mintzberg, 1980). Manage was first used in English writings in the 16th 

century, and had Latin origins with influence from Italian and French. 

Manaeggio originally referred to a horse riding school, handled by the manum, 

or hand (Carlopio et al., 1997). Menage meant the control or mastery of 

horses; to handle or train a horse in the exercises of manege (Macquarie 
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Dictionary, 1996). Over time, the meaning of the word manage was extended 

from horses to all animals, to things, and finally to people. 

Karpin's (1995) definition of Australian managers was intended to reflect the 

widening responsibilities for the "development, maintenance and promotion of 

flexible management competencies for use in all industries, including small 

businesses, by managers operating at all levels" (1995: 35). Karpin devised a 

definition of a manager from the work of Quinn (1992) and Boyatzis (1982): 

An individual who achieves enterprise goals through the work of others ... 
Managers are responsible for the control or direction of people, a 
department or an organisation. 

(1995, pp. 14, 63) 

To be effective, there needs to be a fit between managers' performance and 

organisational goals (Hart & Quinn, 1993). Motowidlo, Borman and Schmit 

defined job performance as the "aggregated value to the organisation of the 

discrete behavioral episodes that an individual performs over a standard 

interval of time" (1997: 72). As such, managers' net contributions represent 

their total value to an organisation. Thus, for this study, a consolidated 

definition of managers' performance, derived from the literature is the recent 

net contribution value to organisational effectiveness and goals, attained in 

conjunction with people, determined by events under managers' control, in a 

particular environment. 

3.2.2 Managers' responsibilities 

Management has also been defined as "a strategic thoughtful influence 

through goal setting and motivation to ensure achievement of the 

organisation's objectives" (Whetton & Cameron cited in Carlopio et al., 1997: 

xv). Outcomes-orientated approaches focus on managers' measurable 

contribution to an organisation's effectiveness (Nankervis, Compton & 

McCarthy, 1996). Cammock et al. (1995) conceived of effectiveness as a 

socially constructed phenomenon, resulting from managers' efforts to achieve 

results through people. Therefore, a critical responsibility of managers is to 

maintain and improve the performance of the people reporting to them (Philip, 

1990). Hence, managers' performance is related to the level of achievement of 

enterprise goals in conjunction with people. A contemporary perspective of 

managers' jobs includes the notion of empowering employees.  
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3.2.3 Managers' roles 

Fayol's (1916) view of managers' roles has dominated management theory 

since early into the 20th century. Broad descriptions of managers' roles 

prompted management researchers, such as Quinn (1990, 1988), Mintzberg 

(1980), Argyris and Schon (1978) and Lippitt (1975) to specify the 

competencies required to effectively execute managerial roles. Managers' jobs 

have been consolidated into the organisational functions of "planning, 

organising, leading and controlling" (cited in Robbins, Millett, Cacioppe & 

Waters-Marsh, 1998: 5). These roles have been refined into the managerial 

behaviours of "direction setter, problem solver and decision maker" by 

Cammock, Nilakant and Dakin (1995: 455). 

Scott distinguished managers' behaviour from that of non-managers: 

"Managers decide, performers implement; managers command, performers 

obey; managers coordinate, performers carry out specialised tasks" (1992: 

278). From a rationalist perspective, these distinctions control, shape and 

influence participants' behaviour to deliver and service the organisation's 

objectives. Such tasks are undertaken to meet the organisation's goals; 

manage its environment; manage its productive system; improve its productive 

capacity; acquire resources to service its objectives; and direct its internal 

affairs, to assemble and mobilise the components necessary to service its 

objectives (Scott, 1992). 

Managers inhabit interactive organisations replete with behavioural complexity 

(Hoojberg & Quinn, 1992). Managers are required to assume multiple highly 

integrated and complementary roles and, sometimes, competing roles, to 

implement cognitively elaborate strategies (Quinn, Spreitzer & Hart, 1992). 

Successfully performing competing roles results in superior firm performance 

(Hart & Quinn, 1993). Effective managers therefore need to master diverse and 

seemingly contradictory skills (Argyris, 1992; Senge, 1990) to undertake 

paradoxical tasks (Cameron & Tschirhart, 1988). Thus, managers perform the 

roles of planning, organising, directing, coordinating, controlling and leading. 

The following section on performance appraisal and management performance 

contextualises the conceptual foundation of this study. 
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3.3 Theories of performance appraisal and schools of 
management performance 

From its earliest days as a distinct area within the behavioural and social 
sciences, industrial/organizational psychology has recognized 
'performance' as perhaps its ultimate variable, if not its raison d'etre. 

(Organ & Paine, 1999: 337) 

Various theories have informed the study and practice of performance 

appraisal. Despite the proliferation of publications concerned with managers, 

there is a dearth of research that examines managers' behaviour specifically in 

relation to performance (Borman & Brush, 1993). These theories need to be 

conceptualised within the schools of performance appraisal in order to clarify 

the managers' performance construct before focusing on the elements relevant 

to this study.  

Theories of performance appraisal and schools of management performance 

inform the research questions and refine the hypotheses for testing. Table 3.1 

encapsulates the relationships between schools of performance appraisal and 

theories of management performance. Measurement, Appraisal Interview, 

Social Cognitive Process and Performance Management schools of performance 

appraisal are integrated within social constructivist perspectives of managers' 

performance. Theories include: Human Needs; Motivation; Expectancy; 

Performance; Job Performance; Individual Differences; Attribution; Self-

Efficacy; Social Cognition; Work Adjustment; Competence; Contingency and 

the Competing Values Framework. 

See Table 3.1 for the conceptual relationships between schools and theories of 

management performance. 
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Table  3.1: 
Conceptual relationships between schools  
and theories of management performance 

  SCHOOL   

THEORY  
Measurement 

Appraisal 
Interview 

Social Cognitive 
Process 

Performance 
Management 

Human Needs   PARTIALLY YES 

Motivation PARTIALLY PARTIALLY PARTIALLY YES 

Expectancy   PARTIALLY YES 

Performance YES PARTIALLY  PARTIALLY 

Job Performance YES  YES  

Individual Differences   PARTIALLY YES 

Attribution YES YES YES PARTIALLY 

Self-Efficacy  PARTIALLY PARTIALLY YES 

Social Cognition   YES YES 

Work Adjustment   PARTIALLY YES 

Competence YES  YES PARTIALLY 

Contingency  PARTIALLY  YES 

Competing Values Framework  YES  PARTIALLY 

The following section critiques contemporary theories of managers' 

performance in order to contextualise the concept of managers' performance. 

3.4 Contemporary theories of managers' performance 
Many studies of social phenomena subscribe to a positivist perspective of 

organisations (Gioia & Pitre, 1990; Burrell & Morgan, 1979). Two streams of 

research into the nature of managerial work, the unitarist and the functionalist, 

have emerged since the 1960s (cited in Martinko & Gardner, 1990; Luthans 

Welsh & Lewis, 1988; Luthans, Rosenkrantz & Hennessey, 1985; Boyatzis, 

1982; Morse & Wagner, 1978). Most research into managers' work has focused 

on managerial activities and behaviours, not on the relationship "between 

what managers do and what they achieve" (Stewart, 1989: 2). 

The functionalist perspective emphasised measurement of managers' objective 

output as an indicator of effectiveness. Quinn et al. (1996) identified 

productivity, profit, stability, continuity, commitment, cohesion, morale, 

adaptability and external support as criteria for organisational effectiveness. 

Using this approach, appraisal is conceived as part of a broader performance 

management system, as detailed in Section 3.4.  
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The unitarist standpoint views managers from a growth perspective, by the 

functions, behaviours, roles, and decisions they make (Borman & Brush, 

1993). Functionalism assumes that managerial effectiveness is quantifiable, a 

social constructivist perspective, based on the assumption that organisational 

phenomena are socially constructed (Cammock et al., 1995). Functionalism is 

a view of managers' performance located within an interpretative paradigm 

(Burrell & Morgan, 1979). Functionalism has been criticised for failing to 

provide a comprehensive perspective of organisational phenomena (Gioia & 

Pitre, 1990; Rao & Pasmore, 1989; Morgan & Smircich, 1980). Integrating the 

functionalist (task performance) and social constructivist (contextual 

performance) perspectives offers a holistic conceptualisation of managers' 

performance.  

The social constructivist perspective of managers' performance is underpinned 

by motivation theory (McClelland, 1975); theory of human needs (Johnston, 

1979); expectancy theory (Vroom, 1964); theory of individual differences 

(Borman & Motowidlo, 1993; Motowidlo, Borman & Schmit, 1997); Self-

efficacy (Bandura, 1977); work adjustment theory (Dawis & Lofquist, 1984, 

1993), social cognition (Bandura, 1996); attribution (De Vader, Bateson & Lord, 

1986, 1984); contingency (Pfeffer, 1982; Jones 1995); performance (Galin, 

1979); job performance (Motowidlo, Borman & Schmit, 1997) and emotional 

intelligence (Goleman, 1996a, 1998; Mayer & Salovey, 1993; Salovey & Mayer, 

1990) 

The Competing Values Framework developed by Quinn et al. (1996) is 

informed and complements attribution, work adjustment theory and self-

efficacy theory (based on social cognition theory). Competency theory 

(McClelland, 1973; Spencer & Spencer, 1993) is also described below. Each 

theory impacts in some way on the conceptualisation and operationalisation of 

managers' performance and affective well-being and intrinsic job satisfaction. 

Pertinent aspects of these theories require explanation as they all impact on 

the phenomena being investigated. 

3.4.1 Motivation theory and theory of human needs 

Motivation theory is seminal to any consideration of the need for individual 

performance (McClelland, 1975). Motivation theory posits the need for 

achievement and intelligence as the two most important factors determining 
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human performance (McClelland, 1975). Motivation to work forms the basis of 

the theory of human needs (Johnston, 1979). 

Motivation is important for both managers and employees reporting to them. 

Campbell and Pritchard defined motivation as "a psychological force that 

affects (a) the choice to initiate effort on a certain task (b) choice to expend a 

certain amount of effort and (c) propensity to persist in expending effort over a 

period of time" (1976: 65). This definition explained the direction, amplitude 

and persistence of an individual's work behaviour on a given task, while 

holding constant the effects of aptitude, skill, job knowledge and situational 

constraints operating in the immediate work environment.  

Recently, several theoretical developments have resulted in the integration of 

the three main schools of motivation theory (content, process and 

reinforcement) in the context of work behaviour. Each of these integrated 

models acknowledges that motivation affects the choice, action and 

performance of employees (Weiner, 1974). Motivational practices aim to 

increase a person's willingness to allocate physical and mental resources to 

their work. These motivational practices are evaluated as either facilitating, or 

inhibiting opportunities for increased self-worth and for fulfilment of self-

derived motives (Campbell & Pritchard, 1976). 

As mentioned in Boyatzis's Model of Effective Performance (see Section 3.6.2) a 

number of studies have been conducted on the relationship of OCB 

(contextual performance) to leadership style and supportiveness, including the 

Leader-Member Exchange Relationship (Deluga, 1994; Wayne & Green, 1993), 

leadership trust (Robinson & Wolfe-Morrison, 1995; Konovsky & Pugh, 1994), 

leadership style (Schnake, Dumler & Cochran, 1993), leadership monitoring 

techniques (Niehoff & Moorman, 1993), and how training in organisational 

justice was received by leaders (Skarlicki & Latham, 1996). These studies are 

based on the social exchange theory of motivation (Konovsky & Pugh, 1994; 

Organ, 1990). Employers who are perceived to treat employees fairly are likely 

to invoke social exchange and the norm of reciprocity (Organ, 1990), 

commonly in the form of employee OCB (contextual performance).  

Integrative approaches to motivation theory have provided new ways for 

approaching organisational issues. Scholars agree that "emotions in the 
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workplace are central to obtaining a richer understanding of work motivation" 

(Ashkanasy et al., 1998: 1).  

3.4.2 Expectancy theory 

Vroom (1964) related expectancy theory to employee performance by 

predicting that employees will not perform a particular activity unless certain 

conditions are satisfied (Luthans, 1976). For motivation to be high, expectancy 

(an estimation made of the effort required by employees to achieve the target 

and the likelihood of a target being reached), instrumentality (expectation the 

employee has of what will occur if they try) and valence (the employee's 

emotional response to anticipated outcomes), must also be high (Vroom 1964). 

Motivation is predicted to be commensurately low, if either expectancy, 

instrumentality or valence is low. Expectancy-based theories of motivation are 

based on the assumption that satisfaction results from the rewards that flow 

from performance.  

3.4.3 Performance and job performance theory 

Performance theory compares the difference between the desired behaviour 

with the actual behaviour a person exhibits on the job (Galin, 1979) that is 

determined by a person's contribution to achieving organisational goals 

(Quinn et al., 1996). Motivation is an important factor in determining 

performance (Campbell et al., 1996). 

Two broad approaches to job performance are presented in the literature 

(Campbell et al., 1997). First, dimensions of the performance domain are 

identified which define categories of job performance that apply to all jobs. 

Second, the causal patterns of relations between the various dimensions and 

antecedents of job performance explain the variability and the causal 

sequences of job performance. 

Motowidlo et al. (1995) argued that job performance is behavioural, episodic, 

and multidimensional. Thus, rating individual performance as one aspect of 

performance is potentially misleading, since various individual behaviours 

contribute to organisational goals. Moreover, the effectiveness of performance 

may not be linear (Pritchard & Roth, 1991). As such, behavioural episodes 

that contribute to organisational goals form an important aspect of the job 

performance domain. 
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Macro-organisational effectiveness is generally beyond the control of an 

individual manager. Thus, the scope of measures of managers' performance 

needs to be constrained so that "performance consists of goal-relevant actions 

that are under the control of the individual, regardless of whether they are 

cognitive, motor, psychomotor or interpersonal" (Campbell et al., 1996: 40). 

This does not mean that measures of effectiveness lack utility for assessing 

managers' performance. Ensuring valid assessments requires that only 

sources of variation in performance and effectiveness under managers' control 

be assessed (Campbell, Dunnette, Lawler & Weick, 1995). 

Managerial effectiveness is a function of the evaluation of outcomes considered 

in relation to managers' performance. Management performance may be 

considered synonymous with behaviour, as "actions or behaviours that are 

relevant to the organisation's goals and that ... can be scaled (measured) in 

terms of each individual's proficiency (that is, level of contribution)" (Campbell, 

Ford, Rumsey, Pulakos, Borman, Felkder de Vera & Riegel-haupt, 1990: 40). 

Behaviour is what a person does in a job and should not be confused with 

results, that help or hinder an organisation to reach pre-determined goals, and 

which may be effected by factors outside a person's control. 

Settling on a general agreement about the dimensions of managers' job 

performance is problematic, due to the diversity of organisational goals. 

However, there are sufficient broad similarities in organisational goals and job 

demands to justify a framework for defining performance for many classes of 

jobs. These performance behaviour domain clusters are linked to managers' 

jobs.  

3.4.4 Theory of individual differences 

The theory of individual differences predicted that the type of knowledge, 

skills, and work habits associated with task performance will be different to 

those associated with contextual performance. Managers' jobs consist of a 

complex array of activities, with a number of performance dimensions. 

Motowidlo, Borman and Schmit (1997) and Borman and Motowidlo (1997) 

argued that the theory of individual differences should include contextual 

work activities in a conceptualisation of performance. Motowidlo, Borman and 

Schmit's (1997) extension of the theory of individual differences into 

contextual and task performance predicted that the frequency and value of the 
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attribution of behavioural episodes in performance are determined by an 

individual's application of knowledge, skills and work habits.  

3.4.5 Attribution theory 

Fundamentally, attribution error is the "tendency to over-attribute behaviour 

to internal rather than to external causes" (George & Jones, 1996: 118; 

Heider, 1958). Conversely, supervisors and peers attribute others' good 

performance to environmental factors and poor performance to a person's 

disposition (De Vader, Baterson & Lord, 1986; Jones & Nisbett, 1977). This 

manifests as the "tendency to attribute the behaviour of others to internal 

causes and to attribute one's own behaviour to external causes" (George & 

Jones, 1997: 118).  

3.4.6 Self-efficacy and social cognition theory 

Self-efficacy theory is derived from social cognitive theory that determines a 

person's belief in their capacity to successfully perform a behaviour or task 

(Bandura, 1996). Self-efficacy influences performance through behavioural 

choices, such as goal level and effort. Such generative capabilities may 

influence performance (Bandura, 1986, 1984). Self-efficacy encompasses a 

wide range of predictors of performance levels for a specific task (Gist & 

Mitchel, 1992) that have been associated with job performance (Gist, 1989; 

Barling & Beattie, 1983). 

Wood and Bandura conceptualised self-efficacy as the "belief in one's 

capabilities to mobilize the motivation, cognitive resources, and courses of 

action needed to meet situational demands" (1982a: 408). From a performance 

perspective, self-efficacy is "empowered feelings of possessing the capability 

and competence to perform" (Whetton & Cameron, 1991: 663). Gist and 

Mitchel refined this definition to "a person's estimate of his or her capacity to 

orchestrate performance on a specific task" (1992: 183). 

3.4.7 Work adjustment theory 

Work adjustment theory (Warr, 1991) conceived of work as a continuous 

challenge by which individuals achieve and maintain congruence with their 

work environment (Dawis & Lofquist, 1984). Work adjustment theory 

suggested aspects of personality, such as PANAS, may predict performance 
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(Hesketh & Adams, 1991). In certain circumstances, job performance will be 

more strongly associated with one axis of well-being (Warr, 1991). 

3.4.8 Contingency theory 

According to contingency theory, an organisation should design its internal 

structure to fit the organisational environment in which it operates, in order to 

maximise the control of its external environment (Jones 1995; Pfeffer, 1982). 

Critics of contingency theory argue that there was an over-emphasis on the 

environment as a determinant of organisational structure, instead that 

tailoring the fit between structure and the environment was not a 

unidirectional process but was actually a two-way process. Smircich and 

Stubbard argued that "environments are enacted through the social 

constructions and interactions of organized actors" (1985: 724). Managers are 

considered to inhabit an 'enacted environment', where they actively determine 

which elements of the environment organisations respond to (Weick, 1979).  

3.4.9 Competence 

Hampson and Morgan (1997) observed that the Karpin Report (1995) failed to 

adequately identify the competencies required by Australian managers. As 

Woodruffe noted, "competency often seems to be used as an umbrella term to 

cover almost anything that might either directly or indirectly affect job 

performance" (1992: 1).  

Earlier research about managerial competencies has tended to be 

organisationally specific in scope (c.f. Sandwith, 1993; Kanungo & Misra, 

1992; MacLeod & Wyndham, 1991). For example, Spencer and Spencer 

defined competency as "an underlying characteristic of an individual that is 

causally related to criterion-referenced and/or superior performance in a job 

situation" (1993: 3). Guion refined this line of reasoning, describing 

competencies as consisting of underlying characteristics of people which 

indicate "ways of behaviour or thinking, across situations, and enduring for a 

reasonably long period of time" (1991: 335).  

There is continuing debate about the utility of competencies, the 

generalisability of competencies, and the extent to which superior managers 

possess certain 'core competencies', regardless of organisation or industry. 

Researchers invariably refer to 'competency' in the literature for what is really 



73 

'domains of performance'. Competencies underpin tasks, which refer to 

actions that are normally qualified by time, function or location. Furthermore, 

tasks can change, whereas the underlying competencies evolve over time and 

are more static 

A competency refers to the potential to perform in a job, an enduring trait, a 

dimension of management ability and the behaviour required for competent 

performance. Competencies are the associated abilities or inputs of job skills 

and personal attributes that determine performance. Competencies are 

represented by actions or behaviours that are relevant to the measured level of 

contribution to an organisation's goals, whereas competence refers to job 

performance and focuses on organisational outcomes. Competences are a set 

of deliverable outputs of job behaviour, or thinking, across situations. A 

competency only represents a person's potential to which must be activated to 

become performance. Thus, managers' use of their competencies represents 

performance. 

The next section explains why performance appraisal research is integral to 

measuring managers' performance.  

3.5 Components of performance appraisal 
Many attempts have been made to identify the attributes of managers' 

performance. Research is needed to design performance appraisal systems 

"which properly align organisation purposes and goals of individual managers 

in performance appraisals" (Wood & Marshal, 1993: 17). For this to occur, 

managers' performance needs to be accurately measured. An optimal mix of 

the key findings of research needs to be incorporated into any measurement of 

managers' performance, making it necessary to review the major research 

findings about job performance.  

There have been many investigations into performance and appraisal issues, 

measurement instruments, and cognitive and behavioural processes. The 

classical theory of performance has predominated (Campbell et al., 1996). 

Researchers have been attempting to construct accurate appraisal devices of 

job performance since the turn of the 20th century. 

The earliest reference to the systematic measurement of work activity was 

introduced through Taylor's (1947) concept of 'scientific management', 
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followed by Thorndike's (1949) seminal work on selection. Thorndike believed 

there was one general performance factor, or 'ultimate' criterion to be 

measured. Thus, performance was considered a unitary construct, with one 

general 'objective' factor that could account for most of the true-score-

covariance measures. Job performance appraisals centred on using the best 

available 'objective' indicator of an individual's achievements. 

During the first half of the 20th century performance appraisal researchers 

were pre-occupied with identifying the personality traits of successful leaders 

(Goleman, 1998; Conger, 1998; Bennis, 1997; Yukl, 1994; McElroy, 1982; 

Fiedler, 1967). Industrial psychologists in the USA began studying 

performance appraisal immediately preceding World War II (Scott, Clothier & 

Spriegal, 1941, cited in Murphy & Cleveland, 1991: 3). Early performance 

appraisal instruments focused on evaluating how congruent managers' 

behaviours were with the personality characteristics of successful managers. 

Personality only explains a small percentage of the variance in job 

performance and is therefore an unreliable indicator of managers' 

performance. 

Marshal and Wood (1993) identified four schools of performance appraisal - 

Measurement, Appraisal Interview, Social Cognitive Process and Performance 

Management. These schools have informed the issues studied and 

assumptions made about the practice of performance appraisal (De Vries, et 

al., 1986). Aspects of each of these schools are incorporated into the 

measurement instrument devised to measure managers' performance. 

3.5.1 Measurement School 

Until the 1950s, researchers mostly investigated 'what successful employees 

are' (in some intrinsic sense), rather than 'what successful employees do'. 

Performance appraisal instruments were designed to provide were concerned 

with gathering valid data of a person's performance. Performance assessment 

methodologies developed during this period were intended to provide objective 

measures of outcomes.  

Earlier research treated performance appraisal as essentially a measurement 

issue to be solved by the development of valid rating scales, which minimised 

sources of potential error (Murphy & Cleveland, 1991). The majority of the 
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research into rating scales has focused on the development of criterion-

referenced formats that involved comparing an individual's performance on a 

rating scale against pre-determined standards.  

In practice, it is extremely difficult to obtain reliable and valid indicators to 

assess multiple outcomes of performance. Research comparing the merits of 

various rating formats has found that no approach is consistently superior to 

another for accurately rating performance (Murphy & Cleveland, 1991; 

Benardin & Beatty, 1984; Carroll & Scheiener, 1982; Landy & Farr, 1980). As 

with most performance appraisal systems, the main output of the 

Measurement School is the rating of one person by another. Campbell (1996) 

noted that regardless of the ratings approach used, the main weakness of 

performance assessment is the presence of systematic variance that is 

unrelated to the performance of the person being assessed. 

3.5.2 Appraisal Interview School 

In the 1970s and 1980s, the Appraisal Interview School's research interests 

expanded to include the role of performance appraisals in employee 

counselling and feedback. Also, during this period, the performance appraisal 

process became an extension of corporate planning and budgeting resulting in 

the Management by Objective School (MBO), a precursor to the Performance 

Management School (Wood & Marshall, 1993). 

Personal development was seen as the central purpose of the performance 

appraisal, with managers' roles progressing from that of judge in the 

Measurement School to a coach, or counsellor in the Appraisal School. 

Following Maier's (1958a) investigations into managerial dynamics, 

particularly communication processes, the focus of studies of appraisal 

interviews has shifted to a facilitative approach of goal setting and feedback in 

the appraisal process (Latham & Wesley, 1981; Ilgen, Fisher & Taylor, 1979).  

Trust was established as a critical intervening factor resulting from managers' 

actions, which influences the effectiveness of a performance appraisal. The 

Appraisal Interview School model is limited by its assumption of an apolitical 

model of management. Open communications, clear expectations and a 

supportive management style have been found to result in more accurate 

performance appraisals (Marshall & Wood, 1993).  
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3.5.3 Social Cognitive Process School 

In the early 1980s, there was a substantial movement away from instrument 

design and training, towards ways of achieving rater agreement. This entailed 

conceiving of the rater as a decision-maker capable of processing a range of 

social cues when judging people (Feldham, 1981). Concerns about rating 

accuracy remained but have been extended beyond achieving outcomes 

through rating formats to examining the rater's ability and motivation to rate 

accurately. A considerable amount of the variance may be accounted for by a 

rater's response to multiple and competing pressures impinging on the 

appraisal process (Murphy & Cleveland, 1991). 

The Social Cognitive School extended the work of the Measurement School to 

show that, regardless of the scale used, raters do not just report observations, 

but actively evaluate appraisal information in relation to their personal 

motivations and goals (Ilgen et al., 1993). People vary in their capacity and 

desire to make accurate appraisal judgements. Irrespective of the technical 

qualities, simple to use rating formats, with a clear purpose and 

accountability, are likely to result in more accurate appraisals. 

Delays in the observation of data and the recording of ratings, have not been 

found to significantly influence the recall of behaviours, and subsequently 

influence the accuracy of performance ratings and rankings (Murphy & Balzer, 

1986; Barnes-Farrell & Coutoure, 1984). Other advances have progressed the 

Measurement School's pre-occupation with error correction to frame of 

reference instructions, which gives managers greater knowledge of the specific 

standards assigned to appraisal performance criteria.  

3.5.4 Performance Management School 

Two propositions are central to the Performance Management School's position: 

appraising employees' performance can enhance productivity, and 

performance appraisal is critical to achieving performance management (Gioia 

& Longnecker, 1994; Bartz, Schwandt & Hillmen, 1989). Substantial 

improvements in organisational productivity have been reported using goal 

setting and work planning systems when performance management features 

are used, particularly when supported by senior management (Latham & 

Wesley, 1981).  
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The Performance Management School assesses an individual's contribution to 

an organisation's effectiveness. Of all the management practices investigated, 

goal setting and feedback have consistently been associated with significant 

gains in individual performance (Locke & Latham, 1990). With this approach, 

performance-rating accuracy becomes critical when related to the attainment 

of organisational goals. Achievements are assessed against perceived 

contributions to organisational goals, often described as 'value-adding'. This 

theme is echoed in Quinn et al's. (1994) suggestion that 'organisational 

effectiveness' is the key construct to be evaluated in the context of the 

'competing values' environment that managers inhabit, as depicted in Figure 

3.3.  

Performance appraisal research is integral to human resource management 

systems and practices (Marshal & Wood, 1993). Contemporary performance 

appraisal approaches recognise that performance appraisal is a method of 

predicting future performance, not merely a way of judging past performance. 

This approach views performance appraisal as an integral aspect of managers' 

jobs that permits resources to be allocated, expectations shaped, employees 

motivated and problems to be identified and solved. 

3.6 Model of Effective Performance 
Boyatzis's (1982) Model of Effective Job Performance (Figure 3.1) is seminal to 

models of management competencies for the assessment of performance and 

role clarification. For Boyatzis, competencies were characteristics that are 

causally related to superior performance in a job. Competencies were broadly 

conceived, going beyond specific technical skills to include motives, traits or 

characteristics of the superior manager. A managerial competency was defined 

as "any characteristic of a manager that enables him/her to perform 

successfully in a job" (Boyatzis, 1982: 5). Boyatzis grouped a range of 

competencies, exhibited by high performing 'superior managers', under 

broader groupings such as 'leadership', 'goal' and 'action clusters'. 
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Figure  3.1: 
Model of Effective Performance 

Traits

Motives

Self-image

Skills

Specific action or
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demands of specific jobs

Organizational environment in
which  the job exists

Social roles

 
 

(Adapted from Boyatzis, 1982) 

Boyatzis's research identified which personal characteristics correlated with 

effective managerial performance. Many of the competencies identified for an 

effective manager are similar to those required for an effective leader. There is 

much conjecture in the literature about whether managers perform leadership 

roles (Kotter, 1987), suggesting that relevant leadership dimensions need to be 

integrated into an instrument developed to measure managers' performance. 

Section 8.3 extends on this debate. 

Boyatzis's model characterised the 'art of influencing' as the demonstrated 

behaviour resulting from the interaction between managers and their 

environments. This interpretation of decision-making accounted for the central 

influence of critical skills and values of managers' performance. According to 

Boyatzis, effective action, and therefore performance, occurs when the critical 

components (job demands, individual competencies and the organisational 

environment) of the model are consistent. If any of these aspects of the Model 

of Effectiveness are not be congruent, ineffective behaviour or inaction will 

occur. For example, the outer circle includes "Cultural environment in which 
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the individual and organization exist" and "Organization environment in which 

the job exists". These conditions may sometimes be incompatible, resulting in 

inconsistent managerial performance. 

Boyatzis ignored a critical element of managers' work by not including the 

complex interactions between the individuals being managed. Also, the 

interfaces between the variables in the model are not as clearly delineated as 

the model suggests, since all these factors are likely to have a varying effect on 

each other, depending on circumstances. Furthermore, potentially, tasks can  

exist solely as a dominant factor, without necessarily being part of the 

organisational environment.  

Boyatzis's model does not make it clear how traits and motives are surrounded 

by self-image, and how they are linked to social roles. Managers possess a 

variety of important values and attitudes that influence their behaviour (e.g., 

integrity, responsibility and selflessness), that are not authentic traits or 

values. Also, managers' knowledge is a critical element for managing or 

leading. Boyatzis has provided a description of some important competencies, 

rather than detailing how managers actually manage. Thus, there was a need 

to refine the concept of what constitutes managers' performance before it can 

be reliably measured. 

Katz's skill typology (1974) integrates with Boyatzis's (1982) model to provide a 

comprehensive explanation of managers' roles in an organisational milieu (see 

Figure 3.2). A conceptual weakness is evident in Katz's inclusion of the 

'environment in which the organisation operates in', which corresponds to  

Boyatzis's 'organisational environment'; both are exogenous to individual 

performance. 
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Figure  3.2: 
Model of Effective Job Performance and Skills Typology  

(in UPPER CASE) 
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(Adapted from Boyatzis, 1982 & Katz, 1974) 

Significant differences have been found in the activities, behaviours, skills and 

qualities of effective (i.e., successful), as opposed to less effective managers 

(Martinko & Gardner, 1985, 1990; Stewart, 1989; Hales, 1986; Luthans et al., 

1985; Boyatzis, 1982). The assumption is that the possession of particular 

competencies distinguishes a 'superior' from an 'average' performing manager. 

Cammock, Nilakant, and Dakin (1995) extended Boyatzis's cluster into 

descriptions of Most Effective (superior) and Least Effective (average) managers. 

The differences between most effective and least effective managers is 

axiomatic to considering what constitutes effective managers and needs to 

integrated into a measure of managers' performance (see Appendix 6). 

A complete understanding of job performance depends on the contribution of 

managers to organisational goals. Measuring the tasks (inputs) undertaken by 

managers is difficult, since tasks are not necessarily a direct measure of 

output. This realisation has prompted considerable debate about the notion of 

organisational effectiveness, job-related competencies, and performance. 
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3.7 Managers and organisational effectiveness 
Luthans et al. (1988) have identified specific managerial activities related to 

organisational effectiveness and the behaviours that reportedly contribute to 

organisational effectiveness. Jansen and Stoop (1997) replicated and extended 

Luthan's study. These results are yet to be validated, so it is worthwhile 

identifying the managerial competencies that may contribute to organisational 

effectiveness. 

Cammock, Nilakant, and Dakin (1995) found that "managerial effectiveness 

may have some content which is similar across diverse settings" (1995: 463). A 

number of similarities between managers are argued to be dependent on 

situation-specific descriptions and the "constructs underpinning managerial 

effectiveness may be more generic than is normally assumed" (Cammock, 

Nilakant & Dakin, 1995: 463). To be meaningful, assessments of managers' 

performance should be relevant to the external environment. Further research 

is required to establish if managers' effectiveness in different and similar 

contexts is underpinned by a set of comparative, enduring and transferable 

dimensions (Cammock, Nilakant & Dakin, 1995; Stewart, 1989). These 

research findings are yet be empirically validated to establish whether 

managerial effectiveness is more generic than has previously been assumed.  

There is broad agreement in the literature about the desirability of measuring 

outcomes of managers' effectiveness. Managerial performance in the functional 

areas of planning, supervising, delegating and coordinating has been linked to 

organisational specific effectiveness (Borman & Motowidlo, 1995). Fenwick and 

De Cieri argued that "[e]ffective performance management begins with an 

effective manager" (1995: 81). Subsequent reviews have "deplored the lack of 

attention to effectiveness" (Stewart, 1989: 2) that has been given to managers' 

jobs. Thus, how managers create value for an organisation may be dealt with 

by operationalising and measuring the construct of organisational 

effectiveness, in relation to managers' performance (Quinn et al., 1997).  

Contrary to these views, Scott (1994) argued that any attempt to find objective 

measures of managers' performance is futile because, "[c]riteria for evaluating 

organisational effectiveness cannot be produced by some objective, apolitical 

process. They are always normative and often controversial" (Scott, 1992: 

361). Notwithstanding the difficulties of measuring output, organisations 
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constantly attempt to assess managers' performance. Managers' output is an 

acceptable substitute for managers' performance, when embedded in a 

broader context of organisational dynamics in both the public and private 

sector.  

Public and private sector managers' performance is evaluated by different 

criteria. The existing literature about the measurement of public productivity 

has no comparable standardised private-sector measurements (Halachmi & 

Bouckaert, 1996). Thus, measures of public and private sector managers 

should include aspects of generic performance. As Barraclough (cited in 

Karpin) noted, the profile of an "ideal manager" (at middle and senior level) is 

likely to be generic across a range of situations (1995a: 534). 

In summary, Performance is distinguished from effectiveness (the evaluation of 

the results of performance), productivity (the ratio of effectiveness to the cost of 

achieving that level of effectiveness) and utility (the value of a particular level of 

performance, effectiveness or productivity). Performance consists of the 

actions and behaviour under an individual's control that contribute to an 

organisation's goals. Job performance represents the extent to which an 

individual contributes to achieving goals that enhance the aggregated value of 

an organisation. An aggregated contribution represents an individual's net 

value to an organisation. 

The complexities of organisations within which managers work prompted 

Quinn, Faerman, Thompson and McGrath (1996) and Quinn, Kahn and 

Mandle (1994) to integrate the seemingly opposing human relations, open 

systems, internal process, and rational goal perspectives of managers into a 

Competing Values Framework, as illustrated on Figure 3.3. 

Competing Values Framework 

The Competing Values Framework posits that managers are inevitably judged 

by the same conflicting criteria experienced by organisations. Managers' 

contributions determine an organisation's effectiveness (Quinn, Faerman, 

Thompson & McGrath, 1996; Jones, 1995). Quinn, Faerman, Thompson and 

McGrath (1996) support the proposition that the supposedly different 

perspectives of managers' roles are actually closely related. The Competing 

Values Framework accounts for the non-routine cognitive complexity 

associated with all managerial jobs.  
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Figure  3.3: 
Competing Values Framework 
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(Quinn, 1988: 48) 

In summary, Organisations are social structures created by individuals to 

continuously support the collaborative pursuit of specific goals. Organisational 

effectiveness refers to the alignment of managers' contributions to an 

organisation's purpose and goals (Quinn, Faerman, Thompson & McGrath, 

1996). Productivity is the ratio of effectiveness to the cost of achieving that 

level of effectiveness (Mahoney, 1988). Output is the contribution to an 

organisation's effectiveness.  

The following sections review the literature relating to managers' contextual 

and task performance.  

3.8 Contextual and task performance 
Considerable research to date has focussed on identifying predictors of 

superior job performance. However, to reiterate, performance is difficult to 

define as a construct, making predictive studies of it challenging. Recent 

findings have distinguished two types of performance: contextual and task 

(Motowidlo, Borman & Schmit, 1997; Borman & Motowidlo, 1993). Both 
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domains of performance contribute to accomplishing organisational goals, but 

through different mechanisms.  

Managers' performance is conceived in the literature as mainly constituting 

task performance. Task performance is defined as the "effectiveness with 

which job incumbents perform activities that contribute to its technical core 

either by directly implementing a part of its technological process, or by 

providing it with needed materials or services" (Borman & Motowidlo, 1997: 

99). Organ and Paine considered task performance to be "part and parcel of 

the workflow that transforms inputs of energy, information and materials into 

outputs in the form of goods and services to the external constituency" (1999: 

357). Managers' plan, organise, coordinate and supervise, functions that 

indirectly contribute to the efficient and effective operation of an organisation. 

Contextual performance deals with the psychological linkages between people 

and is represented by discretionary forms of contributions to the organisation 

that have uncertain or indirect rewards compared to task performance (Organ, 

1997). Contextual performance acts to reinforce the linkages amongst 

employees, and thereby sustain and enhance the collective character of the 

organisation (Organ & Paine, 1999: 357).  

Task activities are role prescribed; incumbents must demonstrate proficiency 

in performing tasks in exchange for rewards. Conversely, contextual activities 

require discretionary behaviours, which have interpersonal and motivational 

implications. Sometimes these behaviours are rewarded but they are unlikely 

to be explicitly incorporated into formal job requirements.  

Moreover, task performance varies across jobs and differentiates jobs, whereas 

contextual performance is common to most jobs. Task performance is about 

the proficiency with which task activities are accomplished. Thus, variability 

across employees on task performance is logically attributable to differences in 

individual knowledge, skills, and ability. Contextual performance is less a 

function of managers' levels of proficiency than volition, and is therefore 

related more to differences in individual disposition. Contextual performance 

"has the effect of maintaining the broader organisational, social and 

psychological environment in which the technical core must function" 

(Motowidlo, Borman & Schmit, 1997: 75).  
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Employers define performance more broadly than the proficiency within which 

employees perform duties in sales contexts (Podsakoff & MacKenzie, 1994), the 

defence force (Motowidlo & Van Scotter, 1994) and manufacturing settings 

(Podsakoff, Ahearne & MacKenzie, 1997). Contributions for overall 

performance were evident from the performance of both contextual and task 

activities. Contextual and task performance have been found to make 

independent contributions to job performance (Motowidlo & Van Scotter, 

1994; Borman & Motowidlo, 1993; MacKenzie, Podsakoff & Fetter, 1991). In 

multitrait-multimethod matrices, 55% of performance was reliably identified 

as task dimensions and 30% of managers' work as contextual dimensions, 

with disagreement over the remaining 15% of variance (Borman & Brush, 

1993: 87). A correlation of .20 was found between contextual and task 

performance, with contextual performance explaining 12-34% of the total 

variance in performance  (Motowidlo & Van Scooter, 1994). 

3.8.1 Links between managers' contextual and task 
performance 

Motowidlo, Borman and Schmit (1997) separated managers' behavioural 

episodes into contextual and task performance categories to identify 

dimensions that constitute performance. Contextual behaviours contribute to 

organisational effectiveness, if maintained consistently over time and across 

individuals (Podasakoff & MacKenzie, 1997; Borman & Brush, 1993). 

Motowidlo, Borman and Schmit's (1997) distinction between contextual and 

task performance, is illustrated in Figure 3.4.  

Figure  3.4: 
Theory of individual differences in contextual and task performance 
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(Motowidlo, Borman & Schmit 1997: 79) 

Contextual performance was associated with personality, whilst task was 

associated with cognitive ability (Motowidlo et al., 1997). Motowidlo and Van 

Scotter (1994) confirmed MacKenzie et al's. (1991) findings that contextual 

and task performance are determined by different predictors. Motowidlo, 

Borman and Schmit (1997) argued that cognitive ability and personality are 

mediated by knowledge, skills and work habits. 

All classifications emphasise behaviours that involve cooperation and helping 

others in the organisation, and behaviours that ultimately contribute to 

organisational effectiveness. For this reason, researchers have recently begun 

investigating the antecedents for these cooperative behaviours. These 

contextual work activities were derived from conceptual frameworks that 

describe organisational behaviour domains considered necessary for attaining 

organisational effectiveness. 

In summary, research has yet to confirm whether the contextual and task 

performance constructs are conceptually or empirically distinct. Overall 

performance is a function of both perceptions of contextual actions, and the 

performance of task activities. Task activities normally vary across different 

jobs but contextual activities are reported to be common to many jobs 

(Borman & Motowidlo, 1993). Task activities are role-prescribed, whereas 

contextual behaviours are not usually explicitly stated as a formal 

organisational obligation.  

A convergence of theoretical and empirical findings is emerging amongst 

scholars from different research traditions to suggest that other patterns of 

behaviour, besides formal job requirements, are critical for organisational 

effectiveness (Borman & Motowidlo, 1993). Managers' contributions to 

organisational effectiveness may exceed the role-specific tasks they perform, 

and both assist or impede the achievement of organisational goals. These 

findings encourage further exploration of the construct 'contextual 

performance'. Performance ratings are appreciably influenced by ratees' 

contextual performance, providing justification for exploring the concept.  
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3.8.2 Antecedents of contextual performance 

Individuals contribute to organizational effectiveness in ways that go 
beyond the activities that comprise their "job". 

(Borman & Motowidlo, 1993a: 71) 

Elements of contextual performance have been deduced from: Extra-Role 

Behaviour (Van Dyne, Cummings & McLean-Parks, 1995); Organisational 

Citizenship Behaviours (OCB) (Smith, Organ & Near, 1983); Prosocial 

Organisational Behaviour (Brief & Motowidlo, 1986); Organisational 

Spontaneity (George & Jones, 1997; George & Brief, 1992); Pro-Role Behaviour 

(Parks & Kiddler, 1994); Model of Good Soldier Effectiveness (Borman & 

Motowidlo, 1993a). These constructs were differentiated by Hough and 

Dunnette (1995). 

Extra-Role Behaviour 

Contextual performance is not part of the formal in-role obligations of the job, 

but consists of behaviours that are classified as extra-role and are not an 

explicit requirement of a job (Katz & Kahn, 1978). Extra-role behaviours are 

not usually directly or formally rewarded by the organisation. Continuing 

controversy exists over whether employees classify such behaviours as extra-

role, or in-role (Pond, Nacoste, Mohr & Rodrigues, 1997; Wolfe Morrison, 

1994). This issue impacts on the validity of previous findings and so needs to 

be clarified before delving deeper into the research related to contextual 

performance. 

Research conducted about contextual performance is predicated on the 

assumption that employees are clear on the boundary between in-role and 

extra-role behaviour (Williams & Anderson, 1991; Podsakoff, MacKenzie, 

Moorman & Fetter, 1990; Organ, 1988). Wolfe-Morrison (1994), who observed 

that role requirements evolve over time and that roles in organisations are 

rarely fixed, challenged this assumption. Variations exist between how broadly 

employees define their job, and specifically where they make the distinction 

between in-role and extra-role behaviour.  

Organisational Citizenship Behaviour (OCB) 

Contextual performance is closely aligned with the construct of OCB 

(MacKenzie, Podsakoff & Paine, 1997). Organ and Paine have noted that 

contextual performance "sounds much like the enumerated categories of OCB" 
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(1999: 357). OCB refers to extra-role, discretionary behaviour that assists 

organisational participants to do their jobs or exhibit support for 

conscientiousness towards an organisation (Borman & Brush, 1993; Smith, 

Organ & Near, 1983; Bateman & Organ, 1983). Discretionary behaviours are 

unenforceable requirements of the role job description that cannot be specified 

in terms of a person's employment contract with an organisation. Organ 

(1988) considered such behaviour to be a matter of personal choice, whose 

omission is not normally punishable. 

Organ defined OCB as "behaviour(s) of a discretionary nature that are not part 

of the employee's formal requirements, but nevertheless promote the effective 

functioning of the organisation" (1988: 4). This extends Barnard's (1938) 

notion of combining efforts amongst organisational members, and Katz and 

Kahn's (1978) 'spontaneous behaviour', such as cooperative gestures and 

actions to protect the organisation, that go beyond prescribed role behaviour.  

OCB stems from two motivational bases in the literature: cognitive job attitude 

determinants (Organ & Ryan, 1995; Organ, 1994a; Moorman, 1993; Organ & 

Konovsky, 1989; Organ & Near, 1985), and affective/dispositional 

determinants (Organ & Lingl, 1995). Research in the area of cognitive factors 

as predictors of OCB derives from work by Smith, Organ and Near (1983), 

whose research found contextual attitudes to be antecedents of OCB.  

Long-term goal seeking behaviour is related to OCB because it is "beneficial for 

an organisation but falls outside of formal requirements such that it is difficult 

to formally specify or reward" (Morrison, 1996: 493), and is "extra-role 

discretionary behaviour intended to help others in the organisation or 

demonstrate conscientiousness in support of the organisation" (Borman & 

Motowidlo, 1996: 100). OCB improves an organisation's overall efficiency, in 

particular helping behaviour may enhance managerial performance and may 

be positively related to the quantity and quality of a managers' performance. 

(Organ & Paine, 1999; Walz & Niehoff, 1996; Walz, 1995).  

Empirical support for the construct of OCB is derived from studies by 

Karambayya (1989), Podsakoff and MacKenzie (1997, 1994), and Podsakoff 

and MacKenzie (1997). Karambayya (1989) found that members of work units 

displaying high levels of OCB were rated as having superior levels of 

performance. Podsakoff and MacKenzie (1997, 1994) found that OCB 
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accounted for 17% of variance in performance. Notwithstanding promising 

findings, these studies had methodological limitations, such as the use of 

subjective ratings by key informants, and the use of different measurement 

metrics. A large proportion of performance is attributed to OCB as managers 

advance up organisational hierarchies. OCB was found to contribute 43% of 

managerial evaluations and was 15 times more important than 'quantifiable' 

performance (Organ & Paine, 1999). 

Research linking OCB to performance has produced mixed results (Organ & 

Paine, 1999). Empirical evidence supporting the relationship between OCB 

and performance is lacking, and is "typically logical and conceptual rather 

than empirical" (Borman & Motowidlo, 1993a: 88) and "rests more on its 

plausibility than direct empirical support" (Organ & Konovsky, 1989: 157). 

None of these studies into OCB have directly observed its impact on managers' 

performance. Further, there is a broad-based rationale for a deeper 

investigation into 'dispositional predictors' that suggest affective job states 

(Organ & Paine, 1999). This study will develop the empirical evidence to 

confirm or refute these assertions.  

Prosocial organisational behaviour 

Prosocial organisational behaviour is defined as "a behaviour performed with 

the intention of promoting the welfare of individuals or groups to whom the 

behaviour is directed" (Brief & Motowidlo, 1986, as cited in Borman & 

Motowidlo, 1997: 100), and is behaviour that is "not contractually nor 

practically enforceable by supervision or job description" and is "extra role and 

not contractually rewarded" (Konovsky & Organ, 1996: 254). Prosocial 

organisational behaviour is a similar construct to OCB. Differences between 

the two constructs centre on prosocial behaviour not being contractual and 

therefore outside role-prescribed behaviour, whereas OCB is extra-role 

behaviour (Organ, 1988). Prosocial behaviour can be positively orientated for 

individuals, but can also have negative organisational consequences, that is 

characterised by the absence of certain behaviours, such as complaining 

(Organ, 1988).  

Model of good soldier effectiveness 

This model was based on the performance constructs of soldiers that were 

considered important for unit effectiveness, but were outside standard 
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performance requirements (Borman, White & Dorsey, 1995). A conceptual 

model of soldier effectiveness, common to all soldiering jobs, was developed by 

Borman et al. (1983). The range of jobs that all soldiers perform to achieve 

effectiveness was accounted for in this model. 

Soldier performance is closely tied to constructs of organisational 

commitment, the "strength of a person's identification with and involvement in 

the organisation" (Borman & Motowidlo, 1993a: 78). Affective commitment has 

been defined by Travaglione as an "employee's emotional attachment to, 

identification with, and involvement in, the organisation" (1998: 3). Wiener 

and Vardi (1980) distinguished commitment from motivation, and suggested 

that work behaviour was a function of both motivation and commitment. 

Motivation was driven by a collective focus, while commitment was driven by 

the normative, value-based concept. Wiener and Vardi argued that 

commitment is a normative and therefore "independent of direct, 'selfish' 

interests, and of immediate and temporary situational concerns" (1980: 84). 

In summary, when combined, Extra-Role Behaviour, OCB, Prosocial 

Organisational Behaviour and a Model of Good Soldier Effectiveness are 

aspects of contextual performance that represent domains of behaviours 

relevant to organisational effectiveness. OCB was originally conceived as a way 

of improving overall organisational effectiveness and performance. This trend 

is encapsulated by Organ and Paine who stated that "the cumulative record of 

contributions in this area indicates that industrial and organisational 

psychology cannot do without some constructs akin to what is now called 

Organisational Citizenship Behaviour or contextual performance" (1999: 364).  

Given the challenge of measuring managers' global contribution to an 

organisation's effectiveness, there is a case for also using more generic 

measures of managers' performance, such as contextual performance to 

complement task performance (Organ, 1994). Refer to Appendix 13 and 14 for 

information on these studies.  

3.8.3 Contextual performance and organisational effectiveness 

A tentative link between OCB and organisational effectiveness has been 

established by Podsakoff and MacKenzie (1997). This association adds 

empirical evidence to the logical and conceptual connections described by 
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Quinn, Faerman, Thompson and McGrath (1996) and Jones (1995). Thus, it is 

worth including a measure of the contribution of managers to an 

organisation's effectiveness when measuring managers' performance. 

Contextual aspects of a managers' job are, potentially, substantial and critical 

to an organisation's productivity (Organ & Paine, 1999) and there is emerging 

evidence establishing a link between individual managers' performance on 

contextual dimensions to organisational effectiveness.  

Organ (1997) claimed that contextual behaviours contribute towards 

maintenance and enhancement of the social and psychological climate that 

support the technical production system. There is evidence to suggest that 

contextual performance does improve the effectiveness of work groups and 

organisations as a whole (Podsakoff & MacKenzie, 1997; Podsakoff, Ahearne & 

MacKenzie, 1997). Scholars from the different traditions agree that patterns of 

behaviour outside formal job task requirements are important for human 

performance, organisational effectiveness and prosperity (Borman & 

Motowidlo, 1997).  

The next section details how managers' contextual and task performance is 

measured.  

3.8.4 Measuring managers' performance  

Measures of managers' performance need to reflect the value of the work 

undertaken. In this context, performance is conceived of as an assessment of 

recent performance. Murphy further develops this logic; "[the] performance 

domain is defined as the set of behaviours that are relevant to the goals of the 

organisation or the organisational unit in which the person works" (1990: 

162). Performance must be measurable in relation to the level of contribution. 

As Campbell, Dunnette, Lawler and Weick state, "[p]erformance is not the 

consequence or result of action, it is the action itself" (1995: 40). Assessing the 

cumulative information about a person's behavioural episodes permits an 

individual performance construct to be scaled to form a common metric, the 

'contribution value', a construct akin to 'organisational effectiveness'.  

3.8.5 Measuring contextual performance 

A taxonomy of contextual and task performance is identified that was critical 

for developing a measurement instrument. Borman and Motowidlo (1997) have 
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developed the most recent and robust taxonomy of contextual performance 

from a metanalysis of the literature. While this taxonomy was not specifically 

developed for managers, it provided a framework suitable for incorporating 

elements of OCB, Model of Good Soldier Effectiveness and Prosocial 

Organisational Behaviour. This structure permitted suitable items to be 

incorporated into a framework derived from studies by Konovsky and Organ 

(1996), and Podsakoff et al. (1990). 

Factors identified by Konovsky and Organ's (1996) inform elements of the 

evaluation of contextual performance: Agreeableness (friendliness, likeability 

and the capacity for getting along with others in pleasant and harmonious 

relationships); Altruism (helping specific people in face-to-face interactions at 

work); Courtesy (gestures that people exhibit at work to help prevent work 

problems for others); Sportsmanship (inclination to absorb minor 

inconveniences and impositions without complaints and excessive demands 

for relief and redress); Civic Virtue (responsible and constructive involvement 

and participation in issues confronting the organisation), and Generalised 

Compliance (contributions in the form of exemplary adherence to rules 

regarding attendance, punctuality, use of time while at work and respect for 

organisational property and resources).  

Contextual performance studies have not consistently yielded the intended 

factor loadings. As far as factor structure is concerned, Podsakoff et al. (1990) 

5-factor version has produced the intended factor loadings, making it the most 

reliable version. Konovsky and Organ (1996) have developed contemporary 

items to measure the same factors as Podsakoff et al. (1990). Borman and 

Motowidlo (1997) have further refined some of the constructs developed by 

Konovsky and Organ (1996) for incorporation into a taxonomy of contextual 

performance. Appendix 14 details the taxonomy of contextual performance 

and the items derived from the literature to measure these constructs.  

3.8.6 Measuring task performance 

By summarising the behavioural performance requirements of managers' jobs, 

Borman and Brush (1993) satisfied Campbell's et al. (1991) challenge to use a 

broad sample of managerial jobs in order to identify core dimensions and to 

compare different managerial jobs. These dimensions equate to task 

performance. Borman and Brush's mega-dimensions were derived from data in 
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a range of management jobs, providing a useful benchmark of categories to 

compare the dimensions from studies of managers' performance in other 

organisations. 

Borman and Brush (1993) identified managers' performance dimensions, 

which included most of the major studies of managers' dimensions (Yukl, 

1987; Mitchel, 1978; Tornow & Pinto, 1976, Steers, 1975; Hemphill, 1959; 

Williams, 1956; Flanagan, 1951)2. These dimensions are behaviourally based, 

resulting from many critical incident and job activity statements, and thus 

reflect what managers actually do, as opposed to what they, or others, believe 

they do. Some of these dimensions are cognitive and five represent 

interpersonal skills (Hogan & Roberts, 1996).  

Borman and Brush's (1993) metanalysis of 19 empirically published and 13 

unpublished studies of managers' performance were derived from 

behaviourally based critical incidents and job activity statements. Experienced 

Industrial Psychologists inductively derived an 18-factor solution from a 

factor-analysed pooled 187x187 matrix of 26 dimension sets. A taxonomy of 

18 managerial performance 'mega-dimensions', produced definitions with a 

two-dimensions factor, loading highest on each dimension. Not all of the 18 

mega-dimensions Borman and Brush (1993) identified are statistically 

independent. The percentage of common variance was accounted for in each 

mega-dimension.  

Borman and Brush's dimensions are not solely based on theoretical 

formulations, or highly specific aspects of managers' jobs, but actual job 

performance requirements. These dimensions are representative samples of 

the domain of managers' performance. By integrating multiple dimensions, 

Borman and Brush's study and Borman and Motowidlo's taxonomies have 

provided a more comprehensive view of the dimensionality underlying 

managerial performance. Appendix 13 and 14 details Borman and Brush's 

(1993), and Borman and Motowidlo's (1997) methodology. 

                                          

2  All metanalyses of major investigations refer to, or are dependent on, Boyatsiz's (1982) seminal work 
discussed in Section 3.6. Borman and Brush (1993) make no mention of Boyatsiz's research or the 
study by Quinn, Faerman, Thompson and McGrath (1996). Spencer and Spencer (1993) also neglected 
to acknowledge Borman and Brush's work. Given that all these researchers have investigated the 
construct managers' performance in depth these were notable oversights. 
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As noted earlier, there is a lack of contemporary and robust measurement 

instruments of managerial performance. This is partly a function of the 

methodologies employed to study managers. Managerial performance 

dimensions are mostly derived from questionnaires and focus groups. In 

contrast, Critical Incident Studies are useful for differentiating between 

behaviourally effective and ineffective managers and identifying performance-

related dimensions. Borman and Brush's 1997 study builds on Hemphill's 

(1959) work, which incorporated data from numerous managerial jobs. 

Consistent with other prominent researchers in the area (cf. Murphy, 1990), 

Borman and Brush (1997) view the "bandwidth of all job performance 

measures to be broad and advocate multiple and complex predictors to map 

the criterion space" (Hogan & Roberts, 1996: 603). 

In all, Borman and Brush's (1993) metanalysis and Borman and Motowidlo's 

(1997) taxonomies represent the most comprehensive and rigorous taxonomy 

of the tasks that managers perform. This taxonomy represented the best 

contemporary consolidation of what is known about the domains influencing 

managers' performance. This metanalysis was in a form suitable for developing 

into an instrument to measure managers' performance. 

In summary, managers' job performance is conceived of in the literature as 

being comprised of both contextual and task performance, although they are 

not mutually exclusive. Managers' contextual performance is an aspect of job 

behaviour, besides formal job requirements, that contributes to organisational 

effectiveness. Managers' task performance is the activities that result in the 

implementation of processes that contribute, either directly to an 

organisation's technical core, or indirectly by providing required materials or 

services. Borman and Brush's 18 mega-dimension taxonomy of managers' 

performance provided a basis for the development of an instrument, by the 

researcher, to measure managers' performance that is supported by the 

literature. 

Given the global trends, contextual performance is likely to become 

increasingly recognised as important to organisations. There are conceptual 

indicators, and emerging empirical evidence, to suggest that the contextual 

performance and task performance domains are distinct. Therefore, any 

instrument designed to rate managers' performance should incorporate items 

designed to measure both contextual and task performance. 
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3.8.7 Operationalising managers' performance 

An accurate index of managers' job performance is critical to this study. 

Research into managers' performance has been limited by the absence of a 

common metric to assess performance. There are widely divergent opinions in 

the literature, and in practice, about what constitutes valid measures of 

managers' performance, in an organisational context. Measuring managers' 

performance in order to make comparisons between managers from different 

domains and firms is methodologically difficult (Murphy, 1990), as managerial 

work is highly complex and contingent (Pettigrew & Whipp, 1991; Stewart, 

1989; Hales, 1986).  

Australian and international measures of managers' performance 

A number of studies have been conducted into Australian managers' 

performance and competencies. The Australian Standard Classification of 

Occupation (ASCO) reviewed the existing literature and census survey, and 

consulted industry, the public sector and unions to provide task and function 

descriptions of Australian managers (Pithers, Athanasou & Cornford 1996; 

ASCO, 1986). Studies into Australian managers have not been developed with 

a methodology that is robust enough for replication, due to weaknesses in 

theoretical conceptualisation. For example, the Australian Industry Task Force 

on Leadership and Management Skills (Karpin, 1995) represented a substantial 

investigation into Australian managers conducted by consultants and 

academics.  

Karpin makes cursory reference to the international literature, providing 

inadequate detail of how the measurement instruments used to measure 

managers' performance were developed. Hampson and Morgan have criticised 

the Karpin Report as being "characterised by poor methodological procedures 

and weak data interpretation, and contained some serious intellectual 

contradictions" (1997: 457). Karpin acknowledged the need for Australian 

managers to be conceived of within a global context but the report lacked the 

rigour necessary to achieve this outcome (see Appendix 10). 

The international literature on managers' performance is more robust than the 

Australian literature, but still has methodological inadequacies. In the studies 

reviewed (e.g., Dulewicz & Gay 1996; Quinn, et al., 1996; Spencer & Spencer, 

1993; Burack, 1987), performance is primarily concerned with selecting or 
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developing managers, when this study was about assessing managers' 

performance in relation to organisational effectiveness.  

Four commercially available instruments were considered: the Balanced 

Scorecard; Managerial Skill Profile; Skillscope; and the SHL Core Competency 

Model. These instruments could not be used because they are not fully 

reviewed in the literature (see Appendix 12). 

3.9 Summary and conclusions 
This chapter has provided a bridge, linking empirical research with the 

theoretical conceptualisation of managers' performance. Affective well-being 

researchers have not explicitly identified or measured managers' performance. 

A theory-derived approach for describing and assessing the multifarious roles 

managers occupy was provided. When combined with the measurement of 

generic job tasks undertaken by managers, this approach explicates 

managers' performance, and permits an integrated approach to conceiving the 

link between performance and roles.  

Measurement, Appraisal Interview, Social Cognitive Process and Performance 

Management schools of performance appraisal were integrated with social 

constructivist perspectives of managers' performance, including theories of: 

Human Needs; Motivation; Performance; Job Performance; Expectancy; 

Individual Differences; Self-Efficacy; Social Cognition; Attribution; Work 

Adjustment; Contingency; and Competency. 

Despite extensive investigations into the construct of job performance there is 

still no common framework for considering the underlying performance 

dimension requirements of jobs. Indeed, the "search for reliable, 

uncontaminated, objective indicators that significantly reflect the ultimate 

criterion has been a failure" (Campbell et al., 1996: 11). Likewise, attempts to 

identify the one general factor (the critical deficiency model) to assess 

managers' performance have been fruitless. There is a wealth of evidence to 

substantiate the multidimensional nature of managers' performance 

(Campbell, 1996). Proponents of the critical deficiency model, such as 

Viswesvaran, Ones & Schmidt (1996), have conceded that there are likely to be 

subfactors underlying a general factor of performance. Managerial 

effectiveness is also more generic than has previously been assumed. There is 
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a strong case for avoiding traditional 'objective' measures of performance in 

preference to more generic measures. 

There has been a trend away from a rationalist view of organisations to an 

interpretivist perspective of managers' performance. Increased emphasis on 

outputs, rather than simply behaviours, should be included in measures of 

managers' performance that link to organisational outcomes. Therefore, 

managers' generic competence will be measured, since the way that managers 

use these competencies represents their performance and ultimately leads to 

organisational effectiveness.  

Competing instruments were critiqued before justifying the decision to develop 

an instrument that represents a robust measure of managers' performance. 

There was inadequate evidence in the literature to support the construct 

validity of any existing instruments. Thus, there was a strong case for 

developing an instrument to measure managers' performance based on 

Borman and Brush, and Borman and Motowidlo's taxonomy. Contextual 

performance contributes to an organisation's effectiveness, and is of particular 

relevance to these domains to managers' performance, and should therefore be 

incorporated into appraisals of managers' performance.  

In the next chapter, linkages between managers' performance and affective 

well-being and intrinsic job satisfaction are refined. Research hypotheses and 

questions to be pursued are proposed. 
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Chapter 4: Links between affective well-being, 
intrinsic job satisfaction and 
managers' job performance 

Few topics in the history of industrial-organizational psychology have 
captured the attention of researchers more than the relationship between 
job satisfaction and job performance. 

(Judge et al., 2001: 388) 

4.1 Introduction 
Chapters 2 and 3 reviewed the relevant literature on affective well-being, 

intrinsic job satisfaction, and managers' performance. This chapter explores 

how managers' affective well-being and intrinsic job satisfaction is related to 

their performance. 

In Section 4.2, the main issues from the literature are briefly reiterated. The 

main research questions emanating from the literature suitable for future 

research are identified. Section 4.3 explains the potential links between 

affective well-being, intrinsic job satisfaction and performance. In Section 4.4, 

a Partial Model of Job-related Affective-well-being, Intrinsic Job Satisfaction and 

Managers' Performance ('Partial Model') is proposed. Section 4.5 shows how the 

concepts, constructs, dimensions and measures relate to the model. In Section 

4.6, the hypotheses are developed from proposed linkages between affective 

well-being and managers' performance. Finally, a point of departure is 

established and a new line of inquiry identified. In turn, this guides the 

conceptual development of the methodology. 

4.2 The 'happy-productive worker' thesis 
To recapitulate, there is substantial literature pertaining to managers' affective 

well-being, intrinsic job satisfaction, and performance. Decades of research 

have been unable to establish a strong link between intrinsic job satisfaction 

and performance. Affect has rarely been used exclusively as a predictor of 

managers' job performance outcomes. Research to date has measured aspects 

of performance that are related to managers' affective well-being or intrinsic 

job satisfaction but has not measured it per se. (c.f. Judge, et al., 2001). 

Performance has been measured primarily with reference to general 

dimensions of self-reported performance from non-managerial samples. 
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There is widespread support in the literature (e.g. Wright & Staw, 1999a,b; 

Katzell & Thompson, 1995) despite mixed empirical evidence, to suggest that a 

causal relationship exists between affective well-being and managers' 

performance. Generally, the literature indicates that happy people are believed 

to be more productive, creative, generous and physically healthier than those 

who are unhappy. Possibly, happiness provides the motivation to continue to 

perform complex tasks well and to ensure high performance. A drive to achieve 

may bring purpose to managers' working lives. Succeeding at performing 

difficult job tasks may provide the meaning and motivation essential for 

effective job performance. Conversely, evidence from the literature suggested 

that impoverished affective well-being or intrinsic job satisfaction might have a 

negative impact on performance (Judge, et al., 2001).  

There have been many studies into managers' performance and affective well-

being, intrinsic job satisfaction, but few have empirically tested the 

relationship between the constructs. Insufficient evidence was found by Staw 

(1986) to fully support the 'happy-productive worker thesis' or the proposition 

that 'a happy worker is a good worker' (Katz & Thompson, 1995: 111). A close 

link was unable to be established between job satisfaction and performance 

(c.f. Iaffaldano & Munchinsky, 1985; Locke, 1976; Vroom, 1964; Porter, 1963; 

Brayfield & Crockett, 1955).  

Modest support was found for a link between worker satisfaction and 

improved job performance (Organ & Paine, 1999). Wright and Staw (1999) 

found a plausible link between various predictors of affect and rated 

performance. Dispositional affect was found to be a stronger operationalisation 

of the happy-productive worker thesis. Psychological well-being was found by 

Wright, Cropanzano, Denny and Moline (2002) to predict job performance, but 

a relationship was not evident between job satisfaction, dispositional affect 

and predictors of job performance.  

Wright and Cropanzano (1997) found that when happiness is operationalised 

as affective well-being it is positively related to measures of objective indices 

and subjective ratings of performance. Various predictors of affect were found 

by Wright and Staw (1999a,b); Cropanzano and Wright (2001), and Wright and 

Cropanzano (2000) to predict rated performance, supporting the proposition 

that happy workers are more productive. Metanalyses by Judge, et al. (2001) 

and Harter et al. (2001) indicated a possible relationship between job 
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satisfaction and job performance. In all, these studies did not focus on middle 

managers or include contextual and task aspects of performance. 

Scholars from different traditions are converging on the idea that contextual 

performance is an important aspect of human performance. Domains of 

contextual performance and task performance are posited to be theoretically 

discrete, but this distinction has yet to be empirically established. Contextual 

performance may be positively related to the quantity and quality of managers' 

performance. The measurement model in Chapter 6 differentiates contextual 

and task performance.  

4.3 Theoretical links between affective well-being, 
intrinsic job satisfaction and performance 

George and Brief (1996) hypothesised how PA might facilitate employees 

achievement or performance. Using well-established models of motivation, 

such as expectancy theory (Vroom, 1964), George and Brief (1996) argued that 

PA may enhance a person's expectations of achieving effective performance, 

suggesting that a path from affective well-being and intrinsic job satisfaction 

to performance may exist. This causal path is believed to result in positive 

outcomes, which may eventually lead to improved performance. These 

predictions were based on findings that demonstrated that PA might lead to 

enhanced self-efficacy (Forgas, Bower & Moylan, 1992), and optimistic 

attitudes about future circumstances (Wright & Bower, 1990). 

Similar propositions could also be derived from a goal-setting perspective of 

motivation (Locke & Latham, 1990). Employees with an optimistic pre-

disposition tend to set challenging goals, or welcome challenging goals, which 

contribute to higher performance (Locke & Latham, 1990). Attribution models 

of motivation (Weiner, 1985) posit that affective well-being will have a 

facilitative influence on individual task perseverance (George & Brief, 1996). 

Individuals high in dispositional PA, or who have optimistic tendencies, 

perceive failure as a transitory impediment, caused by the external 

environment (Forgas, 1992). Such people are more likely to persevere in the 

face of negative feedback, compared with those with NA, or a pessimistic 

attitude (Burke, Brief & George, 1993). 

Affect may determine more than the motivational aspects of task performance. 

PA has been found to influence helping behaviour and interpersonal 
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cooperation, and may predict contextual behaviour in organisations 

(Motowidlo et al., 1997; George & Brief, 1992; Organ, 1988). Links are 

apparent between contextual performance and organisational effectiveness 

(Podsakoff & MacKenzie, 1997). Discretionary work behaviours are conceived 

as contextual performance, which is the freedom to act according to one's 

judgement. Measures of job satisfaction are argued to reflect a respondent's 

cognitive assessments of the work context than their affective mood state 

(Organ & Moorman, 1993; Organ, 1988, 1990). 

4.3.1 Partial Model of Managers' Affective Well-being, Intrinsic 
Job Satisfaction and Performance 

A flow model of managerial affective well-being, intrinsic job satisfaction and 

performance is presented in Figure 4.1. Hypotheses are derived from this 

model.  

Figure  4.1: 
Partial Model of Managers' Affective Well-being, 

Intrinsic Job Satisfaction and Performance 

MANAGERS' PERFORMANCE

Contextual Performance

Task Performance

AFFECTIVE WELL-BEING
Four Factor Model of Affective Well being

Positive And Negative Affect

JOB SATISFACTION
Intrinsic Job satisfaction

 

Generally, the research indicates that:  

greater employee well-being is significantly associated with better job 
performance, lower absenteeism, reduced probability of leaving an 
employer, and the occurrence of more discretionary work behaviours.  

(Warr in Kahneman; Diener; & Schwarz, 1999: 593) 

Both the theoretical literature and empirical evidence indicate that PA and 

intrinsic job satisfaction lead to favourable performance (Judge et al., 2001). 

Therefore, the direction of the relationship to be tested in this model is from 

affective well-being and intrinsic job satisfaction, to managers' contextual and 

task performance.  
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4.4 Research questions 
A number of gaps arise from the literature about affective well-being, intrinsic 

job satisfaction and managers' performance that are worthy of investigation. 

These are summarised as follows: 

Does the construct of managers' performance consist of the two dimensions, 

contextual and task performance? 

• Is there an association between affective well-being, intrinsic job 
satisfaction and managers' contextual and task performance? 

• To what extent does affective well-being and intrinsic job satisfaction 
predict different dimensions of managers' contextual and task 
performance? 

• Does positive affective well-being result in enhanced managers' 
performance, and is poor affective well-being detrimental to managers' 
performance?  

• In addition, two further questions about practical outcomes are 
addressed: 

• How might managers' jobs be changed to enhance, or avoid a decline 
in, affective well-being? 

• How might these findings be integrated with workplace initiates to 
improve the quality of managers' life and job performance? 

These research questions are developed into hypotheses in the next section.  

4.5 Hypotheses 
Hypothesis 1 

Ability aside, managers with high affective well-being would be expected to 

perform better than those with less affective well-being (Campbell, 1991). 

People in higher-level jobs report significantly less job-related depression-

enthusiasm than workers in lower-level jobs, but also significantly more job-

related anxiety-contentment (Warr, 1994; Birdi et al., 1994; Warr, 1990a). This 

position runs counter to Westman's (1996) claim that negative affectivity has 

been shown to have no impact on job performance. 

Highly motivated managers who desire challenges may react to risks in a way 

that raises anxiety but doesn't negatively impact on their affective well-being. 

High-performing managers are likely to experience periods of heightened 

anxiety, followed by periods of relaxation, yet maintain an overall sense of 

positive affective well-being.  
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Warr (1987) postulated that affective well-being and job performance are 

linked in a circular framework of causal relationships, with each set of factors 

influencing the other across time. In relation to work adjustment theory, Warr 

concluded that "it seems probable that the contribution of job-related affective 

well-being to performance will arise primarily at low levels of affective well-

being" (Warr in Hesketh, 1993: 151). The contribution of affective well-being to 

job performance is likely to be most noticeable at very high or very low levels.  

This leads to the following hypothesis: 

H 1 Affective well-being is associated with managers' contextual and 
task performance (as rated by their superiors), so that; 

 high levels of affective well-being are strongly associated with 
higher rated performance, while low levels of affective well-being 
will lead to lower rated performance. 

Hypothesis 2 

Both theory (George & Brief, 1996) and empirical evidence (Isen & Baron, 

1991) indicate that PA is related to employee motivation. A positive disposition 

may result in successful performance involving helping behaviours. People are 

generally more attracted to those who have a positive rather than a negative 

demeanour, and therefore are more likely to receive higher performance 

ratings. Individuals with PA are also more likely to receive social support 

(Caplan, Cobb, French, Harrison & Pinneau, 1980; McGovern & Tinsley, 

1978), be invited to join supervisory cliques (Graen, 1976), be selected for 

prestigious positions (Ramussen, 1984; McGovern & Tinsley, 1978), and be 

positively assessed by others (Cardy & Newman, 1988; Cardy & Dobbins, 

1986). Managers demonstrating PA may also be more successful in 

organisations because of adept interpersonal skills (Wright & Staw, 1999a,b).  

When the duration and frequency of managers' performance is punctuated by 

intermittent experiences of low affective well-being, tension and anxiety may 

increase. In such situations, impairment of managers' affective well-being may 

be experienced over a period of time. In these circumstances, periods of 

anxiety may not lead to a demise in affective well-being. As such, it is worth 

testing whether experiencing anxiety leads to depression, when intrinsic job 

satisfaction is high. 
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Sevastos's (1996) Four Factor Monopolar Model of Job-related Well-being, 

indicated that employees can experience high arousal and relaxation at 

separate times. In such situations, managers' affective well-being and 

performance may be impaired over a period of time. This line of reasoning may 

be extended to establish whether high performing managers, who constantly 

experience periods of high anxiety, will experience depression. As such, it is 

worth testing if experiencing anxiety is likely to lead to depression for 

managers, when intrinsic job satisfaction is high. 

Enthusiastic behaviour (high levels of arousal) is posited to be associated with 

superior performance, while depression (low levels of arousal, and hence 

boredom) is likely to be associated with poor performance. This highlights a 

research proposition suitable for further examination, that is, people in 

managerial level jobs will report significantly less job-related depression than 

anxiety (Birdi; Warr & Oswald, 1995; Warr, 1990a). 

H 2 Components of affective well-being are differentially associated 
with contextual performance and task performance. 

Hypothesis 3 

Contextual and task performance are determined by different predictors 

(Motowidlo & Van Scotter, 1994). Affective well-being may be more 

conceptually aligned with contextual than task performance. Affective 

variables, such as job satisfaction and mood have been found to be causally 

related to contextual performance behaviours, involving cooperating and 

helping others (Organ & Lingl, 1995) Organ & Konovsky, 1989; George; 

Motowidlo, Packard & Manning, 1986; Bateman, 1983). A link is yet to be 

established between managers' affective well-being and contextual 

performance. Managers reporting elevated levels of enthusiasm may receive 

higher contextual performance ratings from the person to whom they report.  

H 3 There is a positive association between managers' enthusiasm and 
contextual performance. 

Hypothesis 4 

Perceived workload is associated with anxiety (Warr, 1990). Consistent with 

Warr's (1992) findings, those in higher-level jobs (e.g., managers) would be 

expected to report elevated anxiety. Even if experienced for extended periods, 
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this may not indicate NA. For example, managers with high levels of 

motivation and risk-taking may experience raised anxiety and high 

performance. Managers may be psychologically healthy and also experience 

consistently high levels of anxiety as a response to a hostile environment.  

In this circumstance lowered affective well-being may be situationally 

inappropriate. However, when the duration and frequency of anxiety is 

experienced over a period of time, it may lead to an impairment in managers' 

task performance. This leads to a question requiring further examination, does 

constantly experiencing anxiety impact managers' task performance? 

H 4 There is a negative association between managers' anxiety and task 
performance. 

Hypothesis 5 

Wright and Staw found that "[p]leasantness-based dispositional affect was 

strongly predictive of performance evaluations ... whereas activation-based 

affect did not predict rated performance" (1999: 17). Wright and Staw 

suggested that, "research should now examine whether a syndrome exists in 

which dispositional affective well-being and performance are associated" 

(1999: 19). Sevastos also categorised anxiety as an 'strong arousal' (activation 

affect) affect but depression with 'disengagement' (see Figure 2.5), which is at 

odds with Wright and Staw's conceptualisation of the constructs. Thus, the 

happy-productive worker thesis may hold when happiness is operationalised 

by a pleasantness-based measure of affect. 

H 5 Enthusiasm and relaxation (pleasantness based affect) are stronger 
predictors of rated contextual performance than anxiety and 
depression (activation based affect). 

Hypothesis 6 

Lawler et al. (1977) and Locke (1970) claimed that high performance results in 

job satisfaction rather than the converse. There is some empirical evidence to 

suggest that "links between overall satisfaction and rated performance are 

stronger among professional and managerial samples than among blue-collar 

workers" (Warr, 1987: 293). However, this difference "seems likely to arise 

from different performance-reward contingencies in the two types of jobs", and 

requires further clarification (Warr, 1987: 293). Moreover, it is yet to be 
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confirmed whether these findings can be applied to a discrete population of 

employees, such as managers. 

The failure to establish a relationship between job satisfaction and 

performance may be a result from the narrow definitional and 

operationalisation of job performance (Organ, 1988). A broader 

conceptualisation of job performance that includes contextual and task 

performance may lead to an increased correlation worth job performance.  

More recent research about the antecedents to job satisfaction has focused on 

broadening the theoretical base of causal factors affecting job satisfaction, 

including dispositional effects (Judge et al., 1998; Agho, Price & Mueller, 1993; 

Judge & Hulin, 1993). Judge et al. (2001) argued that reconsideration of 

satisfaction-performance relationship was justified.  

H 6 There is a positive association between managers' overall intrinsic 
job satisfaction and their rated contextual and task performance. 

Hypothesis 7 

Motowidlo, Borman and Schmit (1997) predicted that contextual performance 

is associated with personality variables, whereas task performance is 

associated with cognitive ability. Furthermore, they argue that task proficiency 

varies with the tasks being executed, and that knowledge, skills and abilities 

co-vary with task proficiency. 

H 7 Managers' affective well-being is positively associated with 
contextual performance, while managers' cognitions are positively 
associated with task performance. 

Hypothesis 8 

Sevastos (1996) found enthusiasm and depression were more strongly related 

to intrinsic job satisfaction than anxiety and relaxation. Also, job-related affect 

is strongly related to work pressure or job demands. In the Job Demand 

Model, positive outcomes from an 'active' job may potentially change into 

outcomes consistent with a 'high strain' job (i.e., job dissatisfaction) without 

any concomitant changes in the job features. 

According to the Job Strain Model (Quarries, 1979), enriched jobs are 

associated with job satisfaction and low depression. Conversely, impoverished 
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jobs will normally be associated with job dissatisfaction and depression. 

Higher job performance is predicted to be associated with high anxiety, while 

low job performance will ordinarily be associated with low anxiety.  

To be consistent with the Job Strain Model, managers are experiencing high 

levels of challenge in a job predicted to have a positive experience in relation to 

satisfaction, enthusiasm, relaxation and anxiety, but low depression. 

Managers with less enriched jobs will exhibit lower performance, accompanied 

by experience of low pressure, dissatisfaction and low anxiety but increased 

depression. Managers are predicted to occupy the fourth quadrant (positive 

satisfaction, enthusiasm, relaxation, anxiety and low depression) of the 

Demand Control Model (see Figure 2.7). 

H 8 Managers who report intrinsic job satisfaction and enthusiasm will 
have elevated relaxation, anxiety and low depression. 

Hypothesis 9 

Karasek's (1979) research suggested that high performing managers report 

positive job satisfaction and high anxiety, but low depression. Conversely, 

managers with less enriched jobs, experiencing low work pressure, will be 

expected to report dissatisfaction and low anxiety but increased depression.  

H 9 High performing managers will report positive intrinsic job 
satisfaction and high anxiety but low depression. 

Hypothesis 10 

Impoverished jobs are normally associated with job dissatisfaction and 

depression. Managers who are satisfied with their employment tend to 

experience more PA and less NA than those dissatisfied with their employment 

(Watson & Slack, 1993; Agho, Price & Mueller, 1992; Levia & Stokes, 1989). 

Managers experiencing inadequate stimulation from their jobs may also 

experience anxiety, which also results in depression to be consistent with the 

Karasek's Job Strain Model. 

H 10 Low performing managers will report low levels of intrinsic job 
satisfaction and low anxiety but increased depression. 
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4.6 Summary and conclusion 
This chapter presented general conclusions, derived from the literature, to 

suggest research directions. Issues central in the literature about how affective 

well-being and intrinsic job satisfaction may be linked to performance were 

reiterated. The main research questions were summarised. Research questions 

were developed from the confluence of the literature. 

A model was proposed for testing. Hypotheses for testing were developed to 

establish the potential linkages between managers' affective well-being, 

intrinsic job satisfaction, and performance. 

The end of Chapter 4 signifies the beginning of the research component of this 

study. Details about how the constructs relating to hypotheses developed in 

this chapter are operationalised and measured, are given in Chapters 5 and 6. 



109 

Chapter 5: Research methodology 

Care must be taken not to put 'the methodological cart before the 
conceptual horse.' 

Harter (1990b: 292) 

5.1 Introduction 
This chapter details the research methodology adopted. Section 5.2 shows the 

interconnection of the concepts, constructs and measures involved. In Section 

5.3 the choice of research methodology is justified and the process used to 

collect the sample data is given. Results of the analysis of the expert review 

and pilot are given in Section 5.4. Section 5.5 addresses design and 

implementation issues and the development of the measurement instrument.  

Details of the sample, including units of analysis and recruitment of 

participants, are given in Section 5.6. Administration of the questionnaire is 

detailed in Section 5.7 and Section 5.8 describes the techniques used to 

analyse the data to test the hypotheses and answer the research questions. 

Section 5.9 considers the methodological considerations and Section 5.10 

covers ethical considerations. Section 5.11 summarises and concludes this 

chapter.  

5.2 Choice of research methodology 
To advance understanding in Organisational Behaviour, research designs 

involving single sample, self-report studies need to be based on existing 

theory, and incorporate new types of measures or validate existing self-report 

questionnaire data (West et al., 1992). These criteria are addressed by the 

research design used in this study.  

One contribution of this study to the field Organisational Behaviour in 

particular, and management in general, is a function of the uniqueness of the 

samples used and the robustness of the methodology and analyses. This study 

is a departure from previous research, which concentrated largely on non-

managerial samples. There have not been any explicit investigations of 

managers' contextual performance and affective well-being and intrinsic job 

satisfaction undertaken using an Australian sample.  
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Figure 5.1 summarised the research methodology that guided this study. 

Where appropriate, the sequence of this methodology was modified to suit the 

circumstances encountered, as many of the steps were undertaken 

simultaneously. 

Figure  5.1: 
Summary of research methodology 

Research
Question

Research
Objectives

Selection of exploratory
research technique

Selection of basic
research method

Experimentation Survey Fieldwork Nonreactive
Research

Quantitative Qualitative

Interview Questionnaire

Selection of
sample design

Non
Probabilistic

Probabilistic

Collection of
Data

Secondary
(historical) data

Experience
Summary

Pilot Study Case Study

 
 

(Adapted from Zikmund, 1994; Brewer & Hunter, 1989) 

5.3 Methods 
The 'matched pairs' subsample 1 and 2 (n = 200) refers to managers' self-

report with corresponding superiors' ratings of managers' performance. The 

'pair congruence' subsample 3 (n = 125) refers to a one–to-one correspondence 

of ratings, where only one superior's rating was congruent with one manager's 

self-rating of their performance, affective well-being and intrinsic job 

satisfaction.  
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Subsample 1 (matched pairs) was used to report the demographics of the data 

and Exploratory Factor Analysis (EFA) for variable and factor reduction. 

Subsample 2 was used for the Confirmatory Factor Analysis (CFA) to 

establish, validate and cross validate the measurement model of managers' 

performance. Data from subsample 2 was used to establish whether the 

construct 'managers' performance' can be generalised across groups.  

Combining managers' and superiors' performance ratings in Subsample 2 

involved double the number of responses being available for the CFA of the 

measurement model. Methodological hypotheses were tested and the 

measurement model was refined to establish the structure, the most reliable 

indicators, and the shared meanings attributable to dimensions of managers' 

contextual and task managers' performance.  

For subsample 3, managers' self-report performance indicators were 

congruent with a superiors' rating of their performance for the Multitrait-

Multimethod (MTMM) analysis. Also, superiors' ratings of managers' 

performance indicators where linked to the corresponding self-report of 

managers' affective well-being and intrinsic job satisfaction for the canonical 

correlation and standard multiple regression analysis.  

Table 5.1 describes the subsamples used for interpretation and analysis. 

Characteristics of the samples are given in Section 6.2.  

Table  5.1 
Samples used for interpretation and analysis 

RESPONDENTS 

n SAMPLE DESCRIPTION ANALYSIS 

200 (A) 1 Managers' self-rated affective well-being 

Managers' self-rated performance 

EFA 
Descriptive statistics 
Variable and factor reduction  

200 (A) 

200 (B) 

2 Managers' self-rated performance ) independent 

Superiors' rated performance        ) independent 

CFA 
Establish measurement model 
Validation sample 
Cross validation sample 

125 (C) 3 IVs managers' self-rated affective well-being 
___________________________________ 

DVs superiors' rated performance 

MTMM 
Purification of measures 
Canonical correlation 
Standard multiple regression 

The pair congruence subsample 3 (where one superior rated one manager's 

performance) was used in preference to the matched pairs subsample 1 (where 

one superior rated many managers' performance), to avoid introducing 

systematic rating error into measurement model. Superiors' ratings and self-
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ratings of performance from subsample 3 were used to establish the most 

reliable measure of managers' objective performance using MTMM analysis. 

The last recorded managers' ratings were used to randomise the pair 

congruence subsample. Listwise deletion of variables resulted in managers' 

self-report cases being deleted if they were not matched by superiors' ratings, 

reducing the sample to 125 cases.  

5.3.1 Concepts, constructs dimensions and measures 

Measures used in this study are consistent with the established theory base in 

this stream of research, and are closely aligned to the constructs being 

investigated. During the literature review it became apparent that there were a 

considerable number of well-validated instruments for measuring affective 

well-being and intrinsic job satisfaction, but few that were suitable for 

collecting data on variables identified as determining behavioural outcomes of 

managers' performance. 

Affective well-being items were drawn from published and validated scales. 

Managers' performance items, developed for the measurement instrument 

used, were closely tied to the literature. Separate scales were designed and 

piloted to measure contextual and task performance dimensions. Reviewing 

the literature identified the relevant measures for testing by the hypotheses 

derived from the model. Linkages between the relevant concepts, constructs, 

dimensions and measures that have been established in previous studies are 

given in Table 5.2 to support the choice of measures.  
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Table  5.2: 
Concepts, constructs, dimensions, and measures 

CONCEPTS CONSTRUCTS DIMENSIONS MEASURES 
Dispositional job-
related affective 
well-being. 

Positive Affect. 
Negative Affect. 

Interested, Distressed, Excited, Upset, 
Strong, Guilty, Scared, Hostile, 
Enthusiastic, Proud, Irritable, Alert, 
Ashamed, Inspired, Nervous, 
Determined, Attentive, Jittery, Active, 
Afraid. 

20-item Positive and Negative 
Affect (PANAS) scale. 

Job-related affective 
well-being. 

Enthusiasm, Depression, 
Anxiety, Relaxation. 

Gloomy, Calm, Anxious, Enthusiastic, 
Motivated, Worried, Restful, Tense, 
Depressed, Optimistic, Relaxed, 
Miserable. 

12-item Four Factor Congeneric 
Measurement Model of Affective 
Well-being (Sevastos, 1996). 

Job Satisfaction. Intrinsic Job Satisfaction.  Intrinsic Job Satisfaction - utilisation of 
skills, amount of job complexity and 
opportunities for control, amount of 
responsibility and challenges.  

7-item subscale (Sevastos, 1996; 
Cook et al., 1980a).  

Contextual 
Performance. 

Managers' Contextual 
Performance. 

Persisting, Volunteering, Helping, 
Following, Endorsing. 

Self-devised 22-item scale of 
managers' contextual performance 
developed from Borman & 
Motowidlo's (1997) 5-dimension 
taxonomy. Items from Konovsky & 
Organ (1996), Organ & Lingl 
(1995), Brush (1993), Podsakoff et 
al. (1990). 

Task Performance. Managers' Task Performance. Planning, Guiding, Training, 
Communicating, Representing, 
Technical, Administrating, Maintaining, 
Coordinating, Deciding, Staffing, 
Persisting, Stressing, Committing, 
Monitoring, Delegating, Influencing, 
Interpreting, Organisational 
Effectiveness.  

Self-devised 75-item scale of 
managers' task performance 
developed from Borman & Brush 
(1993) 18-dimension taxonomy. 
Subscale items developed to 
measure 'Judgement' and 
'Organisational Effectiveness' 
(Quinn, 1996). 

As stated in Chapter 1, this study extends upon Wright and Staw's (1999ab) 

research by more reliably measuring state affect (mood) and managers' 

performance. Ledford also determined that the "most important problem to 

address in research on the happiness-productivity connection is the 

operationalisation of the two key constructs" (1999: 30). Wright and Staw 

considered that their "data might have been stronger had there been better 

calibration in the measurement of mood and rated performance" (1999: 11). 

A test-retest reliability measure is appropriate when the attribute being 

measured is not expected to change over time (Hinton, 1995; Stone, 1987). 

Both measures of affective well-being used in the Wright and Staw (1999a,b) 

study achieved acceptable test-retest reliability. Wright and Staw (1999a,b) 

considered this indicated a stable disposition to certain levels of happiness. 

However, they used a dated and inappropriate unipolar measure of 

dispositional affect, the Index of Well-being (Berkman, 1971a,b). Wright and 

Staw justified using this scale on the basis that it provided a "more general or 

open-ended horizon" (1999: 11). However, this description does not necessarily 

equate with pure dispositional affect and suggested that something else was 

actually being measured. 
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Acceptable alpha test-retest reliability coefficients (Price & Mueller, 1986; 

Cronbach, 1984) of α = .74 (study 1) and α = .77 (study 2) were reported for 

Berkman's index (Wright & Staw, 1999a,b). These reliability coefficients for the 

Berkman index were a standard deviation (α = .74 and α =.77) less than the 

PANAS test-retest reliability alphas of α =.91 (T1) and α =.86 (T2) for PA α =.93 

(T1) and α =.90 (T2) for NA (Wright & Staw, 1999a,b). This result indicated that 

the PANAS scale had superior psychometric thresholds when compared to 

Berkman's index.  

Alpha coefficients for Berkman's index were also lower than those reported for 

published bipolar affect instruments with superior psychometric properties. 

Alphas reported for bipolar affect (Depression-Enthusiasm/Anxiety-

Contentment) scales by Sevastos (1992) and Warr (1990) are given in Table 5.3.  

Table  5.3: 
Alphas for bipolar affect scales 

 α 
Enthusiasm-Depression 

α 
Anxiety-Contentment 

Sevastos (1992) .85 .82 

Warr (1990) .80 .76 

Of particular concern was the lack of conceptual congruence between the 

units of analysis, highlighted as a methodological problem in Section 5.1. The 

terms productivity and performance were undefined by Wright and Staw 

(1999a,b) and used interchangeably. See Section 3.3.1 for definitions. 

Generally, productivity is used for assessments undertaken at the 

organisational level, rather than at the individual level. In this study, the 

notion of performance is defined and measured at the individual level to be 

consistent with the literature. 

Warr's Vitamin Model formed the theoretical foundation for this study. 

Instruments with high construct validity were used or developed to measure 

affective well-being and intrinsic job satisfaction. Several previously published 

scales were incorporated in the questionnaire, and questions were specifically 

devised for this study. This approach was used to increase the convergent 

validity to establish when the results from the measurements are highly 

correlated, thereby indicating that they are measuring similar constructs 

(Burns & Groves, 1987). 
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Two measures of the affective well-being scales were used: PANAS, and the 

Four Factor Model of Affective Well-being. 

Positive And Negative Affect (PANAS) 

PANAS, a dispositional measure of affect, was incorporated into this 

questionnaire as a control variable. Using a multiformat measurement and 

CFA, Barrett and Russell (1999) resolved the paradox of bipolarity and 

independence of PANAS. Barrett and Russell (1999) concluded that "[v]alence 

was found to be independent of activation, positive affect the bipolar opposite 

of negative affect, and deactivation the bipolar opposite of activation" (p. 967). 

Valence and activation measures were accounted for by the dimensions 

underlying Watson et al's. (1988) PANAS. As such, affect can be structured 

into two dimensions, each being bipolar and each being independent of the 

other. Thus, affect was found to consist of a two dimensional space (which is 

independent) with every dimension being bipolar.  

There are a number of alternatives for operationalising PA and NA. PANAS 

scales capture the high poles of PA (enthusiasm) and NA (anxiety) but not the 

low poles (low activation or arousal) that define depression and fatigue. PA and 

NA are correctly operationalised (Diener & Russell, 1998), when it captures PA 

motivational and emotional states that are approach-related (i.e., moving 

towards a goal), while NA is associated with forms of NA that are withdrawal 

related (i.e., withdrawal from sources of aversive stimulation). Cortical 

mechanisms have been proposed by Davidson and colleagues (1988) to 

support these relationships. Appendix 5 details the physiological basis of 

affect. 

Depending on the time instructions used, PANAS may also be used to measure 

dispositional affect (Watson & Tellegen, 1988). Respondents rated the extent to 

which each item best indicated how much they generally felt each different 

affect, on a 5-point Likert scale ranging from 1 (Not At All or Slightly) to 5 

(Extremely). Correlations of NA and PA are unaffected by rated time frames, 

and "stability coefficients of the general ratings are high enough to suggest 

that they may in fact be used as trait measures of affect" (Watson & Tellegen, 

1988: 1065). Reliability of the PA and NA scales were shown by Watson and 

Tellegen (1988) to be unaffected by the time instructions. 
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State and trait affective well-being are distinguished when respondents 

indicate how anxious they were over longer time periods, such as the past 

months, or generally, as opposed to how they feel right now, today, or this 

week. Short-term instructions, like 'right now', are sensitive to mood. Negative 

affect measures show trait-like stability when long-term instructions, such as 

'in general' are given (Watson, Clark & Tellegen, 1991) that are related to self-

reports of job stressors, such as role overload (Burke, Brief & George, 1993; 

Brief, Burke, George, Robinson & Webster, 1988). 

Wright and Staw (1999a,b) assumed that PANAS may only be used as a state 

measure of affect, which mainly denotes activation rather than hedonic tone. 

However, Wright and Staw observed that "[c]onspicuously missing from the 

PANAS scale are items such as 'happy', 'contented', 'pleased', 'unhappy' " 

(1991: 16) and these "pleasantness items avoided by Watson's PANAS measure 

may be precisely the descriptors needed for predicting employee performance" 

(1999a,b: 16). The Four Factor Model of Affective Well-being complemented 

and extended the constructs measured by PANAS. 

Two Factor Bipolar and Four Factor Models of Affective Well-being 

Affective well-being constructs of the Two factor Bipolar and Four Factor 

Models of Affective Well-being are derived from a recognised theory base that 

closely aligns with Warr's Vitamin Model and incorporates the research 

relevant to the affective well-being of employees. Previously developed 

instruments, with high construct validity, have been used in the Australian 

context to measure affective well-being (Sevastos, Smith & Cordery, 1992; 

Sevastos et al., 1990).  

De Jonge et al. (1995) and Sevastos, Smith and Cordery (1992) have 

established the reliability and construct validity of Warr's (1990) affective well-

being measures. Although not specifically developed for managers, these 

instruments are well regarded for collecting data across employment 

categories. Given the quality of research into these constructs, it was 

reasonable to accept that the Two Factor Bipolar and Four Factor Models of 

Affective Well-being would reliably measure managers' affective well-being.  

Scales developed by Warr (1990a) are work-based, rather than clinically 

oriented, and are capable of measuring bipolar affective well-being 

(Enthusiasm-Depression and Anxiety-Contentment). These scales are 
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sufficiently developed and validated to serve as a framework for conceiving and 

assessing affective well-being constructs in relation to the model being tested. 

Affective well-being was measured using four factoral independent scales 

(Enthusiasm, Depression, Anxiety and Relaxation) to tap the entire affective 

space originally developed by Warr (1990a), and later refined by Sevastos 

(1996) and Sevastos et al. (1992).  

Both the Two Factor Bipolar and Four Factor Models of Affective Well-being 

tap low activation and the arousal affect space (Refer to Figure 2.4). Measures 

of hedonic tone may be improved by using existing validated scales. The Four 

Factor Model of Affective Well-being scale taps hedonic tone using the 

Enthusiasm factor (i.e., 'enthusiastic', 'motivated', 'optimistic' items) and the 

Relaxation factor (i.e., 'calm', 'restful' and 'relaxed' items). This addressed 

Wright and Staw's (1999) criticism of PANAS, by providing a state measure of 

affect, which denotes hedonic tone, suitable for predicting employee 

performance.  

Participants were asked to reflect on the "last few weeks" (state affect) to 

indicate "how much of the time their job made them feel each of the 

following?" In contrast to the other scales, a 6-point Likert scale was used, 

with options ranging from 1 (Never), 2 (Occasionally) 3, (Some of the Time), 4 

(Much of the Time), 5 (Most of the Time) to 6 (All the Time). 

Intrinsic job satisfaction 

Job satisfaction was assessed using a 15-item global index originally 

developed by Brayfield and Rothe (1951) and refined by Cook et al. (1981a). 

This scale is often used in management studies and has acceptable 

psychometric properties (Jamal, 1997a,b). A Likert-type scale is used with a 1-

to-5 response option, ranging from Strong Agreement to Strong Disagreement. 

The intrinsic job satisfaction subscale has well-established construct validity 

(Sevastos, 1996; Cook, et al., 1981a). Intrinsic job satisfaction is used to 

emphasise job characteristics that involve personal achievements and task 

success, as opposed to extrinsic job satisfaction characteristics, that focus on 

pay or working conditions (Warr et al., 1979). The intrinsic job satisfaction 

subscale has been used in the Australian context in conjunction with 

measuring affective well-being by Sevastos (1996) and Sevastos, Smith and 

Cordery (1992).  
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In summary, this discussion considered specific methodological issues 

impacting on the happy-productive worker thesis. Wright and Staw's (1999) 

study was critiqued, and one of the measures of affective well-being, 

(Berkman's index) was found to be inappropriate for this study. Intrinsic job 

satisfaction, PANAS and The Four Factor Model of Affective Well-being were 

used in conjunction to provide psychometrically robust measures of 

dispositional and state affect that also denoted hedonic tone suitable for 

predicting employee performance.  

Items for the questionnaire were derived from established affective well-being 

and job satisfaction scales: the Four Factor Congeneric Model of Job-related 

Well-being (Sevastos, 1996); PANAS (Watson & Clark, 1984), and job 

satisfaction (Sevastos, 1996; Cook, et al., 1981a). 

Managers' contextual performance scales were devised by the researcher 

based on Borman and Motowidlo's (1997) 5-dimension taxonomy. The task 

performance scales used Borman and Brush's (1993) 18-dimension taxonomy 

of managerial performance. Subscale items were developed to measure 

Organisational Effectiveness and Judgement for the pilot questionnaire. 

5.4 Expert review and pilot 
The expert review and pilot study aimed to:  

• refine the instructions for completing the questionnaire; 

• improve the quality of items included in the measurement instrument; 

• reduce the number of managers' contextual and task performance 
items; and 

• ensure all the necessary biodata was requested. 

Even with the limited sample size of a pilot survey, it is advisable to ensure the 

instruments used in the pilot questionnaire are reliable (Zikmund, 1994). The 

validity of affective well-being scales used is already well established. 

Therefore, only the managers' performance items were scrutinised for face 

validity, and content reliability, to verify the instrument measured the relevant 

content and to ensure the method of measurement matched the expected 

outcome (Zikmund, 1997).  

See Table 5.4 for details of the samples used for the expert review and pilot.  
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Table  5.4 
Samples used for expert review and pilot 

RESPONDENTS 

SAMPLE TOTAL REPRESENTATIVENESS and PURPOSE 

Expert Review 18 Experts in area 
Clarification and consistency with the literature 
Improvements to items and instructions 
Face validity and content reliability 

Pilot 31 Convenience sample  
Variable and factor reduction 
Face validity and content reliability 

At least one and preferably two rounds of data collection of draft versions are 

recommended for new instrument development (Sackett & Larson, 1991). 

During this process items need to be added, deleted and modified to achieve 

conceptual consistency and appropriate psychometric characteristics. 

Questionnaires were issued in a declarative mode (i.e., by already stating a 

position or direction of attitude) and reviewers were informed that the items 

were under development (Converse & Presser, 1986).  

5.4.1 Expert review 

Academics and some Human Resource managers (18) commented about the 

clarity of the Managers' Well-being and Performance Questionnaire. An 

information sheet describing this research project, and instructions for 

reviewers was attached to a letter accompanying the questionnaire (see 

Appendix 17). Suggestions for improvements to questions and instructions 

were requested. Reviewers were asked to annotate and complete the 

questionnaire if they wished, but not to distribute it. 

Expert reviewers also mentioned that the questions were consistent with the 

literature and well laid out. Overall, the reviewers considered the 

questionnaire was too long and complicated, especially Part II, Managers' 

Performance, and remarked that the questionnaire required a high level of 

cognitive processing. Several reviewers suggested that the effort required to 

complete the questionnaire would restrict the data obtained, a prediction that 

was partially correct, even after the questionnaire was re-configured. 

Where appropriate, suggestions for improvements to items and instructions by 

reviewers were incorporated into the pilot questionnaire. This work was guided 

by Spector's advice to compose items that are "clear, concise, unambiguous 
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and as concrete as possible" (1992: 11). Ambiguous instructions at the 

beginning of the questionnaire and contextual performance section were 

modified from the feedback received. Items were changed to improve the 

grammar, brevity, and clarity of the language. 

Particular problems arose with the contextual performance items. Some of the 

wordings of these items were awkward and ambiguous. Others asked several 

questions within one item. These sub-clauses were simplified to form items 

that expressed only one idea, without damaging the intent of the scales. For 

example, item 3.1 in the pilot, "Developing and maintaining smooth and 

effective working relationships with superiors, peers and subordinates' was 

simplified because "smooth and effective working relationships" were 

potentially mutually exclusive. Also, managers could have different "working 

relationships' with either 'superiors, peers and subordinates", when "co-

workers" was considered to be more appropriate term. Item 11 in the final 

version of the questionnaire was simplified to read "Maintain effective working 

relationships with co-workers". A balance was sought between keeping the 

scales consistent with the literature and achieving ease-of-use. 

One important suggestion made by an expert reviewer was to include a 

measure to control for dispositional affect, such as the PANAS scale, in the 

measurement instrument. In addition, several expert reviewers reinforced the 

importance of evaluating the behaviour of the focal persons' (managers) 

performance by their superiors. 

See Table 5.5 for the Expert Review items.  

Table  5.5: 
Expert Review items 

CONSTRUCT SCALE EXPERT 
REVIEW 

n 

Four Factor Model of Affective Well-being 12 18 

Positive And Negative Affect Scale 20 18 

Affective 
Well-being 

Intrinsic job satisfaction 7 18 

Contextual Performance 70 18 Managers' 
Performance Task Performance 115 18 

TOTAL  224  
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5.4.2 Pilot 

A pilot of the questionnaire was conducted in May 1998 with a sample of 32 

managers, using a non-probability sampling technique to ensure the sample 

selected was based on the appropriate characteristics of the sample members 

(Zikmund, 1994). See Section 5.3. Another source of information was the final 

open-ended section of the questionnaire, which asked "Are there any 

comments you wish to make about your working environment or your job 

performance?" and "Are there any issues you consider we have not covered in 

this questionnaire?" Where appropriate, the final version of the questionnaire 

incorporated written suggestions made on the pilot questionnaire and 

discussions with pilot participants, such as the rating format. 

Pilot scales 

A mix of 5, 6 and 7-point scales was used in the pilot. Several respondents 

commented that the different scale formats (5, 6, 7-point options) complicated 

an already demanding questionnaire. To provide uniformity, the 7-point 

response formats were changed to a uniform 5-point response scale except for 

the Four Factor Model of Affective Well-being scale, which required a 6-point 

scale. It was necessary to maintain the properties of these scales because they 

formed the basis for measuring Warr's Vitamin Model. Adopting a more 

consistent scale format made it unnecessary to compress and normalise the 

different scales (from a 7 to a 5 point scale) before analysing the data. 

However, this did reduce the range of the responses. 

The contextual and task items developed from the Borman and Brush (1995) 

and Borman and Motowidlo (1993) taxonomies overlapped. This was expected 

because managers' performance is a multidimensional construct. 

Concentrating on specific dimensions of managers' performance was a way of 

improving the reliability of these subscales. The language and intent of these 

items was kept consistent with the taxonomies from which they were derived. 

Redundant items (repetitious, negatively worded, or not achieving the required 

alphas) were re-worked to eliminate ambiguity and overlap between contextual 

and task subscale items. Respondents to the pilot questionnaire suggested 

that a more logical progression of the items was to place the contextual 

performance scale before the task performance scale.  
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Scoring answers 

Factor analysis on scales with negatively worded items are likely to result in 

factors being identified that are an artefact of negative keying (Schmitt & 

Stults, 1985). Negatively worded items were only used where appropriate (e.g., 

PANAS), in the questionnaire to reduce response bias. In addition, active 

tenses and positive wording of items were incorporated, as recommended for 

studies of this kind (e.g., Cordery & Sevastos, 1993). Negatively worded items 

were re-written to avoid this occurring.  

5.4.3 Analysis of pilot results 

Refer to Appendix 18 for details of the psychometric qualities of the scales 

used in the pilot. See Sections 5.8, 6.6 and 6.7 for details of methods used to 

analyse the pilot data.  

Affective Well-being  

The Two Factor Bipolar Model of Affect achieved an α =.87 for Depression-

Enthusiasm and α =.83 for Anxiety-Contentment. The alpha across the scale 

was α =.87, almost identical (α =.85) to those reported by Sevastos et al. 

(1992). The PANAS scale (Watson et al., 1988) was added for an α =.80, overall 

and α = .89 for Positive Affect (PA) and α = for .82 Negative Affect (NA), to 

bolster the dispositional affective well-being aspect of the questionnaire. 

PANAS items provided a measure of affective well-being that was stable and 

enduring (Wright & Staw, 1999a,b).  

The GHQ (α =.84) scale was retained for the final questionnaire but was 

excluded from further analysis. The 12-item version of the GHQ possesses 

adequate reliability and validity (Goldberg & Williams, 1988). However, it is 

essentially a negatively orientated clinical scale that only taps the affective 

space represented in the left side of the horizontal axis in Figure 2.4. 

Essentially, the GHQ was developed for clinical practice, prompting Warr to 

develop a measure of the construct affective well-being for the non clinical 

population. 

Notwithstanding the original clinical intention for developing the GHQ, it has 

been widely studied in work settings as a dependent measure for work-related 

studies into mental health (Murphy & Athanasou, 1999: 88). The GHQ is 

intended for detecting non-psychotic disorders, such as feelings of strain, 
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depression, inability to cope, anxiety-based insomnia and inability to sleep 

(Clark et al., 1995; Banks, Clegg, Jackson, Stafford & Wall, 1980; Goldberg, 

1972).  

Like Berman's index (c.f. Wright & Staw, 1999), the GHQ used items that 

confound affective constructs, such as depressed and unhappy. This was 

contrary to the philosophical and empirical basis of this study. Also, Warr 

(1990a) found the Two Factor Bipolar Model of Affect significantly correlated 

with scores on the GHQ. As expected, there was a great deal of overlap with 

GHQ and other affective well-being constructs, so it was excluded from the 

final data analysis, to reduce 'noise' in the data.  

Intrinsic job satisfaction 

The intrinsic job satisfaction scale achieved an α =.86. A higher score on the 

intrinsic job satisfaction scale indicated a higher degree of job satisfaction. As 

noted in Chapter 2, intrinsic job satisfaction included features inherent in a 

job, such as utilisation of skills, amount of job complexity and opportunities 

for control, amount of responsibility, and level of challenges.  

Managers' performance questionnaire 

The Managers' Performance Questionnaire expert review and pilot scale (1 - 

Outstanding, 2 - Excellent, 3 - Very Good, 4 - Good, 5 - Acceptable, 6 - Fair, 7 - 

Poor, to N/A - Not Applicable) appeared balanced, but the responses were 

overly positively distributed possibly due to an over-estimation of managers' 

self-rated performance, an outcome predicted by attribution theory. A solution 

to managers' over-estimating their performance resulted in negatively skewing 

the rating scale to account for managers over-rating their performance. See 

Section 5.8. 

Principal Components Analysis (PCA) with Varimax rotation was used for the 

EFA to indicate high and low variable loadings on predicted factors. The final 

item for each section was used to elicit an overall assessment for each 

dimension. This was useful for cross-checking factor loadings for this newly 

devised scale. In principle, all the preceding items should have been equivalent 

to this dimension. Items comprising these dimensions were meant to represent 

the composite rating for each manager on each separate item. In the final 

version of the questionnaire, the overall assessment dimension stem was 

deleted, because it was redundant. Re-running the factor analysis, without 
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items with low coefficients and the overall stem, resulted in slightly lower 

alphas than with the original version. The consolidated scores were also 

slightly lower because the overall assessment items for each dimension were 

not reloaded when the final version was run.  

Managers' contextual and task performance subscales 

Alpha coefficients for managers' contextual and task performance dimensions, 

exceeded the .7 alpha test, ranging from α =.78 to α =.97 (Price & Mueller, 

1986; Cronbach, 1984). Internal consistency and reliability for all managers' 

task performance items yielded strong loadings, indicating that the scale was 

reliable (see Appendix 18). Such high alphas could also be attributed to the 

high case-to-item ratio. With a few subscale modifications, most managers' 

task performance items loaded on each of the predicted dimensions. Items 

with the lowest loadings were deleted to increase the reliability of the 

subscales.  

Considerable effort was expended on refining the measurement instrument 

scales. As Zikmund advised, "many experts in survey research believe that 

improving the wording of questions can contribute far more accuracy than can 

improvements in sampling" (1994: 321). The re-wording was expected to 

improve the face validity of the items and improve the reliabilities of the 

original scales. Refer to Section 5.4.1 Expert review for examples. 

Contextual performance subscales 

Most changes were made to managers' contextual performance items. This 

process involved deleting those items not conceptually congruent with this 

study. The scales were refined to eliminate ambiguous wording, to reduce 

potential respondent misunderstanding, and to reduce the length of items 

used for the final version of the questionnaire.  

The context performance subscales were factorally inadequate. Several items 

did not consistently load onto the predicted dimensions and exhibited low 

communality relative to other items (Hair, Anderson, Tatham & Black, 1995). 

This may have been caused by items being drawn from a number of sources in 

the literature not specifically developed for managers.  

A number of managers' contextual performance items loaded on two factors, 

indicating a lack of consistency with the dimension being measured. These 
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items were systematically excluded. Inflated alphas for the subscales were 

likely to be partly a result of the high item-to-case ratio. Gradually, the sum of 

each subscale was modified to indicate that each intended dimension was 

measured (Hair et al., 1995).  

Other items were modified or incorporated into more compatible subscales. In 

particular, the Helping and Cooperating subscales were negatively worded and 

seemed overly long. Also, the Following Organisational Rules and Procedures 

subscales contained items that were conceptually unsuited to managers in 

this form, and required substantial editing. Items in the self-developed 

subscale Judgement and Backing Judgement were inconsistent with contextual 

constructs, so they were integrated into the Decision-making and Problem-

solving dimensions for the final version of the task performance scale.  

Task performance subscales 

Items were developed to measure Quinn et al's. (1994) construct Contribution 

to Organisational Effectiveness. See Section 3.5.3. These items were more 

consistent with the Borman and Motowidlo taxonomy and ultimately formed 

the final dimension (19th) of the task performance scale.  

See Table 5.6 for a comparison of the number of instrument indicators for the 

expert review and pilot items.  

Table  5.6: 
Comparison of expert review, pilot items instrument number of indicators 

 
CONSTRUCT 

 
SCALE 

EXPERT 
REVIEW 

 
n 

 
PILOT 

 
n 

Four Factor Model of Affective Well-being 12 18 12 29 

Positive And Negative Affect Scale 20 18 20 29 

Affective 
Well-being 

Intrinsic Job Satisfaction 7 18 7 31 

Contextual Performance 70 18 67 20 Managers' 
Performance 

Task Performance 115 18 102 21 

Biodata  NA 18 19 21 

TOTAL  224  227  

Eventually, the final version of the questionnaire was reduced from a total of 

224 items for the expert review, 227 items for the pilot and 155 for 

instrumentation items, including the addition of 19 biodata questions. Table 

5.7 compares the final analysis of the expert review, pilot and instrumentation 

items.  
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Table  5.7: 
Expert review, pilot and instrumentation items 

 
CONSTRUCT 

 
SCALE 

EXPERT 
REVIEW 

 
n 

 
PILOT 

 
n 

INSTRUM
ENTATION 

 
n 

Four Factor Model of Affective Well-being 12 18 12 29 12 200 

Positive And Negative Affect Scale 20 18 20 29 20 200 

Affective 
well-being 

Intrinsic Job Satisfaction 7 18 7 31 7 200 

Contextual Performance 70 18 67 20 22 179 Managers' 
Performance 

Task Performance 115 18 102 21 75 171 

Biodata  N/A N/A 19 NA 19 N/A 

TOTAL  224  227  155  

Refer to Appendix 18 for details of alpha coefficients and response rate for 

expert review and pilot subscales. 

5.5 Development of the measurement instrument 

5.5.1 Managers' performance 

Despite the extensive research into the construct 'performance', there "appears 

to be no instrument available to tap job-related competence ... for both shop-

floor and managerial employees" (Warr, 1992: 11). Managers' performance was 

defined in terms of observed behaviour to ensure that the appraisal process 

was simple and obviated the need for psychological tests of underlying skills 

and traits. In addition, performance ratings based on observed behaviour are 

less controversial and more robust.  

Attempts to identify a unidimensional general factor that reflects managers' 

performance generally have failed due to lack of a common framework for 

considering the underlying dimensions of the performance requirements of 

managers' jobs. As indicated in Chapter 3, there is merit in distinguishing 

between managers' contextual and task performance, when conceiving and 

measuring job performance.  

Given the inadequacy of instruments available to measure managers' 

performance, there was a compelling case for developing an instrument based 

on Borman and Motowidlo's (1997) contextual taxonomy and Borman and 

Brush's (1993) task taxonomy. Thus, managers' performance items were 

devised by the researcher from the literature to incorporate items designed to 

measure both contextual and task performance domains. Managers and their 

superiors were presented with 19 subscales designed to assess achievements 
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on a range of job tasks. Additional items were adapted from OCB measures for 

the five contextual performance subscales (Konovsky & Organ, 1996; Organ & 

Lingl, 1995; Podsakoff et al., 1990). See Appendices 10 and 11. 

Two new dimensions were incorporated into the Managers' Performance 

Questionnaire task subscale, to measure the constructs Contribution to 

organisational effectiveness (Quinn, 1995) and Judgement. Authorities in the 

field (e.g., James, Mulaik & Brett, 1982), recommended that at least three, and 

preferably four indicators (items), should be used to ensure the construct 

validity of each new factor. 

The 'bandwidth versus fidelity' trade-off is relevant to this analysis (Cronbach, 

1984). This instrument was developed to be consistent with Hogan and 

Robert's contention that "prominent researchers in I/O consider the 

bandwidth of all job performance measures to be broad and advocate multiple 

and complex predictors to map the criterion space" (1996: 630). When 

measuring job performance, relatively narrow bands have been found to 

produce unreliable tests and reliable tests have resulted from broad bands 

(Murphy, 1994).  

Internal consistency (or fidelity) can be increased for a scale by narrowing the 

scope of the measure (bandwidth). 'What is traded off in 'bandwidth fidelity' is 

gained in useability (Hogan & Roberts, 1996). However, a narrow bandwidth 

measure is as useful as a broadband measure with greater measurement error 

(Cronbach, 1984). In these circumstances, a slightly lower reliability may be 

acceptable (Cronbach, 1984).  

Managers' performance rating scale 

Simple to use instructions, with a clear frame of reference, were given in the 

questionnaire. Respondents were asked to, "Select the option that best 

describes each behaviour or task described using a 5-point Likert scale (1 - 

Poor, 2 - Acceptable, 3 - Very Good, 4 - Excellent, 5 - Outstanding, 6 - Not 

Applicable)." Both the contextual and task performance subscales used the 

same scale and provided the same instructions to participants. 

Likert scales were developed that were negatively skewed for the managers' 

performance scales, since it was apparent from the pilot that managers' 

responses were being distributed toward the positive end of the scale. The 
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scale was more negatively skewed to accommodate the possibility that, 

according to attribution theory, managers may overestimate their 

performance. Questionnaire instructions were consistent with Cammock et 

al's. recommendation that raters be directed to "avoid giving generalised high 

or low ratings but to focus on the specific behaviours or characteristics 

described by the statement" (1995: 464). Without this in mind, respondents 

were also asked to "[p]lease avoid giving generalised high or low ratings. Focus 

on the specific behaviours or characteristics described by the statement." 

Operationalising the definition of managers' performance made it necessary to 

assess behaviours that discriminated the performance of managers who were 

judged as excellent performers (effective managers) from those who were 

judged as average, or poor performers (less effective managers). See Appendix 

6. To reduce the halo effect, Cammock et al., "expressly cautioned respondents 

against giving generalized high or low ratings" and "to focus on the specific 

behaviours or characteristics described by the statement" (1995: 464).  

In summary, the scales used in the final questionnaire, except for managers' 

performance, are available in the source documents and have been used 

previously in occupational psychology research. Affective well-being scales are 

psychometrically robust and some (e.g., Two Factor Bipolar and Four Factor 

Models of Affective Well-being, Job Satisfaction) have been used with Western 

Australian samples, though not explicitly with managers. The items were 

consistent with instruments administered by Sevastos (1996), Warr (1990a, 

1994), Sevastos, Smith and Cordery (1992), and Kelloway, Peterson and 

Barling (1991) to ensure comparability with previous studies.  

The final questionnaire was designed to collect information to test the 

hypotheses and the Model. The final version of the Managers' Performance 

Questionnaire and the Managers' Performance and Well-Being Questionnaire 

contextual and task subscales were both designed and developed to produce 

the measurement instrument (see Chapter 6), with reference to the applicable 

literature. Thus, managers' performance was measured using an instrument 

with convergent validity (see Zikmund, 1997; Hair et al., 1995). 
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5.6 The sample 

5.6.1 Categorisation of managers' jobs 

The Australian Standard Classification of Occupations (ASCO, 1986) is 

appropriate for determining the tasks allied with managers' job-families, since 

this research investigated Australian managers. ASCO provided descriptions of 

the tasks performed by Australian managers. These job dimensions are 

statistically robust and have been field-tested with industry training bodies, 

unions, employer and professional organisations, to verify the construct 

validity (ASCO, 1996; Pithers, Athanasou and Cornford, 1996). ASCO is 

concordant with the Australian and international occupational statistical 

classifications, such as International Standard Classification of Occupations 

(ILO, 1988).  

There was considerable utility in focusing on the managerial category of 

middle managers. As a target group to investigate, Peterson, Smith, Akande, 

Ayestaran, Bochner and Callan (1995) have noted that, "Studying middle 

managers reduces the occupational and organizational effects found to 

influence work values, norms, and beliefs" (1995: 436). Upper middle and 

middle managers are located between executives and first-level superiors, 

indicating there is minimal variance between job profiles of both groups 

(Spencer & Spencer, 1993).  

Table 5.8 defines and details the categories of Australian managers.  

Table  5.8: 
Categories of Australian Managers 

LEVEL DESCRIPTOR (ASCO, 1996) SPECIALIST MANAGERS DEFINITIONS (Karpin, 1995) 

Top Chief Executive Officer 
Executive Director 
President 
Vice-President 

Strategic position at or above general managers level, 
controlling substantial resources and personnel. 

Upper middle Senior Manager 
Managing Director 

Major responsibility at a senior level for implementation, 
which may require control of resources and/or personnel. 

Middle Superintendent Above direct supervision of employees and below 
department, function or area responsibility. 

Frontline Co-ordinators 
Firstline manager 
Forepersons 
Leading hands 
Supervisors 
Team leaders 

Responsible for a number of work-groups or teams. 
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Managers were logically clustered into four levels: top, upper-middle, middle 

and first-line. Managers were classified into job families based on ASCO's 11 

functional categories to identify respondents undertaking specialist 

managerial jobs, such as those with a technical or creative role. In addition, 

Karpin (1995) provided a useful framework for differentiating managers' jobs 

consistent with ASCO. 

5.6.2 Unit of analysis 

Maintaining a consistent unit of analysis is important for industrial 

psychological studies (Cooksey & Gates, 1996). Crossing unit of analysis 

boundaries, from psychological to organisational levels, had the potential to 

threaten the internal consistency of this study. Herein was a critical 

methodological challenge, as noted in Chapter 4, managers' performance is 

determined at both the individual and organisational level. 

An organisation's competitive productivity is generally accepted as the 

fundamental strategic unit of analysis for strategic theorists (Hamel & 

Prahalad, 1989). Ideally, managers' performance should be linked to 

organisational productivity to gain and sustain competitive advantage (Pfeffer, 

1994; Porter, 1990). In contrast, research into affective well-being is focused 

on the individual unit of analysis. Therefore, relating managers' affective well-

being, intrinsic job satisfaction and performance to organisational productivity 

is an extremely difficult association to measure, that is normally not 

undertaken in studies of Organisation Behaviour or Occupational Psychology.  

Rather than begin at the organisation's aggregate level (the nomothetic 

approach), this study integrated managers' performance at the individual level 

because it is "critical to study and understand human behaviour and 

experience at the idiographic level [in terms of individual behaviour] before we 

aggregate what is learned to make nomothetic statements" (Cooksey & Gates, 

1996: 20, citing Brunswick, 1956). To avoid introducing confounding variables 

into the study, the units of analysis adopted were kept comparable to assist in 

resolving the conflict between the upper and lower boundaries of this study.  

Individual-level measures of managers' performance were developed because 

directly measuring the impact of managers' performance at the organisational 

level was not possible. This ensured that the associations between individual 
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managers' affective well-being and performance could be reliably measured. 

Thus, items incorporated into the final instrument served to indirectly indicate 

managers' contributions to organisational productivity. 

5.6.3 Cross-sectional data 

Hypotheses detailed in Chapter 4 permitted testing of the model using a cross-

sectional methodology. Cross-sectional designs are the dominant method for 

studies involving managerial behavioural outcomes and are sufficient to 

suggest research propositions that deserve further attention (Martin & Wall, 

1989; Zikmund, 1994). Research designs based on single samples, with self-

reported variables, are able to produce worthwhile statistical patterns between 

variables. A limitation of previous studies in this area has been the reliance on 

cross-sectional information that relies on one source of data. Similarly, single-

source method may not necessarily generate causal inferences that extend our 

understanding about organisational behaviour. Section 7.2 critiques the 

methodology.  

An inherent weakness in the Wright and Staw (1999a,b) study was the 

reliance on a single source of report of performance. In the Wright and Staw 

study only superiors' ratings (from two superiors) were used for an entire 

sample (a public sector social welfare department). This cohort may have been 

pre-disposed to reporting affect due to the nature of the work undertaken. 

Supervisory performance evaluations used in the Wright and Staw (1999a,b) 

study were developed in conjunction with management, without input from 

the employees being rated. No congruence was established between self and 

other rated performance.  

Self-administered questionnaires were used to collect the data for this study, a 

common method for collecting survey data for reaching a geographically 

dispersed sample at a relatively low cost (Zikmund, 1994). Managers' affective 

well-being, intrinsic job satisfaction and performance were measured using 

self-report. Superiors' appraisal was used to simultaneously assess managers' 

individual performance. This method of collecting data is compatible with the 

intent of this study. 

Questionnaires containing variables with theoretical significance were 

administered to a purposive sample of managers (Zikmund, 1994). The 
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population for this study was defined as middle managers in Australia and the 

sampling frame was managers' within Western Australian organisations who 

responded to the invitation to be involved in the study. Nineteen major 

organisations participated in the study. These organisations were selected 

from a variety of industries to ensure that the sample was representative of 

different Australian managerial positions in private, public and third sector 

organisations.  

5.6.4 Demographics 

Demographic variables were included in the final version of the questionnaire 

to obtain information about gender, education, marital status, seniority, 

length of service, hours of work, employment type, managerial category and 

career stage (Zikmund, 1994). These questions were used to determine if 

significant individual demographic differences existed between the 

participants. The second question required respondents to indicate how many 

years in total they had worked as managers, in this or other organisations. 

Ages were calculated from birthdates.  

5.6.5 Recruitment of participants 

Several methods were used to recruit participants for the study. Proximity, 

and the willingness of organisations to be involved in the study was a practical 

consideration. Large and medium-sized businesses and government agencies 

located in Western Australia were selected. Agencies selected for inclusion in 

this study had participated in management education conducted by the 

Australian Institute of Management and the former Management Development 

Institute of The University of Western Australia. The largest private companies 

in Western Australia were identified by the Western Australian Department of 

Commerce and Trade.  

Organisations were selected by distributing a letter of invitation to be involved 

in this study. The letter of invitation was usually received by, or referred to, 

each organisation's Human Resource Department, or the equivalent (see 

Appendix 16). Presentations to participants in the study were made by the 

researcher to approximately 150 graduate business administration and 

commerce students from The University of Western Australia's Graduate 

School of Management and Curtin University's Graduate School of Business. 
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Despite initially agreeing to be involved in the study, five organisations (a 

University, two large private sector organisations and a large public sector 

agency) withdrew due to prior commitments with similar research 

collaborations.  

In most cases, the Manager or Director of the respective Human Resources 

Department conferred with the head of the organisation before agreeing or 

declining to become involved. After agreeing to participate in the study, the 

designated Human Resources contact, and sometimes the head of an 

organisation, arranged for the letter of invitation, or a version of it, to be 

distributed by hard copy or e-mail to managers. Others distributed a revised 

version, either on their own letterhead or electronically. Under the 

circumstances, this method of recruiting participants into the study was the 

most efficient way of obtaining the sample.  

Human resource personnel within each participating organisation acted as 

organisational 'gatekeepers'. They were also largely responsible for promoting, 

and sometimes defending, the value of the study with internal management. 

Concern was expressed about the intrusion of the questionnaire into 

managers' work time. In some cases, Human Resource Managers were keen to 

be involved (e.g., two large private sector organisations), but senior 

management declined the offer, attributing the reluctance to competing 

priorities on their time. Every organisation the researcher contacted indicated 

that they were inundated with requests from universities to be involved in 

survey research. As a consequence, the researcher was fortunate to obtain a 

sample in a small state like Western Australia (1.8 million inhabitants).  

5.7 Administering the questionnaire 
The questionnaire was administered with assistance from senior management 

and Human Resource managers. The questionnaire, a pre-addressed return 

envelope, and a covering letter signed by the researcher or a senior manager in 

the organisation concerned, were sent to all managers of participating 

organisations via the internal mail system.  

Managers' individual performances were simultaneously measured by self-

ratings for affective well-being, intrinsic job satisfaction and performance. 

Superiors rated managers' performance on identical contextual and task 

performance items, using a separate questionnaire. Copies of the 
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questionnaire were also sent directly to individual participants from mailing 

lists provided by each organisation. Individuals in some organisations (e.g., a 

large public sector agency) were sent questionnaires, derived from mailing lists 

provided to the researcher. The covering letter explained the purpose of the 

study and stressed that all responses were confidential and anonymous (see 

Appendices 16, 19 and 20).  

Completed questionnaires were returned directly to the researcher by mail to 

ensure confidentiality. Verbal assurances of confidentiality of responses given 

to participants, either by telephone, or in person by the researcher, were 

consistent with those made in the written materials. Confidential coding of 

responses was used so that no respondent could be identified. 

Questionnaire return rates varied widely across organisations - from 7 to 88%. 

The bulk of the questionnaires were received from seven organisations. Higher 

response rates were obtained from smaller organisations. The modest overall 

return rate of questionnaires (26%) may be attributed to a combination of 

factors: 

• the sensitive nature of the questions asked; 

• the length of the questionnaire and complexity of the questions; 

• voluntary participation;  

• managers' workload; 

• internal communications of the participating organisations; and 

• the adverse impact of economic circumstances on organisational 
dynamics of the private sector. 

Prevailing organisational dynamics (downsizing and re-structuring), combined 

with the economic environment at the time, may also have contributed to a 

lower rate of returns of the questionnaire than anticipated. Organisational 

restructuring at the time of the survey was indicative of the uncertain career 

prospects of managers in Australian public and private sector organisations. 

Private sector managers also commented about the constant pressure to 'do 

more with less', and their susceptibility to stochastic economic upheavals.  

Every organisation involved in the study commented about how the timing of 

the administration of the questionnaire had corresponded with various forms 

of organisational upheaval being experienced at this time. Approximately 85% 

of Human Resource or Senior Managers (CEO, ED, MD, DG) indicated, at the 
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initial contact, that their organisation might not have been suitable for this 

study, because they were currently undergoing considerable change. 

During the data collection period: 

• a large multinational company involved with the study downsized by 
approximately one third; 

• crude oil prices dropped over 50%, reducing a major source of the 
multinationals' revenue;  

• managers working on projects at the aforementioned multinational 
as contractors, or on secondment from parent organisations 
(approximately 30%), were treated as temporary employees and were 
excluded from participation in the study. 

Obtaining superior appraisals of managers' performance was also very 

difficult, as this e-mail from one of the major participating organisations 

illustrated:  

Unless you are able to identify the individuals and request them to ask 
their manager to complete the survey I'm afraid I don't think you will get it. 
I have sent a note out to all managers supporting the survey and 
indicating that it was important for both questionnaires to be completed 
and attached it to your letter. I do not feel that I can do more now - 
particularly as I am up to my knees in alligators as are most people in a 
large multinational organisation with our 20% cost reduction challenge. 

(e-mail, large multinational resource organisation, 26/2/99) 

Moreover, during the second wave of data collection, the Western Australian 

State Public Service issued a directive to all employees to take all accrued 

leave during late 1999 and early 2000 (West Australian, 2/3/99: 12). These 

events resulted in a substantial loss of data (>40 cases of superiors' ratings). 

5.7.1 Data collection 

There were two main administrations of the final questionnaire, one in October 

1998 and the other during January 1999. Questionnaires were also 

distributed, on request, to individual managers during this period. Reminder 

letters and e-mails were sent for non-returns at various intervals after the time 

of expected return of the questionnaire. This minimised the possibility of time 

delays in administering the instrument becoming a confounding variable.  

Follow-up letters for non-completed matched questionnaires were sent directly 

to the relevant managers, or on one occasion to their superiors (see Appendix 

17). Despite early setbacks, like the late withdrawal of two large organisations, 

the study received considerable support and expressions of interest from a 
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wide range of organisations. However, administrating and collecting the data 

was more difficult than anticipated.  

The questionnaire addressed issues for which the participants were likely to 

have strong feelings. Managers were unlikely to be indifferent about their 

affective well-being, intrinsic job satisfaction or their performance. For 

example, one Shire Council, and a large, state-based company, withdrew 

support for the study, after managers expressed apprehension about providing 

the information requested in the questionnaire. Hostile responses to the 

questionnaire had the potential to contaminate the results and lead to a loss 

of support from participating organisations. Given these dynamics, the 

researcher limited follow-up letters and e-mails for non-replies (i.e., 1,271).  

Bearing these developments in mind, the date for completing the questionnaire 

was extended to 19 February 1999. Additionally, four large and diverse 

organisations belatedly decided to join the study in early 1999, so the deadline 

was further extended to 31 of March 1999, to permit the inclusion of data 

from these organisations. Overall, these extensions did not interfere with the 

synchronous collection of data that ensured the comparability of responses to 

the measures. 

In summary, the strategies used resulted in a reasonably ordered, though 

somewhat discontinuous, collection of data. A key tactic was to ensure that 

senior management's support for the study was conveyed to managers in order 

to maintain the confidentiality of individual responses. The modest 

questionnaire response rate may be attributed to the sensitive nature of the 

information being collected; organisational dynamics; economic 

circumstances; time of administration; and the length of the questionnaire. 

5.8 Data analysis techniques 
In order to test hypotheses without ambiguity it was essential to establish the 

structural congruence between managers' perception of performance ratings 

and superiors' rating of their performance.  

There were four aspects to the analysis of managers' performance: 

1) EFA was used to determine the items that formed the factors of 
superiors' perceptions of managers' performance. 

2) CFA was used to test the invariance analysis of the items and factors. 



137 

3) MTMM analysis was used to cross-validate the structure and 
robustness of the items and factors identified in the CFA. 

4) The major analysis of both the affective well-being and managers' 
performance variables was undertaken using canonical correlation 
and standard multiple regression. 

A reliable and valid measure of managers' performance was important for this 

study. Performance measures are notoriously value-laden, especially when 

self-assessed. Triangulation of methods is recommended for new lines of 

research (Sackett & Larson, 1991). There was a necessity to use different ways 

of viewing the phenomena under investigation to obtain a robust assessment 

of factors critical to managers' performance (Bandura & Wood, 1989; Wood & 

Bandura, 1989).  

5.8.1 Multi rater and multi source assessment v  
self-assessment 

Empirical evidence was sought to ensure that the instruments measured the 

constructs they purported to measure. Evidence of construct validity is 

required when instruments that comprise several subscales exhibit a well-

defined factor structure consistent with the underlying theory (Byrne, 1996). 

Mills (1984) has documented the difficulties involved with achieving scale 

construct validity when attempting to measure managers' performance.  

There is a tendency, in the literature and practice, to use multiple perspectives 

of performance. Moreover, as managers' performance is contextual, it was 

desirable to have subjective (self-report) and normative (organisation specific) 

measures of performance. Potential gains in accuracy from using multisource 

ratings of managers' performance needed to be balanced against the pragmatic 

considerations of implementing this methodology in organisations that are 

inexperienced in the process. In these circumstances, multisource ratings may 

have resulted in less consistent ratings of managers' performance than with 

traditional superior appraisal, and/or self-report. 

The following decision rules were used to determine the appropriate clusters of 

variables on the basis of a correlation matrix: a factor analysis was conducted 

using eigenvalues for determining the number of factors. In addition, a scree 

test was undertaken to help interpret the eventual factor solution. This 

approach is recommended for detecting structures with manifest 

intercorrelations between variables (Schwizer, 1992). 
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5.8.2 Measurement Model 

Exploratory Factor Analysis  

A factor analysis was conducted before modifying or deleting redundant 

performance items. Factor analyses were used to re-define and compose the 

managers' performance scales. The value of factor analysis for theory 

development depends on the manner in which it is implemented (Cattell, 1978; 

Comrey, 1978).  

The following methodological issues were incorporated into the factor analysis 

(Fabringer, Wegener, MaCallum & Strahan, 1999: 273): 

• The size and nature of the indicator variables that are included in the 
study and the nature of the sample used. Indicator variables were 
included in the instrument devised by the researcher.  

• EFA is the appropriate form of the analysis for the goals of the 
research; the specific procedure to fit the model to be tested. 

• How many factors to include in the model and the method for rotating 
the initial factors?  

Fabringer, Wegener, MaCallum and Strahan noted that such "decisions have 

important consequences for the results obtained" (1999: 273). A priori, 5 

contextual and 19 task performance factors were predicted from the data.  

Factor analysis 

Each scale, subscale and item was separately analysed for communality, 

eigenvalue, percentage of variance, and cumulative variance. Before 

conducting the Maximum Likelihood Estimation (MLE), the distributions for 

each of the variables were examined for general normality, for the presence of 

outliers and errors in coding, and for missing data. This process was repeated 

for the composite variables. Overall, the data were suitable for calculating 

Pearson product-moment-correlations for the EFA.  

Maximum Likelihood Estimation 

Factor analysis is appropriate for deriving dimensions for theoretical purposes 

that are uncontaminated by unique or error variance (Tabachnick & Fiddell, 

1998). Therefore, factor analysis was used to identify latent variables (common 

factors) that account for correlations among measured variables.  
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MLE was used to compare the managers' self-report and superiors' report 

data. Hair et al. stated:  

[m]aximium likelihood estimation (MLE), the most common estimation 
procedure, has been found to provide valid results with a sample size as 
small as 50, but a sample size this small is not recommended. It is 
generally accepted that the minimum sample size to ensure appropriate 
use of MLE is 100 to 150. 

(1995: 605) 

MLE is a more effective factor analysis for using only eigenvalues >1. 

Maximum Likelihood (ML) assumes that the data being analysed are 

multivariate normal. ML represents and separately estimates the unique 

portion of each variable measured. ML has more restricted assumptions and 

only analyses shared variance (latent dimensions). The ML begins with the 

input of Pearson product-moment correlation using squared multiple 

correlations to make initial estimates of communality. Theoretically based 

solutions, uncontaminated by unique and error variability, are produced by 

ML (Hair et al., 1995).  

Factor Rotation 

An oblimin rotation was used because of the hypothesised intercorrelation 

among constructs (Cordery & Sevastos, 1993). An oblique or oblimin (as 

opposed to an orthogonal) rotation more realistically portrays correlated data 

and is suitable for interpreting the rotated solution, since it "provides a more 

accurate representation of how constructs are likely to be related to one 

another" (Fabrigar et al., 1999: 282). Oblique rotations more accurately 

represent the clustering of variables because they are theoretically related to 

the underlying dimensions and show the magnitude of factor interrelations 

(Hair et al., 1995). Coates and Steed concluded, "if the ultimate goal of the 

factor analysis is to obtain several theoretically meaningful factors or 

constructs, an oblique solution is appropriate. " (1999: 111).  

An oblimin solution provided a more meaningful result for this data because 

differences between high and low loadings are more readily interpretable in the 

pattern matrix. Factors may correlate with one another when an oblique 

rotation is used, so oblique rotations tend to produce items with lower 

loadings due to the lower communalities of the variable (Coates & Steed, 

1999). Thus, item loadings for oblique solutions may be interpreted at lower 

levels than for those using orthogonal rotations.  
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Factors were rotated until each item was clearly loaded onto a construct. A 

factor was deemed to reflect a particular construct, when three or more items 

had loadings of ≥.30 on a factor, and no loadings ≥.30 on any other factor 

(Tabachnick & Fiddell, 1998). Moreover, 'pure' variables load ≥.30 or higher on 

only one factor, whereas complex variables have loadings ≥.30 on more than 

one factor. Factors with eigenvalues greater than one were retained, except 

when the scree plot indicated more factors were present. Items that did not 

meet this criteria were deleted.  

Scree test 

Depending on the circumstances, the scree test sometimes provides a better 

indication of underlying factors than other methods (Catell, 1964). Scree tests 

also assist in identifying the optimum number of factors that could be 

extracted before the amount of unique variance begins to dominate the 

common variance structure. Scree tests are an appropriate adjunct to 

eigenvalue analysis for selecting the number of factors (Holmes-Smith, 1998; 

Kiln, 1994; Catell, 1964). Eigenvalues were compared with Catell's Scree plot 

to determine the numbers of factors to retain. Extracting components with 

eigenvalues >1.0 overestimates or underestimates the appropriate number of 

factors to retain (Hakstian, Rodgers & Cattell, 1982; Tucker, Koopman & Linn, 

1969).  

Internal reliability 

Cronbach's alpha coefficients is the most common way of calculating internal 

scale reliability (Price & Mueller, 1986; Cronbach, 1984). Alpha coefficients 

were calculated for each scale and subscale in the questionnaire, to decide 

which items to delete, modify and check for congruence with the underlying 

dimensions. An internal reliability ≥.7 is acceptable for most psychological 

scales, which may be reduced to .6 in factor analysis  (Hair et al., 1995). 

However, a value of <.5 is usually considered unacceptable (Cronbach, 1984).  

Statistical power and factor loadings 

Criteria for judging the significance of factor loadings are provided by Hair et 

al.:  
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(1) the larger the sample size, the smaller the loading to be considered 
significant; (2) the larger the number of variables being analyzed, the 
smaller the loading to be considered significant; (3) the larger the number 
of factors, the larger the size of the loading on later factors to be 
considered significant for interpretation. 

(1995: 12) 

Sample size, alpha and effect size were all analysed concurrently to achieve a 

threshold of 80% statistical power. However, factor analysis is particularly 

susceptible to sample size effects (Hinkin, 1995). Over 200 responses of 

managers' performance were used to maximise statistical reliability and power. 

Clearly, the number of variables (97) relative to the subsample size (200) was 

going to result in an 'overfitting' of the data, a good fit to the sample that is not 

generaliseable to the population (Tabachnick & Fidell, 1998). Therefore, the 

subsample for the EFA was split into those variables predicted to load 

separately onto the contextual and task dimensions. 

Factor loadings usually have considerably larger standard errors than typical 

correlations and should therefore be assessed at stricter levels (Bentler, 1988). 

Guadagnoli and Velicer (1988) considered that a sample size of 150 is 

sufficient for an accurate solution in factor analysis, provided the items are 

strongly correlated. Comrey and Cooper (1992) considered that solutions with 

high loading markers, or pure variables (>.80), require samples of above 150 to 

be suitable for factor analysis.  

Variable loadings of .50 are recommended by Hair et al. (1995) for a sample of 

120 (.4 for 200) to maintain a statistical power level of 80% based on a .05 

significance level (α). According to Hair et al., "a .30 loading translates to 

approximately a 10% explanation, and .50 loading denotes that 25% of the 

variance is accounted for by one factor [and a] loading must exceed .70 for the 

factor to account for 50% of the variance" (1995: 111). Factor loadings of 50% 

are considered by Hair et al. (1995) as being practically significant, 40% to be 

important and 30% to meet minimum requirements for samples of over 100.  

These recommendations are consistent with Comrey and Lee (1992), who 

calculated more precise cut-off values, and argued that a loading exceeding 

±.71 (representing 50% of overlapping variance) is excellent, ±.63 (40% of 

overlapping variance) is very good, ±.55 (30% of overlapping variance), ±.45 

(20% of overlapping variance) fair, and ±.32 (10% of overlapping variance) is 
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poor. For newly devised performance scales, it was considered acceptable to 

retain items that loaded ≥ .30, and did not cross-load ≥ .30 on other factors. 

Confirmatory Factor Analysis power 

To determine whether a hypothesis about a model is acceptable, adequate 

power needs to be demonstrated. Power analysis for tests of model fit requires 

the specification of null and alternative hypotheses that translate into an effect 

size (i.e., the extent to which the null hypothesis is incorrect). MacCallum et 

al. (1996) have developed calculations for power and determination of sample 

size. Power of .80 is achieved when the null hypothesis is ≤.05, and the 

alternative hypothesis is ≥.08, with an alpha level of .05. All model fit 

evaluations were based on the MacCallum et al. (1996) guidelines to 

demonstrate adequate power and sample size influencing the root mean 

squared error of approximation (RMSEA), an index of model fit. 

5.8.3 Confirmatory Factor Analysis 

Bentler and Chow (1987) have asserted that larger sample sizes  (>400) are 

required for accurate CFA parameter estimates. However, Boomsma and 

Molenaar (1986) and Hoetler (1983) recommended that a minimum of 200 

subjects is a satisfactory sample size for CFA. Structural Equation Modelling 

(SEM) is growing in importance in the social sciences because confirmatory 

methods "provide researchers with a comprehensive means for assessing and 

modifying theoretical models" (Anderson & Gerbing, 1988: 411).  

The main focus of SEM analysis was to establish the extent that the 

hypothesised model 'fits' or adequately describes the sample data. A number 

of criteria are necessary to assess the adequacy of the fit of the model overall 

and on an individual basis. CFA allows the modelling of covariation among 

constructs. Widaman's (1985) guidelines were used to test for evidence of 

construct validity of managers' performance using a CFA framework. 

Analytical methods used to conduct CFA using SEM are provided, including a 

general coverage of the fit indices applicable to this study. EFA may be used 

for model specification prior to cross-validation with CFA, "particularly with 

varimax rotation of principal axes factors" (Gerbing and Hamilton, 1996: 72). 

ML with oblimin rotation was used in preference to varimax rotation because it 

is more rigorous for this particular type of study.  



143 

SEM may be used for theory testing and development of application and 

prediction models. Theory testing and development "emphasizes the transition 

from exploratory to confirmatory analysis" (Jöreskog & Wold, 1982: 270), while 

application and prediction "is primarily intended for causal-predictive analysis 

in situations of high complexity but low theoretical information" (1982: 270). 

The distinction between EFA and CFA is an important methodological 

consideration. Gerbing and Hamilton (1996) argued that these distinctions are 

somewhat arbitrary. 

Most uses of "confirmatory" factor analysis are, in actuality, partly 
exploratory and partly confirmatory in that the resultant model is derived 
in part from theory and in part from a respecification based on the 
analysis of model fit. 

(1996: 1) 

An EFA results when the number of factors is not specified a priori. A factor 

analysis is essentially exploratory because individual items are not forced onto 

an appropriate factor. EFA is appropriate in the early stages of scale 

development because CFA does not indicate how well items load on non-

hypothesised factors (Kelloway, 1995). EFA was therefore appropriate for 

developing the managers' contextual and task performance subscales prior to 

CFA for testing.  

In contrast, CFA occurs when the number of factors is specified a priori, such 

that the number of factors is known and individual items are attached to each 

factor. CFA is preferred when there is a well-developed underlying theory for 

hypothesised factor loadings (Hurley et al., 1997). A substantial theory base 

underlying a measurement model, as with the managers' performance model, 

is required before analysing data using CFA (Williams, 1995). This technique 

is used to confirm that the factors that have been constructed to adequately fit 

the data. 

The independence of the dimensions of the subscales was tested through CFA, 

using the EQS computer program, which permits parameter estimates to be 

restricted to remain within reasonable bounds (Bentler & Wu, 1995; Harris, 

1993), and deals effectively with negative error variance (Harris & 

Schaubroech, 1990; Rindskopf, 1984). EQS does not allow error variances to 

become negative and adjusts the offending parameters. Also, EQS adjusts the 

non-multivariate normality of the data through the S-Bχ2 using the ML 

method of estimation.  
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Byrne considered that the S-Bχ2 performs "as well, or better than the usual 

asymptotically distribution-free ... methods generally recommended for non-

normal multivariate data" (1994b: 293). Byrne also observed that:  

EQS uses an estimation method that assumes the data are multivariate 
normal but bases evaluation of model fit on a test statistic that has been 
corrected to take nonnormality into account.  

(1995: 148) 

Satorra and Bentler's (1988a,b) S-Bχ2 statistic therefore incorporates a scaling 

statistic if distributional assumptions are violated. Such a computation 

accounts for the model being tested, the estimation method, and the sample 

kurtosis values. The S-Bχ2 is a reliable test statistic for evaluating covariance 

structure models under various distributions and sample sizes. 

EQS was used to establish the measurement model of managers' performance, 

and to determine the structural relations among the factors (Anderson & 

Gerbing, 1988). An appropriate covariance matrix was used to obtain 

maximum likelihood parameter estimates. The measurement model represents 

the confirmatory measurement or factor analysis which "specifies the relations 

of the observed measures to their posited underlying constructs", according to 

Anderson and Gerbing (1988: 411). Bollen and Long (1993) also recommended 

using multiple measures of fit to evaluate models. The Psychological 

Association's Standards (1985: 9) stated that constructs inherent in any 

measure should be embedded within a conceptual framework, "no matter how 

imperfect that framework might be". 

5.8.4 Statistical analysis using SEM 

In this study, it was important to empirically demonstrate the veracity of 

managers' ratings of contextual and task performance. In particular, it was 

necessary to establish whether managers rated their contextual and task 

performance differently compared with their superiors, in terms of convergent 

validity, methods effects and discriminant validity. Methodological hypotheses 

are developed and tested in Chapter 6 to establish the structure, the most 

reliable indicators and the shared meaning attributable to dimensions of 

managers' contextual and task performance. 

SEM was used to establish the relationships amongst factors to eliminate 

measurement error to leave only residual common variance. Tabachnick and 
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Fidell advised that when "phenomena of interest are complex and 

multidimensional, SEM is the only analysis that allows complete and 

simultaneous tests of all the relationships" (1998: 712). The factoral validity of 

managers' performance was tested using analysis of covariance structures 

within a CFA framework (Byrne, 1994a).  

Contemporary restricted models, which use confirmatory analysis, offer a 

useful way of approaching the latent structure of the managers' performance 

domain. CFA procedures are used to test the validity of hypotheses and 

factoral structures across groups, using rigorous statistical procedures, to 

provide evidence of convergent and discriminant validity within the framework 

of a MTMM model (Byrne, 1994). 

When instruments comprise several subscales, construct validity is evident 

when the scales demonstrate a well-defined factor structure consistent with 

the underlying theory (Byrne, 1994). To establish the independence of 

responses, all observations must also be independent (Hair et al., 1995). As 

such, it was necessary to establish congruence between focal persons' 

(managers) and superiors' rating of performance. The structure of the CFA 

indicates which of the factors are measuring the same construct. See Section 

7.4.  

A parsimonious number of factors, particularly for task performance, were 

required, to include in the model to be tested. Specific procedures to fit the 

structured model of managers' performance were applied. These dimensions 

were confirmed through multi-sample analysis and cross-validation 

techniques of managers' self-ratings and superiors' ratings. The factor 

structure of the measurement instrument was examined using EFA and CFA 

analyses on data obtained from subsamples 1 and 2. CFA tests of the 

measurement models and invariance analysis involved double the number of 

responses when managers' and superiors' responses were combined.  

A CFA was conducted to test if the measurement model for managers' 

performance represents independent factors. These analyses were applied to 

different subsamples, to evaluate the generalisability of the measurement 

model. The invariance of the measurement model was examined, across 

managers and superiors groups, to establish whether the meaning of the 

performance constructs were the same.  
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An instrument was designed to measure eight dimensions of managers' 

performance. The focus on factoral validity aimed to test hypotheses related to 

the factoral structure being studied. Specifically, each CFA seeks to determine 

the extent that items actually measure the predicted factors. Subscales of the 

measuring instrument are meant to represent factors, so that all items 

comprising a particular factor load on the related factor. The viability of the 

CFA procedure depends on the accuracy of the factors specified, a priori as a 

factor structure grounded in theory or empirical research.  

5.8.5 Multitrait-Multimethod Method (MTMM) 

A CFA framework was used to model multiple traits that were assessed by 

multiple methods. MTMM tests hypotheses arising from complex model 

structures provided a means of testing the construct validity of hypotheses 

(Byrne, 1994). Several approaches to MTMM have evolved (c.f. Schmitt & 

Stults, 1986). Of these approaches, those based on covariance structures have 

gained considerable support, particularly the general CFA approach to MTMM 

(Byrne, 1994). 

This application of MTMM was based on work by Byrne (1994) and Byrne and 

Goffin (1993), designed to assess the concordance of multiple prominent 

covariance structures. A CFA approach that assumes trait and rater variance 

combine additively was adopted, in preference to the Composite Direct Model, 

which assumes a multiplicative approach. Goffin and Jackson (1992) have 

found support for the Composite Direct Model, but acknowledge that the 

technique provides only a proportion of true score variance.  

5.8.6 Canonical correlation 

Canonical correlation is a "multivariate statistical model that facilitates the 

study of interrelationships among sets of multiple dependent variables and 

multiple independent variables" (Hair et al., 1995: 444). For studies with 

multiple dependent and IVs, canonical correlation is the "most appropriate 

and powerful technique" (Hair et al., 1995: 444). Canonical correlation is 

suitable for assessing the relationship between metric IVs and multiple 

dependent measures to ascertain the strength and the nature of the defined 

relationship (Hair et al., 1995). 
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Canonical correlation answers two related research questions. First, what is 

the degree of the relationship between the sets of variables (e.g., predictors 

and criteria), and second, what is the nature of the relationship between these 

sets of variables?  The latter attempts to establish the number of dimensions 

and the underlying dimensions that explain these relationships. Optimal 

dimensionality is identified by a canonical correlation to maximise the 

relationship between each set of independent and DVs. Measures of the 

relative contribution of each variable to the canonical functions are then 

extracted.  

Canonical correlation extends multiple linear regression from a single criterion 

variable to multiple criteria variables. To be effective, each set of variables 

must have theoretical meaning. This technique is well suited to predicting 

multivariate criterion measures, such as job performance (Bobko, 1990), and 

for omnibus testing, where a set of continuous predictor variables, such as 

affective well-being, are related to criterion variables, like job performance 

(Larzelere & Muliak, 1977).  

Sets of DVs and IVs were regressed to maximise the correlation between linear 

composites. In the process, a number of pairs of canonical variates (functions) 

were generated. Canonical variates are based on the correlation between 

canonical variates. One variate is for IVs and the other for DVs. These variates 

are derived to maximise the correlation. Variable weights are selected by 

simultaneously forming two sets of weights that accentuate the correlation 

between the two resultant composites between the IVs and the DVs. If residual 

variance between the two sets of variables still exists after the extraction of 

both the first canonical variate and the second canonical variate, the process 

continues until all variance is extracted.  

All linear composites are a differential weighting of all variables. Each linear 

composite of the IVs is a reduction of the set of IVs to a single independent 

composite variable. Similarly, each linear composite of the DVs is a composite 

of the DVs to a single DV. The correlation coefficient between the two linear 

composites is the measure of the degree of association between the two sets of 

independent and DVs, for the given weightings. The canonical variates are the 

particular linear combinations of a set of weightings that maximise the degree 

of association between the two sets of variables. 
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Statistical significance conventions apply for testing the number of canonical 

variate pairs. For the purposes of the study, only statistically significant 

canonical variates were considered for further analysis. First, all pairs were 

taken together to test for independence between the two sets of variables. 

Second, all the pairs were then tested by removing the first and most 

important pair of canonical variates. Third, the test was repeated with the first 

two pairs removed, and so on. Only the first two pairs of variates were 

interpreted because canonical correlations are reported in descending order of 

importance (Tabachnick & Fidell, 1998).   

Data gathered from the questionnaires were combined into unweighted 

composite scores and used when the two sets of variables had equivalent 

status, so that no clear-cut distinction was made between DVs and IVs (Cliff, 

1987). Managers' performance indicators were assigned standardised 

coefficient weights. As with factor loadings, canonical loadings are computed 

using Pearson product-moment correlations between each variable and its 

respective canonical composite. Each performance dimension with an 

eigenvalue above one was weighted (values attributed) to calculate unique 

variance.  

Composite canonical measures are estimated by multiplying the standardised 

scores on the original DVs (Z scores). Standardised canonical coefficients used 

to weight these scores (Tabachnick & Fidell, 1998). Standard multiple 

regressions were then calculated between the composite DV (canonical variate) 

and the set of IVs to ascertain the significance levels and direction of the beta 

coefficients. Variables for a canonical correlation need not be normally 

distributed, although inferences about the number of significant canonical 

variate pairs are assumed to be multivariate normal. Canonical correlation is 

enhanced when the variables are normally distributed, homoscedastic and 

have a linear relationship.  

Limitations of canonical correlation that impact on the interpretations of 

results are summarised by Hair et al. (1998. 455): 

1) The canonical correlation reflects the variance shared by the linear 
composites of the sets of variables, not the variance extracted from the 
variables. 

2) Canonical weights derived in computing canonical functions are 
subject to a great deal of instability. 
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3) Canonical weights are derived to maximise the correlation between 
linear composites, not the variance extracted. 

4) The interpretation of the canonical variates may be difficult because 
they are calculated to maximize the relationship, and there are no aids 
for interpretation, such as rotation of variates, seen in factor analysis. 

5) It is difficult to identify meaningful relationships between subsets of 
independent and dependent variables because precise statistics have 
not yet been developed to interpret canonical analysis, and we must 
rely on inadequate measures such as loadings and cross loadings. 

Tabachnick and Fidell (1996) concluded that "[In] its present stage of 

development, canonical correlation is best considered a descriptive technique 

or a screening procedure rather than a hypothesis testing procedure" (p. 196). 

Standard multiple regression enhances the interpretability of the results of 

canonical correlation.  

5.8.7 Standard multiple regression 

Multiple regression analysis is a statistical technique for analysing the 

relationships between a single dependent (criterion variable) and several 

predictor variables (Hair et al., 1995). The regression analysis procedure 

ensures the maximum prediction from the set of IVs by weighting each IV. A 

standard multiple regression was used on the predictor variables to test the 

specified hypotheses. Standard multiple regression analysis is used to predict 

DVs from the knowledge of one or more IVs (Tabachnick & Fidell, 1998). 

Affective well-being and intrinsic job satisfaction were designated as the IVs 

and contextual and task managers' performance as the DVs. As established 

earlier, managers' performance was predicted to be multidimensional, so the 

issue of how to combine factor scores for assessing their performance needs to 

be addressed. For this to be achieved, composite variables must be combined 

linearly to calculate a comparative assessment of performance.  

In a standard multiple regression all the IVs are entered into the regression 

equation at once. Standard multiple regression makes it possible, through 

squared semi-partial correlations, to assess regression with each IV as though 

each had been entered into the regression after all the other IVs had been 

entered into the computation. Each IV is evaluated separately to ascertain how 

it adds to predicting the DVs. The linear combination of IVs that best predicts 

the DVs is formed into the regression variate by the set of weighted IVs (Hair et 

al., 1995). Thus, both the full correlation and the unique contribution of IVs 
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need to be interpreted for standard multiple regression (Tabachnick & Fidell, 

1998). 

Normally, the research strategy for exploring the predictive power of sets of IVs 

is conducted within a DV's context (e.g., affective well-being, intrinsic job 

satisfaction, etc). This procedure is expected to identify how well each DV may 

be predicted from a set of IVs. Such an approach is unsatisfactory because 

when a large number of analyses are involved, with each DV the prevalence of 

Type I errors are likely to rise (Tabachnick & Fidell, 1998). Invariably, the 

majority of DVs in studies of this nature are intercorrelated (e.g., PANAS and 

other conceptually related affective well-being measures), and would therefore 

show considerable shared variance. With the weighting of the performance 

variables into two composites, orthogonal to each other, through canonical 

correlation only two standard multiple regressions are necessary rather than 

eight separate analyses. 

In summary, the statistical analytic methods included: EFA; CFA, canonical 

correlation; and standard multiple regression. Differences between EFA and 

CFA analysis were explained, including why the latter was used to ensure the 

independence of the measures. CFA was used to ensure the independence of 

the measures of managers' performance. This included a justification for the 

analytical methods used to conduct the CFA using SEM. Appropriate fit 

indices for this study were considered. A general coverage of the fit indices 

that are appropriate when reporting the results of CFA with SEM was 

included.  

The next section scrutinises the methodological constraints of this study. 

5.9 Methodological considerations 

5.9.1 Choice of research methodology 

Quantitative social science research has well documented limitations. This 

section identifies the methodological constraints inherent in the design of this 

study, which relied primarily on cross-sectional, questionnaire data. Studies 

in Organisational Behaviour often use a correlation methodology (Mathieu & 

Zajae, 1990).  
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Constrained sampling frame 

The sampling frame was constrained to managers from organisations based in 

Western Australia. A larger, more diverse sample would have improved the 

statistical power of the study. Behavioural research data is generally not 

normally distributed (Micceri, 1989). Data collected for this study were 

therefore expected to be non-normal. Obtaining random samples of a broadly 

defined target population and universe such as managers is extremely difficult 

(Sackett & Larson, 1991). As a consequence, most organisational research is 

conducted with non-representative samples (cf. Dipoye & Flanagan, 1979).  

Cross sectional and longitudinal designs 

There are substantial difficulties in monitoring the work output of employees 

so that affect and performance can be precisely linked. As Wright and Staw 

noted, "performance in most work settings was not easily delimited in time" 

(1999: 16). Accurately measuring performance, in an organisational context, 

would require data to be collected over many years and at several time 

intervals. Individual and organisational level variables of managers' 

performance have typically been measured simultaneously, making it difficult 

to discern a psychologically meaningful period within which this construct 

may be measured. Typically, performance ratings are infrequent events 

intended to reflect many months, or even years, of work.  

Longitudinal studies have been suggested as a way of reducing the limitations 

inherent in cross-sectional studies, such as the empirical validation of causal 

inferences (Frese & Zapf in Cooper & Payne, 1988). Generally, longitudinal 

designs are preferred to cross-sectional research designs because they are 

believed to have the capacity to examine causal relationships between work 

outcomes (Randall, 1990). However, longitudinal research designs do not 

necessarily ensure the establishment of causal relationships (Meyer & Allen, 

1997), an empirical causal sequencing of effects (Kelloway & Barling, 1991), or 

add greatly to an understanding of how behavioural causes originate (Cooper 

& Payne, 1988).  

However, a cross-sectional approach is acceptable for exploratory studies. 

Longitudinal studies are likewise prone to contamination by such 

measurement error. Longitudinal designs do not assist in accounting for the 

phenomena of ratees (superiors) rating participants (managers) higher on 



152 

contextual performance simply because they like the ratees (Organ & Paine, 

1999). Factors such as the likeability of ratees, introduces another distortion 

when rating contextual performance.  

The majority of empirical research on stressors and health is cross-sectional. 

Applying longitudinal designs does not necessarily solve the problems inherent 

in cross sectional designs (Williams & Podsakoff, 1989). Zapf, Dorman and 

Frese (1996) concluded from a review of the literature on longitudinal studies 

in organisational stress that reverse causation and third party variables (eg. 

social desirability, acquiesce and NA) do not automatically prove causality or 

reject third party variable explanations. Moreover, Zapf et al. (1996) argued 

that the exaggerated influences of mood in cross-sectional designs have a two-

fold effect in longitudinal studies. Mood works like error variance to alleviate 

observed effects because this aspect of affect is governed by the stability of the 

independent variable.  

Longitudinal information was required to establish whether the flow of 

relationship is from affective well-being, intrinsic job satisfaction to 

performance. There were practical impediments to collecting longitudinal data 

in this study. Contemporary organisations are experiencing volatile dynamics, 

as detailed in Chapter 1. In consequence, managers involved in this study may 

not be performing the same job for the duration of a longitudinal study. Also, 

some of the organisations were in the process of being restructured or, in one 

case, ceased to exist before the study was completed.  

The desire for additional data had to be balanced with the possibility that 

more data collection had the potential to antagonise some managers, which 

could have jeopardised the validity of the data collected. Informal discussions 

with participating organisations indicated that a second round of data 

collection would have received an unfavourable reception from both 

participating organisations and individual managers. In all, there was no clear 

advantage to justify further intrusion into managers' time. A longitudinal 

design may not have contributed enough to the plausibility of the affect-

performance phenomena to justify further interruption of the organisations 

involved in the study. Collecting longitudinal data was beyond the scope of 

this study because it was an exploratory investigation into the plausibility of 

the relationship between managers' affective well-being, intrinsic job 

satisfaction and their performance. 
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Multirater and multisource assessment v self-assessment 

A reliable measure of managers' performance was important for this study. 

Difficulties involved with achieving construct validity, when attempting to 

measure managers' performance, has been documented by Mills (1984). 

Performance measures are notoriously value-laden, especially when self-

assessment is used. This has resulted in a growing preference, in the literature 

and practice, for the use of multiple perspectives of performance.  

There are potential gains in accuracy when using multisource ratings of 

managers' performance. Multirater, multisource assessment (360 degree 

appraisal) has recently become a popular, but poorly understood management 

and organisational intervention (Church et al., 1997). Multisource 

performance feedback is based on the assumption, derived from measurement 

theory, that observations of individuals, made from multiple sources, will 

result in more accurate assessments of individual performance (Church, 

1997).  

This preference for multisource assessment needs to be balanced against the 

pragmatics of implementing such methodology with organisations that are 

inexperienced with the process. Multiple source assessment of performance is 

resource intensive and requires commitment of executive management to be 

implemented. Given the highly-sensitive nature of this research, and the 

inexperience of some of the participating organisations in using multisource 

feedback, there were serious methodological impediments with this approach. 

In this scenario, multisource ratings have the potential to result in less 

accurate ratings of managers' performance, than would traditional downward 

appraisal, or self-report. 

A comprehensive metanalysis of the literature by Kluger and De Nisi (1996) 

revealed that performance was not always improved by multisource feedback 

interventions. Also, the literature indicates that people perceive that upward 

appraisal systems have many negative consequences (De Nisi & Mitchel, 1978; 

Kane & Lawler, 1978). As London et al. (1997) argued, multisource feedback 

essentially depends on the extent that raters and ratees are "accountable for 

applying the process in a serious and meaningful way" (1997: 163). Given the 

exigencies of this study, this outcome could not have been achieved within a 

reasonable time span with the participating organisations. 
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Practitioners (Antonioni, 1997) and researchers (Church, 1997) have advised 

against the overzealous application of multisource appraisal. Tsui (1988) has 

warned of the problem of poor inter-rater reliability or equivalence (entailing 

two observers measuring the same evert) amongst multiple assessments of 

managerial performance. Raters who agreed to be given multisource feedback 

have been found to be more positively disposed to upward appraisal and felt 

more confident in the accuracy of their performance (Westerman, 1997).  

There is a substantial existing literature about the two dimensions (contextual 

and task) of managers' performance. Studies that have investigated the effects 

of affect (feelings of liking or disliking) and contextual performance on 

superiors and peer ratings of task performance have indicated that when 

superiors rate staff members' overall performance, they weight contextual 

performance as highly as task performance (Borman, White & Dorsey, 1995; 

Motowidlo & Van Scotter, 1994; MacKenzie, Podsakoff & Fetter, 1991). These 

findings suggested that rater-ratee relationships, normally influence 

personality and interpersonal factors, and are also very important in superior 

and peer ratings. Thus, rater-ratee relationships are known to be influenced 

by personality and interpersonal factors, and also to influence superiors and 

peer ratings, such as self and downward appraisal. 

Multisource assessment is subject to Attribution Error. See Section 3.3.1. 

Attempting to use multisource assessments of managers' performance using a 

wide-range of data points (e.g., peer, subordinates, external and internal 

stakeholders) had the potential to increase resistance to completing the 

questionnaire. Again, this would have involved considerable disruption to the 

participating organisations and would potentially have resulted in less veracity 

of the data collected.  

In summary, multisource feedback of performance is being used more 

frequently in organisations but the empirical research to support its use is 

limited, when compared to traditional methods. There were ethical concerns, 

organisational resistance and methodological impediments to fully 

implementing a multisource assessment of managers' performance. As 

discussed, the situational dynamics did not predispose this study to use 

multi-rater, multisource assessments of managers' performance.  
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Self-report  

This study relied heavily on self-report questionnaires of affective well-being 

and intrinsic job-satisfaction, a method used in more than half of published 

studies in Organisational Behaviour and Industrial and Organisational 

Psychology (Sackett & Larson, 1991). Self-report is ubiquitous in published 

research in Organisational Behaviour and management (cf. Mitchell, 1985; 

Gupta & Beehr, 1982; Sims, 1979, Dipboye & Flanagan, 1979). A cross-

sectional, self-report study was developed using the population to investigate 

the most significant components of outcomes related to affective well-being 

factors that influence managers' performance.  

The inadequacies associated with the self-report assessment of performance 

are well-known (cf. Campbell, 1997). Issues related to common method 

variance (where everything comes from one source) have long been a concern 

for psychologists (cf. Fiske, 1982; Campbell & Fiske, 1959). Sackett and 

Larson warned that:  

When two variables intended to represent different constructs are assessed 
using the same method (e.g., self-report) a question that must be 
addressed is the extent to which any observed relationship between the 
variables is attributable to a true relationship between the constructs or to 
bias resulting from the use of a common data collection method. 

(1991: 473) 

Common method variance was an inevitable methodological problem for this 

study.  

Self-report is an established and appropriate way for measuring affective well-

being and intrinsic job satisfaction constructs. After reviewing the literature 

about methodological issues relating to interpreting self-report data in job 

design studies, Fried and Ferris concluded, "problems potentially associated 

with self-rated data are less serious than initially believed" (1987: 299). As 

such, "when we obtain self-report measures from a person at one sitting for 

several variables, there certainly was the risk that the transient mood state 

will contribute a consistent but artifactual bias across the measures" 

(Podsakoff & Organ, 1986: 515).  

In contrast, Dunnette and Hough were less concerned with these artefacts of 

measurement, concluding that "subjective reports from focal persons are 

appropriate for measuring constructs that are themselves subjective states of 
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the focal person's belief systems, the two are best measured directly using self-

report" (1991: 197). Self-report data is known to result in respondents giving 

socially desirable responses (Randall, 1990). 

Social desirability 

The tendency to give socially desirable responses is well known in social 

research (Moorman & Podsakoff, 1982). Socially desirable responses from this 

heterogeneous sample of managers had the potential to increase the potential 

bias of the sample provided this trend was uniform. There was unlikely to be a 

problem interpreting the correlations involving the scale, unless the 

correlations are attenuated due to the restricted variance in scale scores 

(Podsakoff & Organ, 1986).  

Social desirability goes beyond merely adding bias to responses (Podsakoff & 

Organ, 1986). Nevertheless, the responses received indicated a spread of 

opinions that were forthright, as indicated by written comments about the 

questionnaires returned. As mentioned earlier, participation in the study was 

voluntary; organisations, then managers, self-selected into the study. 

Performance rating errors 

Common performance rating errors (e.g., central tendency, halo effect, 

harshness, extreme bias and leniency error) were minimised in the design of 

the questionnaire and administration of the instrument, as recommended by 

Noe et al. (1994).  

As Wright and Staw noted "seldom is behaviour objectively measured, and 

even when it is, the measures may not tap what actually contributes to 

organizational effectiveness" (1999: 18). Overall performance ratings are likely 

to be influenced by ratees' perceptions of their contextual performance. 

Generally, people tend to like positive people. More positive evaluations may be 

given to happy managers who show PA because they are more pleasant to be 

around. The basic thesis of this study would be negated if halo effects where 

the means by which happy managers' receive higher ratings. A more 

constrained definition of halo affects may explain how interpersonal attraction 

may influence performance assessments.  

Possibly the contextual performance antecedent is indicative of superiors' 

appreciation of 'lack of complaining'. In a laboratory study of the relationship 
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between affect and performance, Staw and Barnside (1993) excluded a halo 

explanation. A covariation of affect and ratings of performance was also not 

found in a field study by Wright and Staw (1999a,b), whose "results did not 

show uniform relationships between all forms of affect and rated performance, 

a highly idiosyncratic halo effect would be necessary to account for the 

findings" (1999: 18). 

Qualitative research 

This study relied exclusively on quantitative research methodology. Qualitative 

information would have provided a rich source of additional information for 

verifying findings from the data collected. This would have assisted to explain 

the relationships that are not readily accessible to quantitative methods. 

Subtle determinants of managers' performance and affective well-being and 

intrinsic job satisfaction are documented when compared to the quantitative 

data. 

Qualitative research techniques, such as focus groups and structured 

interviews, are well suited for the purpose of gaining a deeper understanding 

of affective well-being and intrinsic job satisfaction. In-depth interviews would 

confirm and explain the causality of the link between affective well-being and 

performance, as exhibited by high-levels of competence and aspiration. 

Managers with good mental health would be expected to report making active 

progress towards goals and have high intrinsic motivation, integrated 

functioning as evidenced by balance, harmony and inter-relatedness. 

Managers with the highest-levels of reported mental health would also be 

expected to have high self-efficacy, be risk-takers, have a healthy sense of self 

and positive belief in the future (Warr, 1987). 

Conclusion 

This section identified major limitations in the methodology used in this study. 

Alternative methodologies that could have been be used in the study were 

either prohibited by the organisations or could be subjected to similar 

methodological criticism to those that are made of studies of the same ilk.  

5.10 Ethical considerations 
The study complied with all requirements for conducting ethical research, as 

stipulated by The University of Western Australia's Human Rights Committee. 
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Participation in the study by managers was voluntary. Each participating 

organisation agreed to be involved in the study, some of them on the condition 

that they would not be explicitly identified in published material related to the 

study. All organisations involved were aware of the sensitive nature of the 

research. The researcher's desire for additional data was balanced with the 

interests of managers and organisations participating in the study. 

The University of Western Australia's Human Rights Committee only permits 

information gathered about managers to be released to a third party if the 

express written permission is obtained from the managers participating in the 

study. Such permission was not a condition of managers being involved in the 

study. Individual level reports of managers' affective well-being and 

performance were not made available to any third party.  

Obtaining forthright responses to the questionnaires was achieved by 

establishing a data collection process that was shown to treat all responses in 

the strictest confidence. Other than the researcher and the thesis supervisors, 

nobody had access to the completed questionnaires. Queries or concerns 

regarding the study were directed to the researcher via telephone or e-mail. 

Results were only reported to the organisation at the aggregate level to ensure 

the privacy and integrity of the data collected. An information sheet and 

consent form was distributed to all participants in the study, as required by 

The University of Western Australia's Human Rights Committee (see Appendix 

19). This accountability extended to ensuring the data was accurately keyed 

and anomalies (such as missing data) were appropriately dealt with.  

An e-mail was received by a large multinational organisation, expressing 

concern with the process for dealing with the confidentiality of the data 

collected (6/2/99). (see Appendix 19 for the researcher's response). Such 

concerns centred on the security of e-mail as a method of distributing the 

follow-up questionnaires. Specifically, the person concerned wished to 

ascertain if the recipients had been identified to each other in the e-mail, if 

responses by mail go directly to the researcher and not the person responsible 

for data input, and whether signing the consent form ensured that responses 

via e-mail did not breach confidentiality. 

In response, the researcher accepted the responsibility for overseeing the 

whole data collection process. The e-mails only came to the researcher's e-mail 
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address, and the system used was secure. No information about individual 

respondents was seen by anyone other than the researcher. As such, no 

responses could have been attributed to any individual.  

None of the organisations involved in the study requested information about 

individuals at any time during or after the study. An Interim Industry Report on 

the Job Scope, Psychological Well-Being and Performance of Managers (Hosie, 

2000) was distributed to organisations that participated in the study. From 

the beginning, it was made clear to those involved that individuals' 

information would not be available to any third party.  

5.11 Summary and conclusion 
This chapter explained the methodology used by justifying the choice of 

research methodology, including a rationale for the methods employed to 

collect and analyse the data related to the research questions and hypotheses 

posed. Procedures used for data collection were outlined. Details of the 

instruments used were given. An identical questionnaire was used in all the 

organisations involved in the study.  

Data were collected once through cross-sectional questionnaires, the 

predominant methodological approach used to investigate the links between 

affective well-being, intrinsic job satisfaction and managers' performance. The 

properties of the instruments used were acceptable for measuring state and 

trait affective well-being and managers' performance.  

Self-report data from the sample was used to measure managers' affective 

well-being and intrinsic job satisfaction. Self and superior appraisals were 

used to gauge managers' performance. An expert review and pilot was 

undertaken in order to refine the measurement instrument. Data and 

feedback from the expert review and pilot were analysed. In consequence, the 

PANAS scale was added to control for dispositional affect.  

Job-related affective well-being and intrinsic job satisfaction items were 

obtained from published scales. There were no validated measures of 

managers' performance identified that were suitable for use in this study. 

Managers' contextual and task performance items were devised by the 

researcher from Borman and Brush's (1993) and Borman and Motowidlo's 

(1997) taxonomies of managers' performance. Generic behaviour dimensions 
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were included from the literature (Konovsky & Organ, 1996; Quinn, 1996; 

Borman & Brush, 1995; Organ & Lingl, 1995; Podsakoff et al., 1990). 

Uniqueness of this study is assured by using a newly devised measure of 

managers' performance in a range of Western Australian organisations.  

Methods used to analyse the data were detailed. Methodological issues were 

examined, such as using multisource, self-report ratings and the presence of 

common method variance. Procedures used to reduce response bias were 

described. EFA and CFA techniques were used to analyse the data. Details 

were given of the techniques used to analyse the data in order to test the 

hypotheses and a Partial Model of Managers' Well-being, Intrinsic Job 

Satisfaction and Performance ('Partial Model'). 

The next chapter describes the results obtained from the analyses of the 

performance data used to test the hypotheses for the measurement model of 

managers' performance. The model was tested and calibrated before testing, in 

Chapter 7, the hypotheses concerning the relationships between managers' 

self-report of affective well-being, intrinsic job satisfaction and superiors' 

ratings of these managers' performance. 
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Chapter 6: Measurement model 

I do not regard a measurement as a meaning.  

(Murphy, 1982: 167) 

6.1 Introduction 
This chapter provides descriptive statistics about the sample and verifies the 

reliability of existing affective well-being and intrinsic job satisfaction 

instruments. A measurement model was developed from measures of 

managers' performance using the data collected.  

Descriptive statistics are given for the sample in Section 6.2. Evidence is 

provided in Section 6.3 to reconfirm the reliability of the affective well-being 

and intrinsic job satisfaction instruments on this sample. Development of the 

managers' performance instrument is detailed in Section 6.4. Methodological 

hypotheses for managers' performance are developed in Section 6.5.  

Factor analysis on determinants and outcomes of managers' performance are 

specified in Section 6.6. The Exploratory Factor Analysis (EFA) process is given 

in Section 6.7. Testing of the measurement model is detailed in Sections 6.8 

and 6.9, including Confirmatory Factor Analysis (CFA), multigroup analyses 

and the biasing effect of method. A summary and conclusion is provided in the 

final section.  

Analysis of data was undertaken using the Statistical Package for Social 

Sciences (SPSS) program, version 10.1 and the EQS program, version 5.5. 

EQS is a Structural Equation Modelling (SEM) software package that handles 

non-normally distributed data (Ullman, 1996). 

6.2 Sample characteristics 
This section provides statistical details of the sample. Table 6.1 shows the 

response rate by organisational type. In total, 502 questionnaires were 

returned of the 1,552 distributed. This rate consisted of a total of 400 useable 

questionnaires, comprising 200 matched pairs for subsamples 1 (excluding 81 

unmatched pairs) and 125 pair congruence for subsample 3, representing a 

26% useable response rate.  
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Table  6.1: 
Organisations participating in the study 

Sector Questionnaires
Distributed 

Questionnaires
Returned 

Matched 
Questionnaires3

Unmatched 
or Deleted4 

% Pairs 
returned 

1.  GOV Cwlth 70  30  26  4  37% 

2.  GOV Cwlth 6  6  6  -  100% 

3.  GOV WA 30  8  2  6  7% 

4.  GOV WA 78  23  12  11  15% 

5.  GOV WA 170  64  50  14  29% 

6.  GOV WA 90  35  24  11  27% 

7.  GOV WA 30  7  6  1  20% 

8.  GOV WA 58  13  10  3  17% 

9.  GOV WA 48  36  36  -  75% 

10. GOV WA 224  53  42  11  19% 

11. GOV WA 22  12  10  2  45% 

12. Private 380  46  38  8  10% 

13. Private 190  62  54  8  28% 

14. Private 28  12  6  6  21% 

15. Private 48  19  18  1  38% 

16. Private 18  14  14  -  78% 

17. Private 16  15  14  1  88% 

18. 3rd Sector 8  6  6  -  75% 

19. 3rd Sector 10  9  8  1  80% 

20. Mixture 28  32  18  14  64% 

TOTAL 1,552  502  400  102  26% 

Multisample 

The multisample (all responses for the questionnaire) was formed by merging 

the responses from the 19 primary organisations involved in the study. 

Responses from each organisation's managers were combined to avoid the 

statistical problems inherent when analysing small samples. There are 

methodological problems in cross validating samples using small individual 

organisational samples. Large and independent samples are required when 

testing for invariance. This limitation was acute for this study because the 

model had a large number of variables. Inevitably, combining similar variable 

                                          

3   Matched Questionnaires refers to managers' self-report with the corresponding superiors' assessment 
on managers' performance. 

4   Unmatched or Deleted refers to managers' self-report without the corresponding assessment from their 
superiors. Listwise deletion of variables results in managers' self-report cases being deleted if not 
matched by superiors' ratings.  
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constructs pairs with too many variables fail to find a good-fitting model 

(Bentler & Chou, 1987).  

Empirical studies about affective well-being, intrinsic job satisfaction and 

performance to date have tended to be conducted with samples drawn from a 

similar population. In contrast, organisations involved in this study were 

demographically diverse, including managers from a variety of job 

classifications. This analysis assisted in establishing the generalisability of the 

measurement instrument, and contributed to the existing empirical base of 

what constitutes managers' performance.  

6.2.1 Representativeness 

The entire sample (N = 481), consisting of 'unmatched' or 'deleted' pairs', refers 

to managers' self-report without the corresponding assessment from their 

superiors. Variables that had no matched ratings from superiors were not 

analysed. As mentioned in Chapter 5, subsample 1 (matched pairs, n = 200) 

was used to report the demographics of the data, for the EFA and the CFA. 

Subsample1 was also used to validate and cross validate the sample to purify 

managers' performance measures. Subsample 3 (pair congruence, n = 125) was 

used for the MTMM analysis of superiors' and managers' self-ratings on 

performance. Subsample 3 was also used to link superiors' ratings of 

managers' performance, with the corresponding self-report of managers' 

affective well-being and intrinsic job satisfaction, for the canonical correlations 

and standard multiple regression analysis (see Table 5.1).  

Some superiors made multiple ratings of managers' performance, typically 

rating two or three managers, and sometimes up to five. Basing the statistical 

analysis only on subsample 1 (i.e., superiors' ratings on more than one 

manager) would have increased the possibility of method bias. As such, the 

perceptions of an unrepresentative sample of superiors had the potential to 

bias the findings. Variables with multiple ratings by superiors of managers' 

performance were not included in the canonical correlation and standard 

multiple regression analysis. Variables were deleted that had no matched 

ratings from superiors, or when there were multiple ratings by superiors of 

managers' performance. A one–to-one congruence (one superior rating one 

manager) resulted in the pair congruence subsample 3 being reduced to 125 

cases.  
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Nominal information 

Australian managers constituted the population for this study. Western 

Australian private, public and third sector managers were the target 

population. Consistent with the sample, the respondents resembled a 

purposive sample (Zikmund, 1994). Table 6.2 indicates the representatives of 

the cohort of Western Australian and Australian managers and 

administrators. This sample represented .39% of the estimated 71,383 

managers in Western Australia and .04% of Australian managers (ABS, 

19965). These figures may over-estimate the number of Australian managers 

because 'administrators' are categorised with 'managers', though they may not 

necessarily perform managerial roles.  

Table  6.2: 
Number of Western Australian, Australian Managers and Administrators 

(source: Australian Bureau of Statistics 1996 Census of Population and Housing) 

 25-34 35-54 55+ Total 

 Male Female Male Female Male Female Male Female Persons 

WA6  9,406   3,896   31,361   11,463   9,104   3,158   51,953   19,430   (71,383) 

Sample7  21   12   181   45   19   3   221   60   (281)  

% Sample .22% .31% .58% .39% .21% .09% .43% .31% (.39%) 

Australia  93,657   43,109   306,539  109,977  94,554  31,283  515,371   194,554 (709,925) 

Sample  21   12   181   45   19   3   221   60   (281)  

% Sample .02% .03% .06% .04% .02% .01% .04% .03% (.04%) 

Note:  Based on total sample of managers' self-report (n = 281) 

Demographics for the categorical variables of age showed that the 25-34 group 

(.53%) was substantially larger than the 35-54 (.97%) and the 55+ (.30%) age 

groups for the Western Australian cohort. Results on the demographics 

derived from individual organisations are provided for each of the subsamples 

in Table 6.3.  

Biographical and demographic information 

Table 6.3 provides a comparison of means and frequencies of biodata for total, 

matched pairs and congruence samples.  

                                          

5  Australian Bureau of Statistics (1996) data were the most recent available. 

6  'WA' (Western Australia) and 'Australia' refers to Australian Bureau of Statistics (1996) data. 

7  'Sample' and '% Sample' refers to the data collected for this study. 
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Table  6.3: 
Comparison of means and frequencies of biodata for each sample 

 Total Sample 8 Subsample (1) 9 Subsample (3) 10 

 n = 281 (%) n = 200 (%) n = 125 (%) 
1. Demographics       

Age 44.71  44.67  44.80  
Male 221 78.65% 158 79.0% 99 79.2% 
Female 60 21.40% 42 20.0% 26 20.8% 

2. Highest educational qualification       
High school 24 8.50% 16 8.0% 8 6.4% 
Certificate l-IV 15 5.30% 8 4.0% 7 5.6% 
Diploma 27 9.60% 17 8.5% 7 5.6% 
Advanced Diploma 10 3.60% 9 4.5% 5 4.0% 
Bachelor Degree 105 37.4% 79 39.3% 51 40.8% 
Graduate Certificate/Diploma 48 17.10% 35 17.4% 23 18.4% 
Masters Degree 39 13.90% 26 12.9% 17 13.6% 
Doctorate Degree 10 3.60% 8 4.0% 5 4.0% 
Other 3 1.10% 3 1.5% 2 1.6% 

3. Tenure and experience       
Average hours worked a week 47.19  47.27  46.65  
Years worked in this organisation 11.39  11.26  12.17  
Years worked as manager in this organisation 6.27  6.01  5.91  
Years worked as a manager 9.96  9.54  9.14  

4. Sector work in       
Public 167 59.4% 114 56.7% 75 60.0% 
Private 107 38.10% 82 41.3% 47 37.6% 
Third 7 2.50% 4 2.0% 3 2.4% 

5. Area of organisation work in       
Generalist Administration/Manager 61 21.7% 37 18.4% 20 16.0% 
Policy/Planning 18 6.4% 11 5.5% 9 7.2% 
Research/Development 5 1.8% 5 2.5% 5 4.0% 
Engineering/Technical 39 13.9% 34 16.9% 24 19.2% 
Information Technology 13 4.6% 10 5.0% 7 5.6% 
Marketing/Sales/Public Affairs 20 7.1% 14 7.0% 7 5.6% 
Accounting/Finance 19 6.8% 16 8.0% 7 5.6% 
Human Resources/Training 34 12.1% 27 13.4 15 12.0% 
Corporate/Executive 11 3.9% 4 2.0% 3 2.4% 
Other (please state) 60 21.4% 42 20.9% 28 22.4% 

6. Supervision       
Don't directly supervise others' work 34 12.10% 23 11.4% 16 12.8% 
Directly supervise others' work 246 87.50% 178 88.6% 109 87.2% 
Number of others' supervise 11.51  10.92  11.39  

7. Levels from CEO/MD 2.95  3.04  3.16  
Executive 17 6.00% 11 5.5% 6 5.2% 
Senior Manager 135 48.00% 98 48.8% 54 47.0% 
Middle Manager 79 28.1% 53 26.4% 31 27.0% 
Frontline Manager 47 16.70% 38 18.9% 24 20.9% 

                                          

8    Sample is the entire questionnaires returned, excluding matched pairs. 

9    Subsample 1 is all matched pairs (i.e., managers' self-report with superiors' ratings) 

10 Subsample 3 is the congruence pairs, consisting of a one-to-one congruence of matched pairs  
  (i.e., one manager with one superior) 
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Masking significant age and gender differences of organisations assisted in 

identifying the weak associative variables. Minimal differences were found in 

the demographics of managers across the three subsamples. Each had very 

similar proportions of managers within each biodata category.  

6.2.2 Age and gender proportions 

Table 6.4 provides the demographics relating to gender and level of seniority of 

the congruence sample. The mean age of 44.69 years overall and the 

proportion of male (79%) to female managers (21%) reflected the gender ratios 

(4:1) of the managerial workforce in Australia and Western Australia.  

Table  6.4: 
Gender and position demographics (n = 200) 

10 1 11
6.3% 2.4% 5.5%

84 13 97
53.2% 31.7% 48.7%

37 16 53
23.4% 39.0% 26.6%

27 11 38
17.1% 26.8% 19.1%

158 41 199
100.0% 100.0% 100.0%

Count
% within Gender.
Count
% within Gender.
Count
% within Gender.
Count
% within Gender.
Count
% within Gender.

Executive

Senior manager

Middle manager

Frontline manager

4.19. What your current
position or level and
responsibilities are
within your organisation.

Total

Male Female
Gender

Total

 

Tenure and age criteria indicates that the profile of managers was mid-career, 

with a mean of 9.57 years of managerial work experience and 6.03 years with 

a particular organisation, including 11.60 years working for this organisation. 

Reichers (1986) conceived of career stages as being less than 5 years 

experience for 'early career', to 15 years for 'mid career' experience, and more 

than 15 years experience as 'late career'. According to Reichers (1986), these 

managers may be categorised as 'mid career'.  

Educational qualifications 

Standardised nomenclature was used to describe the training and education 

of these managers. Australian Statistical Classification of Occupations (ASCO, 

1995) terminology was used to measure the level of formal education and 

training possessed by managers.  
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The 'highest educational level attained' ranged from: 'High school' (8.0%); 

'Certificate 1-1V' (4.0%); 'Diploma' (8.5%); 'Advanced Diploma' (4.5%); 

'Bachelor Degree' (39.3%); 'Graduate Certificate/Diploma' (17.4%); 'Masters 

Degree' (12.9%); to 'Doctorate Degree' (4.0%) and 'Other' (1.5%). The modal 

qualification was a Bachelor degree. A substantial percentage of managers 

(34.5%) reported possessing a postgraduate qualification (Graduate Certificate, 

Graduate Diploma, Masters/Doctorate). 

Figure  6.1: 
Highest level of education completed (n = 200) 
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Tenure, experience and sector 

Organisations were selected to participate in this study from a variety of 

industries to ensure representation from a range of managerial jobs. The 

subsample 1 included 56.7% of responses from the public sector, 41.3% from 

the private sector and 2.0% from the third sector (see Table 6.3). 

Average hours worked per week were reported as 47.26, which is slightly lower 

than the 50 hours or more per week Australian middle managers reported 

regularly working over the past 10 years (The West Australian, 15/5/2001: 8; 

Dawson, Centre for Sleep Research, University of South Australia).  

Sector worked in and level of responsibility 

Figure 6.2 shows the sectors managers were employed in and their current 

level of responsibility.  
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Figure  6.2: 
Employment sector and level of responsibility (n = 200) 

 

Only 5.5% of 'Top Managers (Chief Executive Officer, Executive Director, 

Director-General, Managing Director, President, Vice-President)' described 

their job as entailing a "[s]trategic position at or above general manager level, 

controlling substantial resources and personnel". Top managers' responses 

could rarely be used because of the difficulty of obtaining their superiors' 

assessment of their performance (often the Chairperson or Government 

Minister).  

A large proportion of managers (48.78%) reported being in the 'Senior Manager 

(Upper Middle Manager)' category, described in the questionnaire as having a 

"[m]ajor responsibility at a senior level for implementation, which may require 

control of resources and/or personnel". A much smaller percentage (26.64%) 

of respondents reported being 'Middle Managers (Superintendent)', described 

in the questionnaire as being "[a]bove direct supervision of employees and 

below department, function or area responsibility". Senior and Middle Manager 

categories more realistically represented by the profile a 'Middle Manager' 

(ASCO, 1996). When combined, these groups accounted for 75.20% of the 

sample.  

An unexpectedly high percentage of managers (48.80%) indicated they 

undertook a Senior Managers' level of job responsibility (see Table 6.2 based 

on subsample 1). This may be partly attributed to the use of the ASCO (1996) 
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that defined 'Superintendent' as a subset of the Middle Manager category. This 

may have contributed to a disproportionate number of managers rating 

themselves as Senior Managers, when their work titles and respective levels 

indicated they belonged to the Middle Manager category. 'Superintendent' is a 

job title commonly used to describe Frontline Managers. Respondents may 

have considered this an inappropriate way of describing their position within 

their organisation and, as a consequence, self-selected up into the Senior 

Manager category.  

Another possible explanation may be that respondents over-estimated their 

level of seniority within their respective organisations. This view was reinforced 

by reference to the organisational classification levels reported; "[h]ow many 

levels are you from the CEO/MD of your organisation?" Respondents who 

reported being Senior Managers indicated they were a mean of 3.2 levels (std 

dev 1.65) from the CEO/MD. This power distance from the CEO/MD indicated 

that respondents occupied a position more closely allied to a middle 

management, rather than to senior management. Several (18.9%) respondents 

reported being Frontline Managers (Co-ordinators, Firstline Manager, 

Forepersons, Leading Hands, Supervisors, Team Leaders) who were 

"[r]esponsible for a number of work-groups or teams." 

Areas of work 

Figure 6.3 shows that managers responding to the survey worked primarily in 

the areas of: 'General Administration/Manager' (18.4%), 

'Engineering/Technical' (16.9%); and 'Human Resources/Training' (13.4%); 

and the 'Other' (20.9%) categories accounted for 69% of the job categories. The 

remaining 31% of jobs were represented by the categories of: 

'Accounting/Finance' (8.0%), 'Marketing/Sales/Pubic Affairs' (7.0%); 

'Information Technology' (5.0%); 'Policy/Planning' (5.5%); 

'Corporate/Executive' (2.0%); and 'Research/Development' (2.5%). Table 6.3 

shows that managers worked primarily in the areas of: 'Generalist 

Administration/Management' (18.4%); 'Engineering/Technical' (16.9%); 

'Human Resource/Training' (13.4%) and 20.9% indicated an 'Other' 

designation. Female managers were strongly represented in the 

'Policy/Planning, Human Resources/Training', and 'General 

Administration/Manager' job categories and were poorly represented in 

'Engineering/Technical, Marketing/Sales/Pubic Affairs' and 'Other' categories. 
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Figure  6.3: 
Area of work by gender (n = 200) 

 

Supervision 

Most managers (88.6%) reported directly supervising, on average, 11.39 

employees, with a minority (11.4%) indicating they did not directly supervise 

the work of others. 

Seniority  

From Figure 6.4 it is apparent, that females were under-represented at 

executive and senior levels of management, as reflected in Australian and 

Western Australian ABS statistics (see Table 6.2). 
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Figure  6.4: 
Level of managerial responsibility and gender representation (n = 200) 

 

In summary, results of analyses of the sample characteristics indicated 

minimal differences between the demographics of the managers in the 

multisample. These demographics showed that the majority of respondents 

were middle-aged married males with a mean age of 44.67 years, who had 

worked for 11.26 years as a manager, and 6.01 years with their current 

organisation. A substantial proportion of managers (86.6%) reported directly 

supervising an average of 11.39 employees. As already noted, a 

disproportionately large proportion of respondents considered themselves to be 

Senior Managers (48.8%), when they were probably more accurately classified 

as Middle Managers. 

6.3 Statistical attributes of affective well-being and 
intrinsic job satisfaction scales 

As discussed in the Methodology Chapter, two affective well-being and 

intrinsic job satisfaction scales were compared and evaluated before selecting 

those suitable for multivariate analysis. Both of these scales were suitable for 

measuring managers' affective-well-being in relation to their contextual and 

task performance. In particular, the scales were more theoretically congruent 

with the notion of 'happiness'.  
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The following scales were used to measure and analyse managers' affective 

well-being: 

1) 12-item Four Factor Congeneric Model of Job-related Affective Well-
being (Sevastos, 1996); and  

2) 20-item PANAS (Watson & Clark, 1984). 

The IV (independent variable) scales (affective well-being and intrinsic job 

satisfaction) used were robust as they have been developed and replicated with 

large samples and are widely published. The affective well-being scales were 

not altered because the properties of these scales had already been 

established. Nevertheless, the psychometric properties of the scales were still 

pertinent. As with the pilot data, the scale properties are reported to ensure 

that the measures are within statistically acceptable parameters.  

Table 6.5 provides a summary of affective well-being and intrinsic job 

satisfaction data, including alpha coefficients. 

Table  6.5: 
Alpha coefficients and items for well-being scales and subscales (n = 200) 

CONSTRUCT SCALE/SUBSCALES ITEMS VARIABLES  α 

Positive Affect 10 1.013, 1.015, 1.017, 1.021, 1.022, 
1.024, 1.026, 1.028, 1.029, 1.031 

 
.89 

Negative Affect 10 1.014, 1.016, 1.018, 1.019, 1.020, 
1.023, 1.025, 1.027, 1.030, 1.032 

 
.87 

Four Factor Model of 
Affective Well-being 

12 1.95 - 1.106  

Enthusiasm 3 1.098, 1.099, 1.104 .90 

Depression 3 1.095, 1.103, 1.106 .83 

Anxiety 3 1.097, 1.100, 1.102 .80 

JOB-RELATED 
AFFECTIVE 
WELL-BEING 

Relaxation 3 1.096, 1.101, 1.05 .84 

JOB SATISFACTION Intrinsic Job Satisfaction 7 1.114, 1.117, 1.120, 1.123, 1.124, 
1.125, 1.126 

 
.85 

All alpha coefficients for affective well-being and intrinsic job satisfaction were 

well above the recommended threshold of .70 (Nunnally, 1978), ranging from 

.80 - .90.  

6.3.1 Means, standard deviations and correlations 

Table 6.6 provides the abbreviations used for affective well-being and intrinsic 

job satisfaction variables.  
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Table  6.6: 
Affective well-being and intrinsic job satisfaction abbreviations 

Abbreviation Affective well-being, intrinsic job satisfaction 

PA Positive Affect 

NA Negative Affect 

DEPRESS Depression 

ENTHUS Enthusiasm 

ANXIETY Anxiety 

RELAX Relaxation 

INTJS Intrinsic Job Satisfaction 

Table 6.7 gives the managers' self-report on range, means and standard 

deviations for affective well-being and intrinsic job satisfaction variables for 

subsample 1 (n = 200).  

Table  6.7: 
Managers' self-report on means and standard deviations for affective  

well-being and intrinsic job satisfaction variables (Subsample 1, n = 200) 

Descriptive Statistics

200 1.18 4.91 3.3186 .6953
200 1.00 4.91 1.6660 .4775
200 1.00 5.33 1.7550 .6953
200 1.67 6.00 4.0633 1.0887
200 1.00 4.91 2.6183 .8410
200 1.00 5.33 2.6983 1.1453
200 1.43 5.00 3.9021 .6802

PA
NA
DEPRESS
ENTHUS
ANXIETY
RELAX
INTJS

N Minimum Maximum Mean Std. Deviation

 

Table 6.8 gives managers' self-report on range, means and standard deviations 

for affective well-being and intrinsic job satisfaction variables for subsample 3 

(n = 125).  

Table  6.8: 
Managers' self-report on means and standard deviations for affective  

well-being and intrinsic job satisfaction variables (Subsample 3, n = 125) 

Descriptive Statistics

125 1.18 4.73 3.3047 .6782
125 1.00 3.92 1.6782 .5128
125 1.00 5.33 1.7600 .8377
125 1.67 6.00 4.0427 1.0438
125 1.00 5.33 2.6107 .8282
125 1.00 5.33 2.7600 1.1790
125 1.43 5.00 3.9131 .6783

PA
NA
DEPRESS
ENTHUS
ANXIETY
RELAX
INTJS

N Minimum Maximum Mean Std. Deviation
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The discrepancy between the subsamples in Table 6.7 and Table 6.8 is 

attributable to the completeness of the superiors' ratings of managers' 

performance. For subsamples 1 (n = 200), some superiors' rated the 

performance of more than one manager which potentially biased the data. For 

subsample 3 (n = 125), only one rating by superiors of a managers' 

performance was congruent with managers' self-ratings of affective well-being 

and intrinsic job satisfaction. Subsample 3 data was included in the canonical 

correlation and standard multiple regression analysis. See Section 5.3.  

Table 6.9 provides the range, means, standard deviations and Pearson 

intercorrelations for the affective well-being and intrinsic job satisfaction 

variables for subsample 3.  

Table  6.9: 
Pearson intercorrelations for affective well-being  

and intrinsic job satisfaction items (n = 125) 

Variable Mean (SD) PA NA DEPRESS ENTHUS ANXIETY RELAX INTJS 

PA 3.30 (.68) 89       

NA 1.68 (.51) -36 88      

DEPRESS 1.76 (.84) -53 60 85     

ENTHUS 4.04 (1.04) 71 -28 -57 90    

ANXIETY 2.61 (.83) -41 54 56 -37 80   

RELAX 2.76 (1.18) 30 -31 -39 51 -44 86  

INTJS 3.91 (.68) 43 -20 -57 50 -19 11 85 

Notes:  n = 125 (listwise deletion of cases). Decimal points for coefficients are not shown. Correlations 
≥ .18 are statistically significant (two-tailed tests). Correlations in the diagonal are alpha 
reliabilities; underlined coefficients are scale validities.  

As expected, the Four Factor Model of Affective Well-being and PANAS were 

highly correlated, and therefore contained overlapping variance. Enthusiasm 

was positively correlated with PA (r =.71), and Depression with NA (r =.60). 

Intrinsic Job Satisfaction was significantly correlated with PA (r =.43), 

Enthusiasm (r =.50) and NA (r =.57). Intrinsic Job Satisfaction was positively 

correlated with PA (r =.43) and Enthusiasm (r =.50) but negatively correlated 

with Depression (r = .57) and NA (r = .20).  

The factorial structure of intrinsic job satisfaction and PANAS has already 

been established in the literature with large samples. Factor loadings are 

provided to verify the item loadings for PANAS scales on subsample 1.  
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Intrinsic job satisfaction 

Intrinsic job satisfaction variables were predicted to be closely aligned with 

affective well-being. As anticipated, the Intrinsic Job Satisfaction indicators 

exhibited a very high internal reliability (α =.85), and loaded strongly on the 

predicted factor (see Table 6.10).  

Table  6.10: 
Intrinsic job satisfaction (n = 200) 

Factor Matrixa

.535

.702

.566

.793

.797

.757

.624

1.114.(Int JS) The amount of variety in your job?

1.117.(Int JS) The recognition you get for good work?

1.120.(Int JS) Your chances of promotion?

1.123.(Int JS) The opportunity to use your abilities?

1.124.(Int JS) The attention paid to suggestions you make?

1.125.(Int JS) The amount of responsibility you are given?

1.126.(Int JS) The freedom to choose your own method of working?

 IntJS

Factor

1 factors extracted. 5 iterations required.a. 
 

Total variance accounted for was 54.416%. Loadings <.3 are not shown. 

PANAS 

PANAS was used as a dispositional (personality) control of affect. Consistent 

with Watson and Tellegen's (1988) intention, all the PANAS variables had 

strong primary loadings on the appropriate factor with acceptable loadings on 

secondary factors, indicating relatively pure markers of PA and NA.  

PANAS has two factors that contained positive and negatively worded items. 

Schmitt and Stutts (1995) warned that factor analysis on scales with polar 

opposites (e.g., happy-sad) that are intended to represent a trait or descriptor, 

may result in spurious negative factors being identified. Variable loadings have 

been found to be lower when positively worded variables are loaded on the 

same factor (Raghunathan, 1995). Alphas for the scale in Table 6.11 indicated 

that the NA factor was authentic. 

Table 6.11 gives the item loadings for the ML with oblimin pattern matrix 

loadings for PANAS. 
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Table  6.11: 
PANAS (n = 200) 

Pattern Matrixa

.784

.592  

.607  

.812  

.634  

.617  

.771  

.760  

.670  

.538  
 .538
 .575
 .464
 .817
 .417
 .440
 .521
 .712
 .723
 .913

1.013.(PAnas) Interested.
1.015.(PAnas) Excited.
1.017.(PAnas) Strong.
1.021.(PAnas) Enthusiastic.
1.022.(PAnas) Proud.
1.024.(PAnas) Alert.
1.026.(PAnas) Inspired.
1.028.(PAnas) Determined.
1.029.(PAnas) Attentive.
1.031.(PAnas) Active.
1.014.(paNAs) Distressed.
1.016.(paNAs) Upset.
1.018.(paNAs) Guilty.
1.019.(paNAs) Scared.
1.020.(paNAs) Hostile.
1.023.(paNAs) Irritable.
1.025.(paNAs) Ashamed.
1.027.(paNAs) Nervous.
1.030.(paNAs) Jittery.
1.032.(paNAs) Afraid.

1
PA

2
NA

Factor

Rotation converged in 7 iterations.a. 

 

Total variance explained for PANAS was 50.611%. 
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Table 6.12 gives the ML with oblimin pattern matrix loadings for the Four 

Factor Model of Job-related Affective Well-being. 

Table  6.12: 
Four Factor Model of Job-related Affective Well-being (n = 200) 

Pattern Matrixa

1.026    
.873    
.598    

 .772   
 .764   
 .628   
  .905  
  .849  
  .389  
   .882
   .811
   .612

1.098.(Enthusiasm) Enthusiastic.
1.099.(Enthusiasm) Motivated.
1.104. (Enthusiasm) Optimistic.
1.100.(Anxiety) Worried.
1.097.(Anxiety) Anxious.
1.102.(Anxiety) Tense.
1.103.(Depression) Depressed.
1.106.(Depression) Miserable.
1.095.(Depression) Gloomy.
1.105.(Relaxation) Relaxed.
1.101.(Relaxation) Restful.
1.096.(Relaxation) Calm.

1
Enthusiasm

2
Anxiety

3
Depression

4
Relaxation

Factor

Rotation converged in 9 iterations.a. 

 

The Four Factor Model of Job-related Affective Well-being scale taps the entire 

affect space (see Figure 2.4). The amount of variance explained was 77.910%. 

All items exhibited substantial loadings >.5, except 'Gloomy' (.389). Six of the 

12-items loaded >.80, indicating the presence of a large number of marker 

variables. This pattern matrix supports the four factor unipolar model rather 

than the bipolar model.  

Item 1.098 loaded 1.026 on the item and factor 'Enthusiasm'. When structure 

matrix values are very high pattern matrix values slightly greater >1.00 may 

be obtained. This happens occasionally with empirical data since loadings are 

not correlations and consequently are not limited to values of less than <1.00 

(Child, 1990).  

6.4 Development of managers' performance 
measurement instrument 

Before addressing the potential links arising from the literature between 

managers' affective well-being, intrinsic job satisfaction and job performance, 

it was critical to establish the structure of managers' performance. Defining 

and measuring managers' performance in order to devise a model that could 
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be operationalised in other organisations was a major aim of this study. To 

achieve this outcome it was necessary to test the measurement properties of 

the managers' performance scales in different contexts.  

Managers' self-reported items from the matched pairs subsample 1 (n = 200) 

were used to develop the EFA structure of managers' performance. Both 

subsamples of managers' self-report and superiors' ratings were used to 

confirm the measurement model. See Figure 6.8 for a schematic 

representation of managers' performance using MTMM to represent the 

evaluation relationships.  

The factor structure of the measurement instrument was examined using EFA 

and CFA on data obtained from the samples. A CFA was conducted to test 

hypotheses in order to establish the measurement model for managers' 

performance. Applying these analyses to different samples was done to 

evaluate the robustness of the measurement model. Testing the invariance of 

the measurement model was examined using CFA to establish that the 

meaning of performance was equivalent across manager and superior groups.  

6.5 Methodological hypotheses relating to the 
construct of managers' performance  

The next section deals with how the methodological hypotheses were derived 

from the literature relating to managers' performance. These hypotheses were 

developed and tested in order to establish the structure, the most reliable 

indicators, and the shared meaning attributable to dimensions of managers' 

contextual and task managers' performance. These hypotheses also tested 

whether the construct 'managers' performance' can be generalised across 

groups.  

Hypothesis 1 

Superiors are likely to consider both in-role (task) and extra-role (contextual) 

behaviours when rating managers' performance. Contextual performance may 

enhance managerial performance and be positively related to the quantity and 

quality of managers' performance. Borman and Motowidlo (1997) have argued 

that the contextual performance domain is conceptually distinct from 

components of task performance, and so may be measured separately. 
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Conway (1996) found support for the existence of contextual and task 

performance dimensions using CFA and a multitrait-multirater database.  

Task performance is role prescribed, while contextual performance is typically 

discretionary (Katz & Kahn, 1978). However, the distinction between them has 

yet to be directly empirically tested for managers (Motowidlo & Van Scotter, 

1994). The independence of contextual and task performance needs to be 

distinguished to establish if both contribute independently to managers' 

performance. This leads to the first hypothesis of the managers' measurement 

model:  

H 1 Task performance and contextual performance are:  
 
a) distinct measures; 
b) generaliseable across different groups; 
 
that is, managers' and superiors' contextual and task performance 
will remain invariant when compared across groups. 

Hypothesis 2.1 

Studies of the job activities of managers by Luthans et al. (1988), revealed that 

traditional activities - planning, coordinating, decision-making, controlling, 

and monitoring performance - were rated as most important by managers. 

Jansen and Stoop (1997) confirmed and extended these findings. Additionally, 

planning and coordinating activities, as well as the non-traditional network of 

activities, were correlated with managerial success (Jansen & Stoop, 1988). 

Both studies relied solely on managers' self-report of their job activities. 

Perceptions of other actors, such as superiors, are important in constructing 

accurate ratings of managers' performance.  

Bommer et al. (1995) recommended that future research address the 

appropriate dimensionality of employee performance. Borman and Motowidlo 

(1993) found superiors consistently weigh the contextual performance of 

subordinates approximately the same as task performance. For this 

proposition to hold, managers' superiors should assess managers' contextual 

performance as contributing the equivalent amount of variance to overall job 

performance as task performance. An association across managers' and their 

superiors' perceptions, on the same dimensions of contextual and task 

performance, needs to be established leading to hypothesis 2.1.  
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H 2.1 Managers and their superiors will perceive the same dimensions of 
performance, in terms of:  
 
a) Pattern relationships; 
b) Loadings; 
c) Loading and covariances. 

Hypothesis 2.2 

Managers' rated performance has traditionally been conceived as a 

unidimensional construct. Conceptualisation of the job performance domain is 

being expanded (Arvey & Murphy, 1998). It remains to be established if 

managers' performance is a multivariate construct as stated in hypothesis 2.2.  

H 2.2 A multidimensional construct of performance will fit the data 
better than either a two dimensional construct (contextual and task 
performance), or a unidimenisonal construct (performance). 

Hypothesis 3 

Attribution theory is where job self-raters attribute good performance to their 

own behaviour and poor performance to environmental factors. Attribution 

error is the propensity to over attribute behaviour to internal causes in 

preference to external causes (George & Jones, 1996; Heider, 1958). Superiors 

and peers attribute poor performance to managers' disposition, but good 

performance to environmental factors (De Vader, Baterson & Lord, 1986; 

Jones & Nisbett, 1977). Conversely, managers tend to attribute the behaviour 

of others to internal causes and their own behaviour to external causes 

(George & Jones, 1997; Jones & Nisbett, 1972).  

According to attribution theory, managers' self-report of their performance is 

not expected to be congruent with the assessments of those to whom they 

report. Managers' contextual performance might elude the notice of superiors, 

the usual source of other ratings of contextual performance, and therefore be 

known only to the individual. Studies that have used self-ratings of contextual 

performance, in conjunction with self-reports of dispositional and attitudinal 

variables, generally result in spuriously high correlations confounded by 

common method variance (Organ & Ryan, 1995). Supervisory ratings of job 

performance usually fail to report correlations among raters (eg. Judge et al., 

2001; Barrick & Mount, 1991). Since ratings of contextual performance are 
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inherently subjective, self-ratings of managers' contextual performance are 

likely to be a poor substitute for independent judgements.  

Crampton and Wagner (1994) have argued that inflation caused by self-report 

varies according to the domain of research - an issue that warrants empirical 

test in the case of managers' contextual performance. The veracity of 

managers' ratings of contextual and task performance have yet to be 

empirically demonstrated. It is still to be established if contextual performance 

is best measured by other or self-ratings (Organ & Ryan, 1995).  

A metanalysis by Bommer et al. (1995) concluded that objective and subjective 

measures of employees' performance should not be used interchangeably. A 

MTMM analysis is a technique for testing the construct validity of hypotheses 

using multiple traits and multiple methods (Byrne, 1994). Construct validity of 

managers' ratings on contextual and task performance are established from 

evidence of convergent validity, methods effects, and discriminant validity 

(Byrne, 1994; Campbell & Fiske, 1959). A MTMM analysis will establish 

whether there is evidence of methods effects and response bias, to test 

hypothesis 3.  

H 3 Managers will rate their contextual and task performance less 
reliably compared to the person to whom they report (superiors). 

6.6 Factor analyses of managers' performance 
This section reports the results obtained from a series of factor analyses 

undertaken to determine the acceptable measures for the hypothesised model 

of managers' performance. The EFA was undertaken on the subsample 1 (n = 

200) cases of managers' self-report.  

EFA on the determinants and outcomes of performance 

Variables with factor loadings <.40 were deleted to ensure each particular 

variable was a pure representation of the construct underlying each factor, 

unless there was a compelling theoretical reason for retaining the variable. 

There is a tendency to over interpret factor loadings below .40 (Nunnally, 

1978).  
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Power and loadings 

The newly-devised contextual and task performance scales were deemed to be 

significant if the items loaded >.50, did not cross load >.30, and had a 

communality of .45. These criteria were used as guidelines for eliminating 

variables that did not contribute adequate variance to the solution unless they 

were theoretically congruent with the study. Indicators that met all of these 

criteria were retained.  

6.7 Exploratory Factor Analysis  
An EFA was used to indicate the most important dimensions of managers' 

performance. Rated performance has previously been conceived of as a 

unidimensional construct. This section tests whether there were more 

dimensions to performance. Contextual and task dimensions were assumed to 

constitute managers' performance. The initial factor structure was determined 

by the managers' self-report on performance using data drawn from the 

matched pair subsample 1 (n = 200).  

There was a need to undertake theoretical exclusion and empirical data 

reduction of selected scales. Raghunathan's (1995) advice was adopted as the 

guiding principle for examining the scale properties, so the "[r]ationale for the 

retention and deletion of variables was clearly linked both theoretically and 

empirically" (p. 975). The most appropriate scales are both theoretically and 

empirically comparable. Only the scales and variables needed to test the model 

were retained. Multiple and redundant scales in multivariate analysis 

increases the potential for error in the data, especially when using a small 

sample.  

6.7.1 Statistical assumptions for measurement performance 
scales 

Different statistical assumptions were applied to contextual and task 

performance, due to the theoretical structure of the factors, the source of 

variables, and the ratio of variables-to-cases. Pure measures were essential to 

test whether contextual and task performance factors were distinct 

dimensions. A first-order factor analysis was used to explain the majority of 

variance.  
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An a priori 5-factor model was predicted for the 22-indicators comprising the 

contextual performance scale, and 75-indicators were predicted for the task 

performance scale. Abbreviated phrases for each dimension are given in 

Appendix 15.  

An EFA was also used to explain and test the logical and statistical properties 

of the managers' performance data. This established the independence of the 

managers' performance measures, which contained overlapping and 

redundant variables. The factor analysis established which variables loaded 

strongly on single factors and the reliability of observed variables was 

confirmed, using measures such as communalities and loadings. Indicators 

with the highest loading were retained. Variables that overlapped with 

measures intended to be distinctive were removed.  

To ensure accuracy, SPSS syntax was re-run to identify variables in the 

superiors' perspectives of managers' performance that were determined to be 

the most influential for this study. Superiors' perspectives of managers' 

performance were deemed to be the variables of most theoretical and practical 

interest. The resulting factor structure was confirmed in the superiors' 

subsample database, a result that needed to be confirmed by CFA. Tabachnick 

and Fidell (1998) and Hair et al. (1995) both considered that a ratio of 10 

cases per factor was acceptable. As noted earlier, at least three variables are 

needed per dimension to define a construct to be retained for CFA analysis. 

The most parsimonious solution, consistent with the theoretical taxonomy, 

was sought for contextual and task performance.  

As noted in Section 5.8.2, Maximum Likelihood (ML) with oblimin rotation was 

used to establish the factor structure and to decide which variables to 

eliminate. ML is suitable for testing hypotheses in confirmatory analyses. 

Indicators were eliminated which overlapped on the predictor and criterion 

measurement scales. Factor analysis 'blindly' extracts covariance. Overzealous 

exclusion of variables may result in the exclusion of valid functional 

relationships along with common method variance (Podsakoff & Organ, 1986). 

Refer to Table 6.16 and Table 6.20 for details of SPSS outputs pre and post 

data trimming. 'Scale trimming' was used judiciously to reduce the number of 

factors that were intended to be distinct.  



184 

An oblique rotation was considered appropriate because the factor correlation 

matrix indicated a moderate correlation between the first five factors. Over 

50% of total variance is usually accounted for by the first four components of 

a factor solution (Tabachnick & Fidell, 1998; Hair et al., 1995). EFA has a 

tendency to produce too many dimensions for a clear congruence with 

predicted definitions and constructs. Invariably, the last factors extracted do 

not explain enough variance to be useful. These variables are the least 

representative of the domain(s) of interest. 

To identify whether variables that cross-loaded on other constructs, a ≥.30 

cut-off was used for the correlation matrix to produce relatively pure 

indicators. Variables that significantly cross-loaded (.30) on each other were 

eliminated. For this type of study, Hair et al. (1995) recommended the 

construct reliability of variables loading should exceed .70 to extract a total 

value of variance .50 for each construct.  

Bartlett's test of sphericity was used to determine whether the correlation 

matrix differed from the identity matrix (Bartlett, 1950). All significant values 

were >.05. Bartlett's test of sphericity is recommended at the lower bound of a 

matrix because it is sensitive and highly dependent on sample size 

(Tabachnick & Fidell, 1998). This necessitated the use of more sophisticated 

tests of factorability. The Kaiser-Meyer-Olkin measure was determined as a 

measure of sampling adequacy (Tabachnick & Fidell, 1996). A Kaiser-Meyer-

Olkin measure >.6 ensured factorability, and both contextual and task 

performance scales met this requirement.  

Communalities were calculated to measure how much variation in one 

variable could be explained by variation in all other variables included in the 

analysis. Variables with communalities below .5 usually do not provide 

sufficient explanation of the variance, and were mostly excluded from further 

analysis. Low communalities (≤.30) suggest that a variable may not have 

enough in common with any of the other variables and should be deleted from 

the analysis (Holmes-Smith, 1998; Tabachnick & Fidell, 1996) Communalities 

between all variables all exceeded .30, suggesting that none of the variables 

should be eliminated. 

After the number of factors and associated loadings were identified, it was 

determined whether the measures were related to each other in order to 
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establish the factorability of the correlation matrix. The correlation matrix 

exceeded correlation coefficients of .32 (Kim & Mueller, 1998a; Kim & Mueller, 

1998b; Kline, 1994) in both correlation matrices, which suggested that some 

of the variables may be useable in a factor analysis (Tabachnick & Black, 

1998; Tabachnick & Fidell, 1998). See Table 6.23. Subsequent analyses and 

composite scores were calculated from the variables for each factor (Hair et al., 

1995). 

6.7.2 Contextual performance EFA 

Using eigenvalues for establishing the number of factors is most reliable with 

between 20-50 items (Hair et al., 1995). With 22 indicators, the contextual 

performance scale was expected to produce a reliable number of factors. When 

developing new univariate subscales, Hair et al. (1995) recommended using a 

minimum of two indicators for established scales and three to five indicators 

for untested scales.  

Contextual performance had 22 indicators to 200 cases for a ratio of 1:9, close 

to the recommended 1:10 ratio (Hair et al., 1995). Contextual performance 

variables were predicted to indicate accurate eignevalues because these 

indicators were within the range of 20-55 indicators, and had already been 

used in published studies. In this situation, removing too many indicators 

from the factor matrix would have resulted in a reduction in the alpha 

coefficient of the scale.  

A small sample is best analysed by reducing the number of indicators. Items 

were compared to establish those indicators that contributed to parsimony, 

possessed a simple structure, and were consistent with the predictions from 

which the scale was developed (Borman & Motowidlo, 1997). Factor loadings of 

.5 were acceptable for contextual performance, as they were based on 

indicators derived from previous studies.  

The Kaiser-Meyer-Olkin measure of sampling adequacy was .854 and the 

Bartlett test of sphericity was significant, indicating that the data were 

suitable for further analysis (see Table 6.13).  
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Table  6.13: 
Contextual performance: KMO and Bartlett's tests (n = 200) 

.854

1604.306
120

.000

Kaiser-Meyer-Olkin Measure of Sampling
Adequacy.

Approx. Chi-Square
df
Sig.

Bartlett's Test of
Sphericity

 

Inspection of the scree plot (Figure 6.5) and pattern matrix (Table 6.15) 

indicated the a priori five factor structure from the initial iteration of the 

variables consistent with literature on contextual performance. Five factors 

were indicated in the initial factor matrix rotation. 

Twelve of the indicators loaded unidimensionally on the predicted subscales. 

Ten of the 22 indicators exhibited low or complex loadings on the predicted 

factors. Indicators were progressively deleted until the most parsimonious 

solution was achieved that explained the most amount of variance consistent 

with the predicted structure. Competing factor structures were examined, but 

none accounted for more variance, or resulted in higher subscale alphas or 

loadings of indicator on factors, than the solution given in Table 6.15. 

Grouping suggested by Borman and Motowidlo's (1997) taxonomy was 

maintained, with the exception of the Volunteering factor (not formally part of 

own job) which failed to form a distinct factor. 

Four indicators (2.5-8) predicted for the Volunteering and two indicators (2.12-

13) Helping were deleted because their factor loadings failed to attain the ≥ .30 

loading required for practical significance and the goal of achieving 80% 

power. These variables were slightly below the threshold required for 

subsample 1, after deleting the complexly loading indicators (Hair et al., 1995). 

These indicators were intended to form composite scores, which exceeded an 

average of .6 and were therefore unlikely to reduce the overall statistical 

power. This factor solution provided the most parsimonious solution that 

accounted for the greatest amount of variance, and highest subscale and scale 

alphas.  

The slope of the plot line falls dramatically after the fourth factor and before 

the fifth factor is extracted, indicating the presence of four factors. A 
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commensurate drop in total variance of initial eigenvalues (from 1.431 to .754) 

was evident between factor four to five (see Figure 6.5).  

Figure  6.5: 
Contextual performance: Scree plot (n = 200) 
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In iteration 12, the communality of a variable exceeded 1.0, and the extraction 

was terminated. The factor structure converged, indicating that a factor 

structure was present with an eigenvalue >1 that accounted for 70.82% of the 

common variance. Factor 3 (9.035%) and factor 4 (8.941%) accounted for 

marginally less than 10% of variance. Table 6.15 shows the ranked factor 

loadings for indicators on contextual performance using subsample 1 on 

managers' self-ratings. Four distinct factors are evident. Refer to Table 6.14 for 

a factor correlation matrix for contextual performance.  

Table  6.14: 
Contextual performance: Factor correlation matrix (n = 200) 

1.000
-.401 1.000
.408 -.416 1.000
.454 -.280 .273 1.000

Factor
1
2
3
4

1 2 3 4

 

A maximum of four factors was used to avoid introducing noise into the 

solution. As stated earlier, to achieve a power level of 80% with a subsample of 
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200, each variable needed to load >.5 on each factor and with communalities 

of the same magnitude. All loadings exceeded .50 on each indicator, except 

items 2.11 (-.481), 2.16 (.489) and 2.17 (.384). (see Table 6.14). Indicators that 

failed to achieve the .50 benchmark were retained for further analysis if they 

were theoretically closely aligned with the other items in the subscale. 

These indicators were retained as they fitted four of the five predicted factors. 

The lowest loading indicators where deleted. Deleting complex loading 

indicators resulted in cleaner and stronger loadings for the remaining 

indicators in the whole structure, and higher alphas for the subscales. 

Indicators related to four of the dimensions identified for contextual 

performance in the literature – Endorsing (5 indicators); Helping (3 indicators); 

Persisting (4 indicators) and Following (4 indicators) – formed high loading 

composite factors.  

FA is a theoretical solution uncontaminated by unique variance. Factor 

solutions with several high loading indicators (>.8) do not require large 

samples (Tabachnick & Fidell, 1998). Seven of the sixteen indicators exceeded 

a .8 loading. Thus, the factor structure that emerged from superiors' ratings in 

the matched pairs subsample, was applied in further analysis of the data. The 

third (9.035%) and fourth factor (8.941%) accounted for <10% of the variance, 

indicating that further analysis was required to confirm the factor structure. 

Table 6.15 shows the ranked factor loadings for indicators on contextual 

performance using subsample 1 on managers' self-ratings.  
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Table  6.15: 
Ranked factor loading for indicators on managers' self-ratings contextual performance  (n = 200) 

Pattern Matrix a

.859    

.838    

.755    

.698    

.537    
 -.968   
 -.794   
 -.481   
  .889  
  .868  
  .588  
  .534  
   .942
   .888
   .489
   .384

2.19.(Endorsing) Exhibiting a concern for organisational objectives.
2.18.(Endorsing) Showing loyalty to the organisation.
2.21.(Endorsing) Representing the organisation favourably to outsiders.
2.22.(Endorsing) Demonstrating concern about the image of the organisation.
2.20.(Endorsing) Working within the organisation to effect change.
2.10. (Helping) Helping others who have been absent.
2.9.(Helping) Helping with heavy work-loads.
2.11.(Helping) Maintaining effective working relationships with co-workers.
2.1.(Persisting)  Demonstrating perseverance and conscientiousness.
2.2.(Persisting) Persisting with effort to complete work successfully despite difficult conditions and setbacks.
2.3.(Persisting) Putting extra effort into your job.
2.4.(Persisting) Trying to make the best of the situation, even when there are problems.
2.15.(Following) Obeying the rules & regulations of the organisation.
2.14.(Following) Adhering to organisational values & policies.
2.16.(Following) Treating organisational property with care.
2.17.(Following) Paying attention to announcements, messages, or printed material about the organisation.

1
Endorsing

2
Helping

3
Persisting

4
Following

Factor

Rotation converged in 11 iterations.a. 
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Refer to Table 6.16 for the contextual performance variables and alpha 

coefficients.  

Table  6.16: 
Managers' self-report contextual performance: 

EFA data reduction by variables (n = 200) 

MANAGERS' SELF-REPORT11 

 
CONSTRUCT 

ORIGINAL 
SUBSCALES 

 
N λ 

 
α 

EFA 
SUBSCALES 

 
N ξ  

 
α 

Persisting  2.1-4 199 4 .84 2.1-4 199 4 .84 

Volunteering  2.5-8 193 4 .79     

Helping  2.9-13 179 5 .79 2.9-11 179 3 .79 

Following  2.14-17 199 4 .83 2.14-17 199 4 .83 

Endorsing  2.18-22 199 5 .88 2.18-22 199 5 .88 

CONTEXTUAL PERFORMANCE 2.1-22  22    16  

Note:  n = 200 Matched pairs. λ = number of indicator loadings; ξ = number of constructs.  

6.7.3 Task performance EFA 

A scale from a 75-item pool of managers' task performance was devised by the 

researcher from Borman and Brush's (1993) 18-dimension taxonomy of 

managerial performance, including subscale variables developed to measure 

Organisational Effectiveness and Judgement dimensions. Too many factors are 

invariably extracted when there are over 50 items in a scale.  

The task performance scale consisted of 75 indicators and 19 dimensions, 

resulting in a high ratio (8:3) of cases (200) to items (75). In this situation, 

inflated alphas for the subscales were likely to be an artefact of the high 

number of variables. Alphas increase as the number of items in a scale 

increase, even though some of the items may have no association with the 

factor (see Tables 6.16 and 6.20).  

An initial rotation indicated there were 16 factors present in the pattern 

matrix. The final iteration of the Kaiser-Meyer-Olkin measure of sampling 

adequacy was .861, and the Bartlett test of sphericity was significant, 

indicating that the data were suitable for further analysis (see Table 6.17).  

                                          

11   Refer to Appendix 15 for prefixes allocated in the questionnaire to assist in identification of managers'  
  performance variables. 
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Table  6.17: 
Managers' task performance: KMO and Bartlett's tests (n = 200) 

KMO and Bartlett's Test

.861

1990.795
120

.000

Kaiser-Meyer-Olkin Measure of Sampling
Adequacy.

Approx. Chi-Square
df
Sig.

Bartlett's Test of
Sphericity

 

Modest-sized subsamples are prone to error. Comrey and Lee (1992) consider 

150 cases to be adequate for solutions with high loading marker indicators. 

The 75 task performance variables extracted too many factors and provided an 

unreliable alpha value. For scales with large numbers of indicators (i.e., >.30), 

it is necessary to use a higher-loading indicator. Hair et al. recommended that 

"item-to-total correlation exceed .50 and that the inter-item correlations 

exceed .30" (1995: 118).  

When devising new scales, it is important to obtain the 'purest' manifest 

variables possible. Given the large number of variables in the task 

performance scales, it was necessary to ascertain how the variables could be 

reduced to smaller underlying dimensions. Thus, only indicators with loadings 

of >.60 were retained for further EFA item and factor reduction, unless there 

was a strong theoretical reason for retaining them. CFA on the variables 

results are reported in Table 6.18. For the final structure, a target of .70 was 

the predetermined loading for each item to ensure reliable scales and a 

reduction of noise in data.  

An iterative process was used to refine the factor structure of task 

performance. Considerable culling and combining of indicators was therefore 

necessary to achieve a postulate of parsimony (Byrne, 1998; Kim & Mueller, 

1978b). Culling improved the factor structure and loadings of indicators on 

factors. Non-significant parameters that were unimportant to the matrix were 

deleted. Indicators that continually loaded complexly and failed to form a pure 

factor were also eliminated. Only clean, high loading items that did not cross-

load or 'catch' on other variables were retained. Indicators were extracted and 

different combinations attempted, consistent with the taxonomy from which 

the indicators were derived from (Borman & Brush, 1993). These indicators 

were also theoretically consistent with other indicators in the subscale. 
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Indicators relating to the Communicating factor (2.35-38) failed to load strongly 

on one factor. Possibly, communication may not be as distinct a dimension of 

managers' performance as the literature suggests.  

A scree plot indicated the existence of four factors for task performance (see 

Figure 6.6).  

Figure  6.6: 
Scree plot indicators on the managers'  

self-ratings on task performance (n = 200) 
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A large drop off in the scree plot line was evident after the extraction of the 

fourth factor. There was a commensurate drop in total variance for the initial 

eigenvalues (1.332% to .573%) from factor four to five.  

Subsequent iterations refined the solution into four meaningful factors 

represented by 16 high loading indicators. These indicators were intended to 

be formed into composite scores which exceeded an average of .70 to maintain 

overall statistical power.  

Five task performance items were slightly below .70 target but they did not 

reduce the composite scores below the benchmark for each factor. Four factors 

emerged from the final iteration, which exhibited adequate properties to be 

included in the final matrix. Factors that emerged from the final iteration 
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were: Monitoring (4 indicators); Technical (4 indicators); Influencing (4 

indicators); and Delegating (4 indicators). See Table 6.13.  

Table  6.18: 
Task performance: Factor correlation matrix (n = 200) 

1.000
.307 1.000
.309 .554 1.000
.439 .403 .513 1.000

Factor
1
2
3
4

1 2 3 4

 

Table 6.19 shows the ranked factor loading for indicators on task performance 

using subsample 1 on managers' self-ratings. Four distinct factors are evident.  
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Table  6.19: 
Ranked factor loading for indicators on managers' self-ratings on task performance (n = 200) 

Pattern Matrixa

.994    

.961    

.910    

.557    
 .975   
 .898   
 .882   
 .678   
  .985  
  .891  
  .803  
  .672  
   .942
   .811
   .666
   .644

2.79.(Monitoring) Monitoring and overseeing appropriate use of funds within existing constraints and guidelines.
2.80.(Monitoring) Monitoring and overseeing utilisation of funds.
2.78.(Monitoring) Controlling budgets by allocating funds internally.
2.81.(Monitoring) Controlling personnnel resources.
2.45.(Technical) Solving technical problems.
2.46.(Technical) Applying technical expertise.
2.44.(Technical) Providing technical advice to others in organisation.
2.43.(Technical) Keeping technically up -to -date.
2.87.(Influencing) Persuading others in the organisation to accept your ideas and position.
2.88.(Influencing) Convincing those holding opposing or neutral opinions and promoting own positions or ideas.
2.86.(Influencing) Influencing others inside and outside of the organisation.
2.89.(Influencing) Presenting own position clearly and decisively.
2.83.(Delegating) Effectively delegating responisibility and authority.
2.85.(Delegating) Delegating authority and responsibility to assist staff's professional development.
2.82.(Delegating) Assigning staff duties and responsibilities consistent with their abilities as well as the organisation's needs.
2.84.(Delegation) Avoiding interfereing with areas of responsibility delegated to others.

1
Monitoring

2
Technical

3
Influencing

4
Delegating

Factor

Rotation converged in 8 iterations.a. 
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Task performance indicators and alpha coefficients are presented in Table 

6.20.  

Table  6.20: 
Managers' self-ratings on task performance:  

EFA data reduction by variable (n = 200) 

MANAGERS' SELF REPORT 

 
CONSTRUCT 

ORIGINAL 
SUBSCALES 

 
N 

 
λ  

 
α 

EFA 
SUBSCALES 

 
n 

 
ξ 

 
α 

Planning  2.23-27 193 5 .75     

Guiding  2.28-30 179 3 .80     

Training  2.31-34 166 4 .87     

Communicating  2.35-38 200 4 .84     

Representing  2.39-42 148 4 .74     

Technical  2.43-46 179 4 .91 2.43-46 179 4 .91 

Administrating  2.47-49 195 3 .84     

Maintaining  2.50-53 190 3 .84     

Coordinating  2.54-57 169 4 .80     

Deciding  2.58-62 194 5 .86     

Staffing  2.63-66 164 4 .80     

Persisting  2.67-69 200 3 .82     

Handling  2.70-73 200 4 .87     

Committing  2.74-77 195 4 .81     

Monitoring  2.78-81 162 4 .93 2.78-81 162 4 .93 

Delegating  2.82-85 187 4 .84 2.82-85 187 4 .84 

Influencing  2.86-89 196 4 .90 2.86-89 196 4 .90 

Data  2.90-93 192 4 .90     

Contributing  2.94-98 195 5 .88     

TASK PERFORMANCE 2.23-98  75    16  

Note:  n = 200 Matched pairs. λ = number of indicator loadings; ξ = number of constructs.  

In all, the final structure for task performance was reduced from the predicted 

19 factors comprising 75-items, to a 4 factor structure with 16 indicators. 

Fifty-nine indicators were discarded because they failed to achieve loadings 

necessary to form meaningful factors. Throughout the data reduction process, 

each subscale was monitored to ensure optimum internal consistency.  

Several high loading indicators were evident in both the contextual and task 

performance subsamples. There were seven high loading 'marker' variables 

(>.80) for contextual performance, and 11 task performance factors 

representing 18 high-loading indicators. This indicated that the limits to 

parsimony for this matrix had been reached.  
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Summary EFA of managers' performance scales 

In this section, EFA was used to empirically establish the dimensionality of the 

variables. Factorial independence was established as each indicator loaded 

highly on a single factor. Four factors and 16 indicators fitted four of the 

dimensions of Borman and Motowidlo's (1997) taxonomy of managers' 

contextual performance. Likewise, four factors and 16 indicators fitted four of 

the dimensions of Borman and Brush's (1993) taxonomy of managers' task 

performance.  

Tables 5.5, 5.6, 5.7, 6.16, 6.20 and 6.21 trace the item reduction for 

contextual and task performance scales from the inception of this process 

using expert review, pilot results, to the EFA and finally the CFA. For the sake 

of parsimony, 52 items were removed from the contextual performance and 59 

from the task performance pilot scales (see Table 6.21).  

Table  6.21: 
Expert review, pilot and measurement instrument number of indicators 

CONSTRUCT SCALE EXPERT REVIEW PILOT EFA CFA 

Contextual performance 70 68 16 16 Managers' 
Performance 

Task performance 115 75 16 16 

TOTAL  185 169 32 32 

Byrne concluded that all "exploratory factor analyses (EFAs) have been 

technically incapable of determining and evaluating error, and were unable to 

suggest alternative model specifications" (1994: 309). Therefore, it was 

necessary to confirm the structure of contextual and task performance factors 

and variables.  

The next section describes the CFA process used to establish the precise 

structure of the contextual and task performance subscales.  

6.8 Model testing strategy 
Before the relationship between affective well-being, intrinsic job satisfaction 

and managers' performance could be tested, it was necessary to develop 

reliable measures of managers' performance. A multi-stage approach was used 

for the data analysis to permit the model fit to be evaluated from different 

perspectives. Byrne (1994a,b) recommended using multiple criteria to account 

for substantive, statistical, practical and parsimonious fit of the model. A 
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correlation between constructs must be less than one to indicate the 

discriminant validity of a scale (Bagozzi & Hetherton, 1994).  

6.8.1 CFA on the determinants and outcomes of performance 

A separate CFA was conducted on the model of performance that contained 

three or more variables loading >.5, cross loading <.3. A CFA cannot be 

adequately conducted on measures with less than three manifest variables; 

three indicators are necessary to define a construct (Bollen, 1989).  

6.8.2 Correlations and means for variables 

The correlations and means for all variables are presented in Table 6.24 

Skewness and kurtosis coefficients were satisfactory.  

Outliers 

Tests of univariate normal distributions were restricted to contextual and task 

performance variables. Multivariate outliers are cases with an unusual 

combination of scores on two or more variables (Tabachnick & Fidell, 1998; 

Hair et al., 1995). There was no evidence of outlying cases, based on the 

observation that all estimates for outlying cases fall approximately within the 

same range.  

Dentrended normal plots graph the deviations of the points from a straight 

line. Normal probability plots and dentrended normal plots were generated for 

the data. Observed values were then paired with their expected values based 

on a normal distribution assumption in the normal probability plots. 

Examination of the linearity of the distribution revealed that most of the cases 

did not assemble around a horizontal line through zero, so a non-normal 

distribution was assumed (Tabachnick & Fidell, 1998).  

The Lilliefors statistic was calculated (Revesz, 1979), but not the Shapiro-

Wilks statistic, as the sample size exceeded 50 (Hair et al., 1995). The Lilliefors 

test statistic calculates the level of significance for the differences from a 

normal distribution and is identical to the two-sided Kolmogorov-Smirnov one-

sample test (Tabachnick & Fidell, 1998; Daniel, 1990). When the level of 

significance is >.05, normality is assured. 
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6.8.3 Kurtosis and skewness  

Managers' contextual and task performance variables were checked for 

unusual distribution by examining the skewness and kurtosis. Kurtosis 

indexes associated with the scales were evaluated to establish multivariate 

normality. Skewness and kurtosis values exceeding ±1.96 indicate a rejection 

of the normal distribution assumption at the .05 probability level (Hair et al., 

1995). Using this criterion, the skewness and kurtosis values supported the 

Lilliefors results of non-normality for most of the data. Last, a Box M test for 

the homogeneity of the variance-covariance matrices was above the .01 level of 

significance critical for normality (Hair et al., 1995). 

Kurtosis indexes associated with the performance variables were evaluated to 

establish that the data was multivariate normal. There is no established 

determinant of the extent that a sample may be considered non-normal 

(Byrne, 1994a). Bentler (1992a, 1989) has argued that large values of 

normalised estimates indicate positive kurtosis, and large negative values 

indicate significant negative kurtosis. Further, Bentler proposed that 

coefficient values of <10 indicated multivariate normality of data, while 

coefficient values >10 indicated significant kurtosis (personal communication, 

14/1/1998).  

Mardia's standardised coefficient, a multivariate kurtosis measure, was used 

to test for the multivariate non-normality of the performance data (Mardia, 

1974, 1970). Values obtained from Mardia's standardised coefficient, 20.206 

for the managers' sample and 15.959 for the superiors' sample, indicated that 

the data was not normally distributed. Multivariate non-normality of the data 

was adjusted using the S-Bχ2 (Satorra & Bentler, 1988). The S-Bχ2 statistic is 

used when normal distribution assumptions that account for the model 

estimation methods sample kurtosis values are violated. After running the S-

Bχ2 adjustment the data were univariate normal for each affective variable, 

and all linear combinations of the variables were normally distributed.  

6.8.4 Multicollinearity and singularity 

Contextual and task performance indicators contained similar elements, so it 

was important to test for multicollinearity. A high degree of multicollinearity 

may produce imprecision and instability in the estimation of regression 
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coefficients (Pedhazur, 1982). Correlations exceeding .80 indicate high 

multicollinearity (Berry & Feldman, 1985; Asher, 1983), while intercorrelations 

of <.80 indicate an absence of multicollinearity (Bryman & Cramer, 1994).  

The variables did not highly correlate with each other and the correlation 

coefficients did not exceed .80 to suggest the existence of multicollinearity 

(Bryman & Cramer, 1994). Singularity exists when two indicators are exactly 

the same, or when one variable is a composite of other variables in the 

analysis. With singularity, the correlation matrix cannot be inverted in factor 

analysis because the next operation in inversion involves a division by zero, 

which is impossible. 

6.8.5 Confirmatory Factor Analysis 

EQS was used to conduct these analyses because the data were multivariate 

non-normal (Ullman, 1996). Bentler and Wu (1995) recommended that non-

normal data, when analysed by the maximum likelihood estimation method, 

should use robust statistics (ML robust). Both the ML robust and the S-Bχ2 

are available in EQS (Satorra & Bentler, 1988).  

A robust chi-square statistic (χ2) and robust standard errors are provided in 

EQS (Satorra-Bentler, 1988a,b; Bentler & Dijkstra, 1985). Both of these have 

been corrected for non-normality in large samples. The S-Bχ2 (Satorra & 

Bentler, 1988) "incorporates a scaling correction for the χ2 statistic when 

distributional assumptions are violated" (Byrne, 1994b: 293). Chi-square 

significance values were used to indicate that it is not possible to reproduce 

the original covariance matrices from the model being tested. To ensure 

generalisability of the model, the χ2 should not be statistically significant 

(Bentler & Bonett, 1980). 

Satorra and Bentler's (1988a,b) modifications to the standard goodness-of-fit 

T-test provided a function of distribution behaviour that more closely 

approximates χ2. One of these tests, available in EQS, the scaled test statistic, 

uses a simple multiplier to yield a new statistic with a mean closer to that of 

the reference χ2 distribution. The S-Bχ2 statistic provides a χ2 distribution with 

associated degrees-of-freedom. Chou, Bentler, and Satorra (1991) considered 

that the S-Bχ2 statistic approximates more closely the usual test statistic and 

performs as well as, or better than, asymptotically distribution-free methods, 
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generally recommended for non-normal multivariate data. Sample kurtosis 

values are also included (Hu, Bentler & Kano, 1992). 

Model fitting is evaluated in terms of χ2 statistics and associated degrees-of-

freedom. However, Hackett, Bycio, and Hausdorf considered that when there 

are only small differences between the actual and estimated matrices:  

[T]he hypothesized factor structure is viewed as a plausible one ... Ideally 
this determination should be made statistically with the chi-square. 
However, with large sample sizes ... this test is not very useful because it 
has the power to detect non-substantive differences between the matrices.  

(1994: 17) 

Therefore, relying on the χ2 statistic alone for non-nested model evaluation is 

not recommended because the statistic depends on sample size and is prone 

to generate a significant result even when cases have a relatively poor fit to the 

data (Bentler & Bonett, 1980).  

For model evaluation, the comparative fit index (CFI) represents a more 

realistic value (Byrne, 1994b). Dunham, Grube and Castaneda (1994) used the 

CFI (Bentler, 1990) because this fit measure is less influenced by sample size 

than the χ2 index (Bentler, 1995; Bollen, 1989a; Marsh, 1989; Anderson & 

Gerbing, 1988). A CFI value >.90 (with a range 0-1) usually indicates a good 

fitting model (Ullman, 1996), while the lower limit of acceptable CFI values is 

.80, "a value of at least .93 is expected for models considered to be well-fitting" 

(Byrne, 1994b: 24). Both the CFI and Robust CFI (for single-group analyses) 

are reported. The CFI was adopted because of its capacity to deal with the 

variance in individual sample sizes (Byrne, 1994). Robust CFI is not yet 

available for multigroup analysis in the current version of EQS version 5.5.  

Bentler and Bonett's (1980) non-normed fit index (NNFI) is equivalent to the 

Tucker-Lewis index. The NNFI incorporates the degrees-of-freedom in the 

model (Ullman, 1996). For small subsamples, like this study, Bentler 

cautioned that the NNFI indicates "a terrible fit when other indexes suggest an 

acceptable model fit" (1990: 240). Anderson and Gerbing (1984) found the 

NNFI underestimated model fit in small subsamples. The NNFI was included 

because this fit index was more accurate for larger organisations involved in 

the study samples. Values of >.90 are indicative of a good-fitting model for the 

NNFI.  
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The root mean square error of approximation, RMSEA (Steiger, 1990) was also 

reported. The RMSEA is comparatively independent of sample size and 

exhibits known distributional properties. RMSEA values of <.05 suggest a 

close fit (Steiger, 1989). Values between .05 - .08 indicate a fair fit (Browne & 

Cudeck, 1993), and those in the range of .08 to .10 indicate a mediocre fit 

(MacCallum, Browne & Sugawara, 1996).  

Confidence Intervals (CI) indicate the shared but different variances between 

variables, although there may be separate information in their underlying 

structure. Variables should not be highly correlated, with none above .4, 

indicating that each factor contributes something unique to the domain of 

performance. Steiger (1990) recommended that CI be used to assess the 

precision of RMSEA values. MacCallum, Browne, and Sugawara (1996) 

considered that narrow CI indicates the RMSEA value was a precise indicator 

of fit, so this permitted the model to be tested on the basis of CIs.  

MacCallum, Browne, and Sugawara (1996) have developed a framework for 

evaluating model fit based on CI's that recommended rejecting models where 

the entire CI of the RMSEA is below .05 for hypothesised 'not-close fit' but not 

for 'close fit'. When the entire CI interval is above .05, the hypothesis of a 

'close fit' is rejected but not that of 'not-close fit'. For CI's that 'straddle' .05 the 

decision is ambiguous to interpret, as an hypothesis of 'close fit 'and 'not-close 

fit' cannot be rejected because both are plausible. 

However, Hair et al. (1995) recommended going beyond the fit indices when 

determining the construct reliability and variance extracted. In terms of 

modification indices, both the Lagrange Multiplier (LM) univariate and 

multivariate tests were used. EQS can be used to conduct both univariate and 

multivariate LM tests. Parameters that may be added to improve the fit of a 

model are identified by the LM test to indicate if the model can be improved by 

estimating fixed parameters.  

In summary, because the χ2 statistic is sensitive to sample size, it was 

necessary to introduce additional fit indices. Five fit indices were used to 

conduct the CFA and structural relationship testing: 

1) the comparative fit index (CFI); 

2) Satorra-Bentler scaled statistic (S-Bχ2); 

3) Bentler-Bonett Non-Normed fit Index (NNFI);  
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4) robust comparative fit index (RCFI); and 

5) root mean square error of approximation (RMSEA). 

6.9 Developing CFA of managers' contextual and task 
performance measures 

This section described the steps taken to refine the measurement model for 

managers' performance using CFA. These steps are a response to questions 

emanating from the literature and are part of the process of refining the 

methodological verification of the measurement model variables. This analysis 

was based on Byrne (1994a,b). These steps are proposed as a related sequence 

of questions.  

These research questions are developed into steps in the next section and they 

were subsequently tested for verification:  

• Does managers' performance consist of distinct constructs that are 
dimensions of context and task performance? 

• What are the most reliable indicators of managers' context and task 
performance? 

• Can shared meaning be attributed to dimensions of managers' context 
and task performance across managers and their superiors? 

• Is the construct 'managers' performance' generalisable across different 
occupational groups?  

EQS was used to estimate the models of managers' performance. 

6.9.1 Test of the measurement model 

Four models of managers' job performance 

All analyses were based on the ML method. The input for the analyses was the 

covariance matrices for the managers' self-report and superiors' ratings on 

performance indicator subsamples. The variance for each of the eight 

constructs was fixed at 1 and respective covariances were freely calculated. To 

test the hypothesised models only random error was analysed, which assumed 

there was no systematic error in the data. Subsample 1 was used for the CFA 

of both managers' and superiors' ratings of performance to ensure 

independence of the samples. Combining managers' self-report and superiors' 

rating subsamples effectively doubled the cases available for analysis. These 

are independent sample because no overlap is allowed in the cases.  

Four models of managers' performance were tested:  
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• 'Null' Model, a baseline model with no hypothesised structure. 
Simplest theoretically justified model used for comparison with 
incremental fit indices. Each item is uncorrelated with all other 
indicators.  

• 1-Dimensional Model, to ascertain if managers' performance is a global 
unidimensional construct.  

• 2-Dimensional Model, to ascertain if managers' performance has two 
distinct dimensions: contextual and task performance.  

• 8-Dimensional Model based on the a priori model of managers' four 
factors of context performance and four factors of task performance. 

A best fitting model was sought that separately fitted these data sets (see Table 

6.22).  

Table  6.22: 
Comparison of Null, 1, 2 and 8-Dimensional Models of performance  

(n = 200) 

Models χ2 df S-Bχ2 NNFI RCFI RMSEA (CI) 

Subsample 1 n = 200      

Null 3689.931 378 -- -- -- -- 

1-Dimensional 2467.955 350 2002.780 .309 .400 .174 (.167, .180) 

2-Dimensional 2218.245 349 1846.217 .389 .457 .164 (.157, .170) 

Null 3859.874 378 -- -- -- -- 

8-Dimensional 539.036 322 487.988 .927 .943 .062 (.052, .070) 

Subsample 2 n = 200 (B)      

Null 4155.164 378 -- -- -- -- 

1-Dimensional 2680.965 350 1979.358 .334 .464 .183 (.176, .189) 

2-Dimensional 2411.794 349 1828.959 .408 .513 .173 (.166, .179) 

Null 4210.750 378 -- -- -- -- 

8-Dimensional 545.950 322 515.039 .931 .941 .063 (.053, .071) 

A comparison of the Null, 1, 2 and 8-Dimensional Models of performance were 

undertaken separately on each subsample to evaluate each model for fit or 

non-fit criteria. 

Subsample 1 

Null Model 

The χ2 value for the Null Model (3689.931, df = .378, p = <.001) was very high 

indicating a poor fit12. Large χ2 values relative to the degrees-of-freedom for 

                                          

12  Fit follows from p values rather than χ2 values. 
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the Null Model indicated that the model would have to be substantially 

modified to better fit the data (Jöreskog & Sörbom, 1993a).  

1-Dimensional Model 

The 1-Dimensional Model was also not a very good fitting model because the 

indices for the NNFI (.309) and CFI (.400) were below .9 and the RMSEA value 

was <1.0 (.174), while the CI represented a high error of approximation (.167, 

.180), indicating a poor fit to the data. 

2-Dimensional Model 

The 2-Dimensional Model hypothesised that there were two distinct 

dimensions: one for task and one for contextual performance. The 2-

Dimensional Model was also not a good fitting model because the indices for 

the NNFI (.389) and RCFI (.457) were below .9 while the RMSEA value was 

<1.0 (.164), and the CI represented an high error of approximation (.157, 

.170), indicating a poor fit to the data. 

8-Dimensional Model 

For the 8-Dimension Model, χ2 dropped substantially (539.036), the RCFI 

values exceeded .93 (.943); RMSEA was between .05 - .08 (.062); and CI was 

narrow (.052, .070), supporting an adequate fit to the data.  

Subsample 2 

Null Model 

The χ2 value for the Null Model (4155.164) were very high indicating a poor fit 

for an hypothesised Null Model. Large χ2 values relative to the degrees-of-

freedom for the Null Model indicated that the model needed substantial 

modification to better fit the data (Jöreskog & Sörbom, 1993a). 

1-Dimensional Model 

The 1-Dimensional Model was also not a very good fitting model because the 

indices for the NNFI (.334) and RCFI (.464) were below .9 while the RMSEA 

value was <1.0 (.183), and the CI represented a high error of approximation 

(.176, .189), indicating a poor fit to the data. 
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2-Dimensional Model 

The 2-Dimensional Model tested a one task and one contextual performance 

dimension. The 2-Dimensional Model was also not a very good fitting model 

because the indices for the NNFI (.408) and RCFI (.513) were below .9 while 

the RMSEA value was <1.0 (.173), and the CI represented a high error of 

approximation (.166, .179), indicating a poor fit to the data. 

8-Dimensional Model 

For the 8-Dimension Model, χ2 dropped substantially (545.950), the RCFI 

values exceeded .93 (.941); RMSEA was between .05 - .08 (.063); and the CI 

was narrow (.053, .071), indicating an adequate fit to the data. 

In summary, indices in both samples for the 8-Dimensional Model indicated a 

reasonably well-fitting model, with almost identical values for the RMSEA and 

associated confidence intervals in both groups. These results suggest that the 

8-Dimensional Model of performance adequately fits both data sets. 

See Table 6.23 for the Pearson intercorrelations among variables of superiors' 

ratings on performance and managers' self-report on performance and 

affective well-being and intrinsic job satisfaction. 

The results show that PA and Enthusiasm have a positive association with all 

the performance dimensions, while for NA and Anxiety only Influencing has a 

negative association. For Depression the performance dimensions of 

Persisting, Endorsing, and Influencing have a negative association, while for 

Intrinsic Job Satisfaction this association is reversed; that is, Persisting, 

Endorsing, and Influencing are positively related to Intrinsic Job Satisfaction. 

Finally, there is no statistically significant association between the eight job 

performance dimensions and Relaxation.  
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Table  6.23: 
Pearson intercorrelations among variable of managers' self-report on affective well-being  

and intrinsic job satisfaction and performance and superiors' ratings on performance and (n = 125) 
Variable Mean (SD) 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 

1. Technical (M) 3.23 (.78) 86                        

2. Monitor (M) 3.26 (.71) 38 95                       

3. Delegate (M) 3.22 (.67) 44 36 85                      

4. Influence (M) 3.10 (.78) 46 24 54 91                     

5. Persist (M) 3.57 (.62) 53 45 39 54 82                    

6. Help (M) 3.22 (.70) 35 37 48 36 51 81                   

7. Follow (M) 3.36 (.77) 23 27 29 28 34 40 82                  

8. Endorse (M) 3.64 (.76) 29 36 26 41 50 41 49 87                 

9. Technical (S) 3.50 (.72) 40 11 08 22 24 05 01 08 85                

10. Monitor (S) 3.33 (.75) -02 12 -04 14 17 11 06 12 18 95               

11. Delegate (S) 3.19 (.68) -01 -12 13 24 17 11 -07 08 22 26 88              

12. Influence (S) 3.26 (.81) 07 04 13 36 31 14 08 12 42 37 58 90             

13. Persist (S) 3.76 (.70) 04 01 05 25 29 12 02 18 34 35 39 62 85            

14. Help (S) 3.16 (.66) 02 -04 06 17 17 18 -01 17 32 30 56 57 51 78           

15. Follow (S) 3.56 (.75) 01 03 07 17 09 08 24 23 30 43 20 33 37 41 82          

16. Endorse (S) 3.72 (.70) 07 -06 04 30 21 -02 -03 17 33 37 50 61 57 62 56 86         

17. PA 3.30 (.68) 21 21 12 36 39 19 25 33 14 19 03 31 26 14 23 26 89        

18. NA 1.68 (.51) -11 09 -02 -17 -03 04 -21 -02 -02 -16 -06 -10 05 -11 -13 -08 -36 88       

19. Depression 1.76 (.84) -17 -04 -02 -27 -22 00 -15 -16 -20 -23 -25 -32 -23 -27 -19 -28 -53 60 85      

20. Enthusiasm 4.04 (1.04) 25 24 14 27 35 17 20 31 21 -02 08 26 23 18 07 18 71 -28 -57 90     

21. Anxiety 2.61 (.83) -11 04 -15 -28 -08 04 -11 01 -12 -04 -12 -22 -02 -16 -09 -14 -41 54 56 -37 80    

22. Relaxation 2.76 (1.18) 03 05 07 16 04 07 20 03 -02 -05 -02 08 00 14 11 04 30 -31 -39 51 -44 86   

23. Intrinsic Job Sat. 3.91 (.68) 14 -08 -01 31 29 03 09 26 18 25 32 47 40 36 16 40 43 -20 -57 50 -19 11 85  

24. Extrinsic Job Sat.  3.72 (.58) 12 -01 13 25 11 16 23 25 15 12 10 15 15 13 22 24 49 -29 -49 55 -39 38 55 61 

Note: n = 125 (listwise deletion of cases). Decimal points for coefficients are not shown. Correlations ≥ .18 are statistically significant (two-tailed tests). 
Correlations in the diagonal are alpha reliabilities; underlined coefficients are scale validities. (M) = self-report ratings of performance; (S) = superiors' 
ratings of performance.  
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6.9.2 Results of the correlation analysis. 

Table 6.23 indicates the statistically significant variables (i.e, correlations ≥ 

.18) of superiors' ratings on performance and managers' self-report on 

performance and affective well-being and intrinsic job satisfaction. Validities 

for task and contextual performance (i.e., between self-ratings and superiors' 

ratings) were for the most part statistically significant. Those dimensions that 

showed acceptable levels of convergence were: Technical (r = .40), Influencing (r 

= .36), Persisting (r = .29), Helping (r = .18), and Following (r = .24). Three 

dimensions of performance (two contextual and one task) were not statistically 

significant: Monitoring (r = .12), Delegating (r = .13) and Endorsing (r = .17). 

Statistically significant correlations between performance indicators (self- 

ratings and superiors' ratings) and indices of affective well-being were 

compared using Fisher’s Z transformation to indicate the significance of the 

difference between two correlation coefficients for independent samples. 

Fifteen pairs of statistically significant correlations were compared, but 

differences between self-ratings and superiors' ratings did not reach statistical 

significance.  

Specifically, Technical was related to Enthusiasm (r = .25, and r = .21, for 

superior and self respectively, Z = .328, p = <.05). Similar results were 

obtained for the association between Monitoring and PA (r = .21, and r = .19, Z 

= .164, p = <.05); Influencing and PA (r = .36, and r = .31, Z = .438, p = <.05); 

Influencing and Depression (r = -.27, and r = -.23, Z = -.336, p = <.05); 

Influencing and Enthusiasm (r = .27, and r = .26, Z = .086, p = <.05); 

Influencing and Anxiety (r = .28, and r = .22, Z = .500, p = <.05); Influencing 

and Intrinsic Job Satisfaction (r = .31, and r = .47, Z = -1.477, p = <.05); 

Influencing and Anxiety (r = -.28, and r = -.22, Z = .500, p = <.05); Persisting 

and PA (r = .39, and r = .26, Z = 1.141, p = <.05); Persisting and Depression (r = 

-.22, and r = -.23, Z = -.078, p = <.05)Persisting and Enthusiasm (r = .35, and r 

= .23, Z = 1.023, p = <.05); Persisting and Intrinsic Job Satisfaction (r = .29, and 

r = .40, Z = .977, p = <.05); Following and PA (r = .25, and r = .23, Z = .164, p = 

<.05); Endorsing and PA (r = .33, and r = .26, Z = .602, p = <.05); Endorsing 

and Enthusiasm (r = .31, and r = .18, Z = 1.086, p = <.05) and, Endorsing and 

Intrinsic Job Satisfaction (r = .26, and r = .40, Z = -1.234, p = <.05).  
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A correlation matrix of the study variables (Table 6.23) found affective well-

being and intrinsic job satisfaction indicators predicted dimensions of 

managers' performance, irrespective of whether the performance scores were 

from self-report or superiors' ratings. A similar pattern was evident between 

the zero-order correlations and the CFA ratings by self or superiors. See 

Section 6.10. There was agreement on elements of self and their superiors' 

ratings of performance. Managers' performance dimensions were found to be 

multivariate, consisting of three contextual performance (Persisting, Helping, 

Following) and two task performance dimensions (Technical, Influencing). 

Unlike the CFA, a contextual performance dimension (Endorsing) and two task 

performance dimensions (Monitoring, Delegating) were not found to be 

significant for managers and their superiors. 

6.9.3 Multisample procedure 

This section deals with invariance across samples. Cross-validation sample 

(i.e., superiors' rating of managers' performance) was independent of the EFA 

sample and the CFA calibration sample. Invariance means that the model 

parameters in one data set (managers' self-report) is replicated in another data 

set (superiors' ratings), starting with a baseline model that specifies the same 

measurement model in both samples. Initially, the models were used to assess 

the factoral structure of the construct in subsample 1. The best-fitting model 

was then compared for equivalence across subsamples 1 and 2. Evidence of 

equivalence was based on tests of invariance of parameters in the two 

subsamples by estimating the constrained parameters in subsample 2 to be 

equal to the unconstrained values in subsample 1. A series of χ2 difference 

tests between two nested models was performed (Bollen, 1989).  

Tests of invariance between the two subsamples were undertaken, after 

separately establishing the best baseline model for each group as reported 

above (Byrne, Shavelson & Muthén, 1989). Invariance was initially sought 

between the baseline model, and a model that had item-factor loadings 

constrained in the replication subsample. Following this step the analysis also 

constrained the covariances among the performance constructs to be equal 

across the two groups. 
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Tests of hypotheses relating to group invariance began by scrutinising the 

measurement model, particularly the equivalence of factor loadings across 

groups (Byrne, 1994). There were: 

• four EFA dimensions for contextual performance (Persisting, Helping, 
Following, Endorsing); and 

• four EFA dimensions for task performance (Technical, Monitoring, 
Delegating, Influencing). 

Figure 6.7 provides a schematic representation of the CFA of managers' 

performance indicators and variables. 

Figure  6.7: 
CFA of variables and factors 
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Results from the analyses are shown in Table 6.22. For assessing the extent to 

which a respecified model exhibits improvement, the difference in χ2 between 

the models was examined (Byrne, 1994b). EQS provides a χ2 value that reflects 

a weighted combination of fit for all groups used to perform multigroup 

analyses. Multigroup analyses confirmed the consistency of the 8-Dimensional 

model for the two combined subsamples.  

Invariance Analysis 

Table 6.24 gives the invariance analysis on the data. 

Table  6.24: 
Invariance Analysis 

Models χ2 ∆χ2 df  ∆df NNFI CFI RMSEA (CI) 

I.  Null 8070.625 -- 756 -- -- -- -- 

II. Baseline 1084.984 -- 644 -- .929 .940 .044 (.039, .048) 

III. Baseline + Loadings 1122.049 37.065 672 28 .931 .938 .043 (.039, .048) 

IV. Baseline + Loadings 
+ Covariances 

1159.119 37.070 700 28 .932 .937 .043 (.038, .047) 

Note: To test the RMSEA for the 8-dimensional model the required subsample for the degrees-of-
freedom in the model was n = 63; the power to test the model based on the RMSEA (with 322 
degrees-of-freedom and an n =180). Power = .999.  

Model I. Null 

As expected, the Null Model (a model without structure) had an extremely 

large χ2 (8070.625) with 756 degrees-of-freedom, indicating a poor fit to the 

data.  

Model II. Baseline 

The χ2 from Model II was 1084.984 with a reduction of 112 degrees-of-freedom. 

NNFI was .929, CFI .940 and the RMSEA was .044 (CI = .039, .048 

respectively). This measurement model assumed an 8-Dimensional model of 

performance (4 dimensions of task performance, and 4 dimensions of 

contextual performance). 

Model III. Baseline + Loadings 

Model III had a χ2 of 1122.049 (with 672 df), while the NNFI was .931, CFI 

.938 and the RMSEA was .931 (CI = .039, .048 respectively). The results were 

not statistically significant (∆χ2 = 37.065, ∆28 df, p = <.05), indicating 

equivalence between the free parameters in the calibration sample, and the 

constraint parameters in the validation sample. Acceptability of the loadings 
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on the indicators as invariant across groups was established, using stringent 

criteria. The difference in the χ2 (∆χ2) was used as the benchmark to judge the 

differences between competing models. Changes in χ2 yielded 28 degrees-of-

freedom, indicated that these loadings were invariant across groups. Loadings 

were then held constant to establish if the covariances among factors by 

constraining an additional 28 degrees-of-freedom.  

Model IV. Baseline + Loadings + Covariances 

Model IV (= ∆χ2 1159.119, df, 700) - the most restrictive model - was tested, 

that included in addition to invariant loadings, invariant factor covariances. 

The results were not statistically significant (∆χ2 = 37.070, 28 df, p = <.05). Fit 

indices improved slightly from Model III, the NNFI, .931 to .932; the CFI from 

.938 to .937; RMSEA remained constant at .043, and the CI were slightly 

narrower (.038, .047). These results may be taken as evidence indicating 

equivalence between all the parameters tested in the calibration and validation 

samples. The 8-Factor Model of managers' performance was thus successfully 

cross-validated, and these results add weight to the hypothesis that managers 

and their superiors conceptualise 'performance' similarly.  

Hypothesis 1 tested whether performance was a multidimensional construct. 

Table 6.22 provides a comparison of the Null, 1, 2 and 8-Dimensional Models 

of managers' performance. Also, Table 6.24 tested the equivalence of 

parameters across two samples (managers and their superiors). Thus, 

hypothesis 1 was confirmed by the data: 

H 1 Task performance and contextual performance are:  
 
a) distinct measures; 
b) generaliseable across different groups; 
 
that is, managers' and superiors' contextual and task performance 
ratings will remain invariant when compared across groups. 

Hypothesis 2.1, that dealt specifically with the second part of H 1, was 

therefore confirmed on the basis of (a), (b), and (c). 
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H 2.1 Managers and their superiors will perceive the same dimensions of 
performance, in terms of:  
 
a) Pattern relationships; 
b) Loadings; 
c) Loading and covariances.  

6.9.4 Biasing effect of the method 

Multitrait-multimethod (MTMM) 

After testing the equivalence of these performance constructs across the two 

groups, it was necessary to establish if they were equally valid in terms of 

representing the performance from managers' self-reports and superiors' 

ratings. Factors underlying self-rating of performance have been found to 

diverge from those of peer and superiors' ratings, to suggest the presence of 

rater bias13 (Goffin & Jackson, 1992). The reliability of the focal persons' 

ratings may be enhanced, and in this case supplanted, by ratings from 

another person, such as a superior.  

This section assessed the extent that two prominent structure MTMM Models 

were concordant (Byrne & Goffin, 1993). The model examined was composed 

of performance domains and methods, which included self-rating and 

superiors' rating on the pair congruence subsample 3 (n = 125). A schematic of 

the MTMM being tested is given in Figure 6.8.  

                                          

13   Consistent with the literature (Riggio, 1990, p. 3) on self-report techniques the term "bias" is not used 
in the strict statistical sense but in reference to the context of the ratings. 
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Figure  6.8: 
Schematic of managers' performance  

MTMM evaluation of relationships (n = 125) 
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Correlations were arranged in a MTMM matrix (see Table 6.25-29). MTMM 

analysis was undertaken to determine whether there was bias in the self-

reporting of these performance indicators. Testing for evidence of validity using 

CFA is typically undertaken at both the matrix (model) and individual 

(parameter) levels. Byrne (1994) recommended testing for the methods effects, 

construct and discriminant validity of research conducted within the MTMM 

framework. 

Tables 6.25-29 show the indicators of performance that were confirmed by 

managers' self-report and superiors' ratings. This MTMM matrix permitted the 

analysis to be extended further to establish the convergent and discriminant 

validity at a general (i.e., matrix), and individual parameter level. The matrix 

compared the correlations between managers' self-reported and superiors' 

ratings. Perceptions of superiors' and managers' rating were congruent for five 

(Technical, Influencing, Persisting, Following, and Helping) of the eight traits. 

Monitoring, Delegating and Endorsing traits were not significant. 

Factors underlying self-rating have been found to diverge from superiors' 

ratings, to suggest the presence of rater bias (Goffin & Jackson, 1992). By 

definition, self-ratings are based solely on the input of the focal person. 

However, the reliability of a focal person's performance ratings can be 

enhanced, and in this case substituted, by ratings of an observer, such as a 

superior. 
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Superiors' ratings were found to be the more reliable of the two methods and 

are therefore the most appropriate for use as a dependent variable relating to 

affective well-being and intrinsic job satisfaction. Performance was assessed in 

term of superiors' ratings of managers' performance and related to managers' 

self-report of affective well-being and intrinsic job satisfaction in order to 

establish if there was any relationship between the covariates. Thus, the 

sources of the data were independent 
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Table  6.25: 
MTMM matrix (n = 125) 

 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 

Managers' self-rating                 

1. Technical                 

2. Monitoring .377                

3. Delegating .444 .365               

4. Influencing .458 .244 .537              

5. Persisting .531 .449 .394 .545             

6. Helping .346 .370 .482 .356 .507            

7. Following .235 .269 .289 .281 .343 .395           

Endorsing .293 .359 .262 .407 .502 .405 .490          

Superiors' rating                 

1. Technical .401*** .105 .076 .223 .239 .048 .006 .076         

2. Monitoring -.019 .124ns -.044 .139 .167 .108 .058 .122 .183        

3. Delegating -.013 -.122 .125ns .242 .166 .108 -.074 .079 .223 .264       

4. Influencing .065 .043 .131 .365*** .311 .138 .078 .122 .421 .374 .583      

5. Persisting .045 .007 .055 .254 .294** .119 .025 .179 .341 .348 .389 .618     

6. Helping .017 -.036 .056 .171 .167 .179* -.010 .170 .320 .304 .557 .569 .507    

7. Following .008 .030 .069 .174 .094 .075 .240* .234 .296 .432 .202 .326 .367 .408   

8. Endorsing .071 -.065 .042 .295 .214 -.019 -.025 .172ns .328 .367 .499 .606 .568 .615 .556  

Note:   * p = <.05; ** p = <.01; *** p = <.001. Statistical significance was only reported for validities (the underlined coefficients); ns = not statistically significant 
(two-tailed tests). Statistically significant traits are indicated in bold. 
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6.9.5 Goodness-of-fit for MTMM Models of performance 

In this section, four models were tested in order to establish the convergent 

and discriminant validity of managers' performance measure. A useful 

baseline model for comparing alternative models to evaluate improvements in 

fit was based on a model with freely correlated traits and methods (i.e., no 

restrictions were imposed on the models).  

General and individual level testing of parameters of construct validity  

MTMM analysis was undertaken at both the general (model) (e.g., Table 6.27) 

and the individual (parameter) level (e.g., Table 6.28). However, interpretation 

of MTMM is more informative at the individual level of analysis that examined 

individual parameters.  

The test for evidence of construct validity related to the eight facets of 

performance, as measured by self-ratings and superiors' ratings. Data 

comprised scores on the 16 variables (8 for each rating method) that served as 

indicators for the MTMM analysis (Byrne, 1994). Four models were tested in 

order to establish the convergent and discriminant validity of the managers' 

performance measure. As was mentioned previously, testing of these models 

began by generating a model that served as a comparison or benchmark for 

other more restricted models. Evaluation of these models was based on a 

χ2 difference between nested models. Formulation of these models was based 

on Widaman's (1995) recommendations adopted by Byrne and Goffin (1993). 

Results of the analysis are shown in Table 6.26. 

Table  6.26: 
Summary of goodness-of-fit indices for  
MTMM Models of performance (n = 125) 

Model ∆χ2 df CFI RMSEA (CI) 

Model I 
Freely correlated traits. Freely correlated methods. 

79.847 64 .978 .045 (.000, .073) 

Model II 
No traits. Freely correlated methods. 

214.968 103 .846 .094 (.076, .111) 

Model III 
Perfectly correlated trait. Freely correlated methods. 

157.029 88 .905 .080 (.059, .099) 

Model IV 
Freely correlated traits. Perfectly correlated methods. 

90.386 61 .960 .063 (.032, .088) 

Note:  Discrepancies to the number of degrees-of-freedom in some of the analyses are due to fixing 
error variances at their lower bound to prevent them from becoming negative.  
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Model I:  Freely correlated traits. Freely correlated methods 

The first hypothesised model was the baseline for comparing alternative 

MTMM Models. Typically, the first model is the least restrictive of those 

compared because it allows for correlation amongst trait, methods and traits, 

and methods factors. These serve as a standard against which to compare 

competing models to determine their construct validity (Byrne, 1994). For this 

model the χ2 was 79.847 with a RMSEA of .045, indicating an excellent fit to 

the data, as expected. 

Model II:  No traits. Freely correlated methods 

With an increase in degrees-of-freedom, through a restriction of the 

correlations amongst the performance traits, there was a substantial 

increment in χ2 (χ2 = 214.968) as well as a deterioration of the RMSEA (.094) 

and CFI (.846) indexes. These values for Model II suggested a poor fit to the 

data.  

Model III:  Perfectly correlated trait. Freely correlated methods 

As with the hypothesised Model I, each observed variable loaded on both a 

trait and a method factor. Correlations among the trait factors were fixed to 

1.0 (i.e., perfect correlation). Fit for this model showed a marked improvement 

over Model II (χ2 = 157.029; CFI = .905; RMSEA = .80, and the CI ranged from 

.059 to .099), although the fit to the data was mediocre. 

Model IV:  Freely correlated traits. Perfectly correlated methods 

For this model the correlation between the two rating methods was fixed at 1, 

suggesting perfect correlation, while the performance traits were freely 

calculated. Goodness-of-fit for Model IV was substantially improved χ2  = 

90.386 and CFI = .960. The RMSEA was .63 with an acceptable CI (.032; .088) 

that indicated an acceptable fit to the data. 

Evidence for convergent and discriminant validity at the general level 

The extent that independent measures of the same traits are correlated (i.e.,  

managers' self-rating and superiors' ratings) is one criterion of construct 

validity. These variables need to be substantial and statistically significant 

(Campbell & Fiske, 1959). A model that specified correlation amongst the 

traits (Model I) with a model that has not specified such a relationship (Model 

II) provides evidence of convergent validity.  
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The difference in  χ2 between the nested models provided the basis for either 

supporting or rejecting the existence of convergent validity. Table 6.27 clearly 

shows that the difference in χ2 was statistically significant (p = <.001), while 

the difference in practical fit (CFI = .132) was substantial (Byrne & Goffin, 

1993), supporting the existence of convergent validity at the general level.  

Table  6.27: 
Differential goodness-of-fit indices for  
MTMM Models comparisons (n = 125) 

Models Comparisons ∆χ2 ∆df ∆CFI 

Test of Convergent Validity    

Model I vs. Model II (traits) 135.121 39 .132 

Test of Discriminant Validity    

Model I vs. Model III (traits) 77.182 24 .073 

Model I vs. Model IV (methods) 10.539 3 .018 

Discriminant validity was evaluated for both traits and methods. Testing for 

evidence of discriminant validity among traits was undertaken by comparing 

the model that had traits correlated freely (Model I) with a model that had 

perfectly correlated traits (Model III). Model III suggested a differentiation 

existed amongst the traits. Strong evidence for discriminant validity was 

indicated by the large increment in χ2 (∆ χ2   = 77.182, df 24, p = <.001). These 

results indicated a substantial difference between nested models, and 

therefore provided strong evidence of discriminant validity. 

The freely correlated methods model (Model I) was compared with the perfectly 

correlated (r = 1.00) model (Model IV). A statistically significant increment in χ2 

(∆ χ2 = 10.539, 3 df, p <.025) indicated discriminant validity, and evidence of 

lack of common bias across the methods of measurement.  

Individual level testing of parameters convergent and discriminant validity 

Convergent and discriminant validity 

As was suggested earlier, a more thorough assessment of construct validity 

may be undertaken at the individual parameter level of analysis. The focus 

here is on the factor loadings and factor correlations of the baseline model 

(Model I). Table 6.25 shows that 15 out of the 16 trait loadings were 

statistically significant. However, when the factor loadings are scrutinised 

across traits and methods, it is clear that, in every case, the method variance, 

based on self-ratings, exceeds that of the trait variance. For example, for 
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managers' self-ratings on performance the trait rating coefficient for Delegating 

(.232) was higher than the method coefficient (.642).  

By contrast, comparing the trait and method loadings for superiors indicated 

that trait variance always exceeds that of the method variance. To illustrate 

the point, the coefficient for the superiors' method ratings for Delegating (.117) 

is far smaller than the coefficient to the trait (.829). This is strong evidence 

that method effects tend to attenuate trait effects at the individual parameter 

level, thus putting into doubt the evidence gathered from the previous MTMM 

analysis at the matrix level. See Table 6.25 for convergent validity at the 

matrix level. 

Table 6.28 gives the trait and method correlations for the MTMM Models of 

performance. 

Table  6.28: 
Trait and method correlations of MTMM Models of performance (n = 125) 

 1 2 3 4 5 6 7 8 9 10 

1.  Technical           

2.  Monitoring .086ns          

3.  Delegating .239 ns .282         

4.  Influencing .362 .367 .819        

5.  Persisting .361 .409 .609 .878       

6.  Helping .226 ns .260 .661 .597 .602      

7.  Following .135 ns .383 .216 ns .264 ns .322 .343     

8.  Endorsing .484 .437 .654 .879 .901 .726 .709    

9.  Self         1.00  

10. Superior         .250 1.00 

Note:  * p = <.05; ** p = <.01; *** p = <.001, ns = not significant. 

Dimensions of job performance 

Evidence of discriminant validity may be assessed by examining the 

correlations among traits. In order to support discriminant validities, these 

correlations need to be very low. However, validities correlations were greater 

than .80 between Delegating and Influencing (r = .879) and Persisting and 

Endorsing (r = .901). Further evidence of discriminant validities was obtained 

by comparing the upper and lower confidence intervals for these correlations 

for the .95 confidence limit. These intervals did not contain r = 1.00. This 

suggests that although the association between the pair of constructs is 

substantial, the constructs were nevertheless distinct. 
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The next examination of discriminant validity concentrates on the correlation 

between two sources of data: self and superiors. Correlations between these 

sources of report on managers' performance were predicted to be low and not 

statistically significant; although the correlation between these sources (r = 

.250) was modest, it was statistically significant. At first examination this may 

appear surprising, (i.e., that first and other-ratings are similar), but the items 

in the questionnaires were identical for both managers and superiors, and this 

may account for the result. Byrne (1984) encountered an analogous 

circumstance, when correlations obtained were as high as high as .60 between 

self-ratings of student and parents' ratings. 

Potential systematic error of superiors' ratings was minimised by including in 

the analysis ratings of superiors that were independent of other ratings; that 

is, only one randomly selected rating from individual superiors was included 

in the analysis, and this rating was matched with the focal (manager) person's 

rating. In research of this type this potential error is not controlled, by 

allowing a superior to rate more than one subordinate.  

Therefore, hypothesis 3 was confirmed. 

H 3 Managers will rate their contextual and task performance less 
reliably compared to the person to whom they report (superiors). 

Table 6.29 provides the trait and method loadings for MTMM model of 

contextual and task performance.  
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Table  6.29: 
Trait and method loadings for MTMM Model of contextual and task performance (n = 125) 

 Technical Monitoring Delegating Influencing Persisting Helping Following Endorsing Self-ratings Superiors' ratings 

Self-ratings           

Technical .442        .642  

Monitoring  .137ns       .578  

Delegating   .232      .642  

Influencing    .459     .616  

Persisting     .432    .745  

Helping      .230   .691  

Following       .218  .553  

Endorsing        .288 .589  

Superiors' ratings           

Technical .881         .517 

Monitoring  .974        .225 

Delegating   .829       .117 

Influencing    .803      .384 

Persisting     .709     .321 

Helping      .957    .269 

Following       .921   .377 

Endorsing        .952  -.159 
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The MTMM analysis indicates that there is bias in the self-report of these 

performance indicators. Self-report on managers' performance was shown to 

be contaminated as opposed to superiors' ratings of managers' performance, 

which was found to be more reliable.  

6.10 CFA of managers' performance  
This section investigated whether the hypotheses related to managers' 

performance presented in Section 6.5 were supported by the data collected 

from the sample. Accurately measuring managers' performance was a 

necessary precursor to answering the main research questions posed in this 

study. The CFA explored the construct of managers' performance in detail.  

Results of the various CFA were conducted to test the measurement model. A 

CFA provided support for a 32 variable measure of perceived performance. The 

CFA on the eight performance constructs - four contextual performance and 

four task performance - was used to confirm the measurement model. These 

analyses determined the independence of the constructs. Essentially, the eight 

dimensions and 32 indicators, identified in the EFA, withstood a rigorous 

process of CFA scrutiny that covered all the relevant aspects of performance. 

Contextual and task performance generalises across managers and their 

superiors, to provide a reliable measure of performance. Clearly, superiors' 

ratings of managers' performance are the most reliable. As discussed earlier, 

common variance was expected because the focal person rated their 

performance. 

Evidence was presented through invariance analysis that was used to 

determine if there was congruence between managers' and superiors' 

perceptions of performance. The model fitted the structure and was suitable 

for cross-validation with the original sample. A common structure for both 

managers' and superiors' contextual and task performance was established 

through an examination of the form of the performance model, the invariance 

of loadings across the self and superiors' samples, and holding the loadings 

constant, a test of the invariance of the relationships amongst the 

performance constructs. These scales are psychometrically sound because 

they show high levels of reliability (internal consistency), in addition to 

demonstrating construct validity, and are suitable for further analysis in 

relation to managers' affective well-being and intrinsic job satisfaction.  
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In summary, the measurement model clarified the construct of managers' 

performance and was found to be composed of mutual and distinct measures 

that are generalisable across groups. The CFA findings indicated that the 

construct of managers' performance was multidimensional. However, as 

shown through the MTMM at the individual parameter level of analysis, 

managers' self-reports on their performance were contaminated by 

considerable systematic error through a tendency of the self-rated 

performance method to attenuate the performance effects. By contrast, the 

superiors' ratings of managers' performance had only a modest method 

variance and were therefore a reliable measure of managers' objective 

performance. 

6.10.1 Methodological constraints of self-report questionnaires 

Section 5.9 detailed the methodological limitations anticipated for this study.  

Unconscious misrepresentation of managers' ratings identify four types of 

bias: acquiescence; extremity; auspices; and social desirability (Zikmund, 

1997). Acquiescence bias is due to the respondents' tendency to concur with a 

particular position. As the subject matter pertains to individual level 

performance and affective well-being and intrinsic job satisfaction, the 

acquiescent response set was considered by checking if contradictory 

questions (e.g., Depression/Enthusiasm, PA/NA) were answered in a logically 

consistent manner. In terms of methodological limitations, the potential errors 

associated with random and systematic processes were minimal. Similarly, 

both sample selection error and respondent error were not major issues. 

Acquiescence, extremity, auspices, and social desirability biases were deemed 

negligible. 

To avoid the problems associated with self-report data some researchers have 

used superiors' ratings (downward appraisal). Superiors' ratings may 

overcome the problem of social desirability that may occur in self-report data 

but it creates the problem of 'subjective favouritism', where superiors give 

biased performance reports. These reasons may range from simply not 

accurately knowing the level of performance of an employee, through to 

personal conflict that results in an intentional underestimation of performance 

reporting. Variability of managers involved in this study, in terms of 

occupational category, level of seniority and organisational type would have 

minimised this problem. 
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Relationships between perceptions of the work environment and self-report of 

mental and physical health are widely documented in the literature (Parkes, 

1990). Self-attribution findings (cf. Mitchel, Green & Wood, 1981) indicates 

that managers reporting stressors may be more pre-disposed to implicate 

exogenous factors, such poor job design or organisational policies, as opposed 

to their own shortcomings. Presumably, those who became involved in the 

study were intrinsically interested in the perceived value of the study to 

expend the time to fill in the questionnaire. Self-report of affective well-being 

and intrinsic job satisfaction was consistent with the intent of this 

investigation, which focuses on endogenous factors that influence managers' 

behaviour.  

Organisations were initially approached by the researcher and agreed to 

become involved in this study. Individuals from the participating organisations 

then self-selected into the study. This approach was used because of the 

sensitive nature of the data being collected. Sample bias was possible at both 

stages of this process. Ergo, it was tempting to attribute the participation of 

managers in the study to social acquiescence. Given the considerable 

workloads reported (mean = 47.27, hours per week, sd 9.72), and voluntary 

involvement, it seems unlikely managers would have expended the energy 

required to complete the questionnaire unless they perceived some benefit in 

the study.  

Participation in the study was voluntary. Managers who believed themselves to 

be high performers may have self-selected into the study and possibly biased 

the sample. Equally, managers who are not performing well may have been 

reluctant to be identified and may have opted not to participate in this study. 

Non-participation of managers from organisations who agreed to be involved in 

the study may also be attributed to the perennial concerns of fear, 

indifference, or lack of encouragement (Lange, 1984).  

Maybe managers with high workloads opted to be involved with the study 

because of strong opinions they had about affective well-being and intrinsic 

job satisfaction. The majority of managers from the organisations participating 

in the study consistently indicated they were extremely busy and over-exposed 

to questionnaires. No attempt was made to ascertain the underlying reasons 

for managers' participation in the study, other than to assume that the 



 

226 

willingness to be involved was a result of the perceived benefits outlined in the 

original letter of invitation (see Appendix 16). Presumably, organisations that 

agreed to be involved in the study did so because of a concern or interest in 

the relative and absolute state of affective well-being, intrinsic job satisfaction 

and performance of their managers. There is scope for speculation about the 

motivation, at both the organisational and individual level, of why managers 

agreed to be involved in the study. 

The incidence of common method variance and bias was anticipated. To 

overcome this problem another source of rating of managers' performance, the 

person to whom managers' report (superiors), was used to account for the 

potential bias in managers' self-ratings of their performance. Managers' self-

reports were used to measure affective well-being, intrinsic job satisfaction, 

performance and biodata. This eliminated the problem of common method 

variance as the sources of report were independent. This ensured the 

reliability of managers' ratings, specifically the managers' contextual and task 

performance subscales. 

Missing data 

Organisations and individuals that responded to the survey are subject to the 

typical criticism made of this form of methodology - nonresponse bias. This 

arises when "persons who respond differ from those who do not, the results do 

not directly allow one to say how the entire sample would have responded" 

(Armstrong & Overton, 1977: 396).  

The missing data problem was quite severe. Respondents either left items 

blank, or more commonly, selected the 'Not Applicable' option. This resulted in 

a loss of data when listwise deletion was used. The 'Not Applicable' option was 

inserted because the researcher assumed that there would be some 

information superiors would not have known about the managers they were 

rating, or where not relevant to be undertaken. On the other hand, this may 

have resulted in more accurate observations of what were the applicable 

indicators for the majority of managers.  

6.11 Conclusion 
This chapter provided descriptive statistics on the sample, subsamples and 

details of the development of the measurement model. Theoretical and 
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statistical attributes were provided for the managers' performance subscales 

used in this sample. Evidence is given to support the validity and reliability of 

the instruments used to measure the constructs embedded in the model. The 

psychometric properties of the 12-item Four Factor Model of Job-related 

Affective Well-being (Sevastos, 1996), the 20-item PANAS (Watson & Clark, 

1984) and the 7-item Intrinsic Job Satisfaction scale (Sevastos, 1996; Cook, et 

al., 1981a) scales remained statistically robust with this cohort. 

A major contribution of this study was to define and measure the construct of 

managers' performance. This was made on the assumption that managers' 

performance consists of two multidimensional components; contextual 

performance and task performance. Contextual performance scales were 

sourced from existing items in the literature, whereas the researcher devised 

the task performance variables. A thorough and statistically robust 

methodology was adopted for the validation and cross-validation of the 

managers' performance measurement model. Following an EFA, a CFA was 

undertaken on a validation and a cross-validation subsample. This analysis 

ensured there was a congruence of perceptions, for managers and their 

superiors, on what were the most important elements of managers' 

performance. 

A measurement model of managers' performance dimensions was confirmed to 

be multivariate and consist of eight distinct dimensions. Four contextual 

performance (Persisting, Helping, Following, Endorsing) and four task 

performance dimensions (Technical, Monitoring, Delegating, Influencing) 

formed the scales for the managerial activities. Indicators forming these scales 

were of most consequence to managers and their superiors. 

Contextual and task performance scales shared convergent and discriminant 

validity at the matrix level but at the individual parameter level the results 

were less encouraging. At the individual parameter level, self-report was less 

reliable because method obscured the true nature of managers' ratings mainly 

by 'halo effect'. On the other hand, superiors' ratings was found to be the more 

reliable of the two methods and were clearly independent of the DVs, affective 

well-being and intrinsic job satisfaction. Thus, the potential for common 

method variance was eliminated. 
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The next chapter describes the results obtained from the analyses of the 

relationship between managers' affective well-being, intrinsic job satisfaction 

and performance. 
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Chapter 7: Analysis of data 

[I]t is better to imperfectly measure relevant dimensions than to perfectly 
measure irrelevant ones. 

(Bommer, 1995: 602) 

This chapter examines the results obtained from testing the hypotheses 

concerning the relationships between managers' affective well-being, intrinsic 

job satisfaction and performance. Section 7.2 explains why canonical 

correlation was used for the analysis, based on multivariate analysis of 

variance. Section 7.3 reports the canonical correlation results, including 

canonical analysis estimation of the sample. Section 7.4 explains standard 

multiple regression and why it was used to complement the canonical 

correlation analysis. Section 7.5 gives the results of standard multiple 

regressions. Section 7.6 gives the results of the hypotheses. Section 7.7 

discusses methodological issues, followed by the conclusion in Section 7.8. 

7.1 Introduction 
All the information relevant to the hypotheses and the model is contained in 

this analysis, including statistically significant results plus unique variance. 

As was shown in Table 6.23, the performance dimensions overlapped 

substantially (i.e., exhibited high intercorrelations) making it necessary to 

evaluate the multidimensional performance construct through a weighted 

linear combination of the individual performance dimensions. A decision to 

evaluate each performance dimension separately, by relating it to the intrinsic 

job satisfaction and affective well-being dimensions, would have been 

misplaced, due to the overlapping variance among the performance 

dimensions.  

Canonical correlation analysis was used as the method of combining the 

individual performance dimensions into weighted components of performance, 

so that these could then be used in a series of standard multiple regressions, 

with IVs for the affective well-being and intrinsic job satisfaction scales. To 

reiterate, the superiors' ratings of managers' performance are the most valid, 

and this information is presented as the focus of this study. The Pair 

congruence Subsample 3 (n = 125) was used for the canonical correlation and 

standard multiple regression analysis.  
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7.2 Canonical correlation 
As discussed in Section 5.8.6, research strategies for exploring the predictive 

power of sets of variables are normally conducted between independent 

variables (IVs) (e.g., affective well-being and intrinsic job satisfaction) and 

dependent variables (DVs) (e.g., contextual and task performance). In Chapter 

6, it was shown that managers' performance dimensions (i.e., the DVs) were 

confirmed to be multivariate and consist of eight distinct dimensions. Four 

contextual performance dimensions (Persisting, Helping, Following, Endorsing) 

and four task performance dimensions (Technical, Monitoring, Delegating, 

Influencing) formed the scales for the managerial activities that were rated as 

being of most consequence by the managers of the organisations involved in 

this study.  

The IVs, consisting of the Four Factor Model of Job-related Affective Well-being 

(Sevastos, 1996), the PANAS (Watson & Tellegen, 1988) and Job Satisfaction 

(Sevastos, 1996; Cook et al., 1981a) scales represented established and valid 

measures for this sample. 

To reiterate, canonical correlation procedures are intended to identify how well 

each DV, individually or as a set, can be predicted from a set of IVs. A 

framework of the kind of research questions posed in this study involved 

identifying the maximum correlation between a set of IVs and a set of DVs; or 

preferably, the identification of a number of different dimensions of association 

between the two sets, and the major variables accounting for each set. These 

types of research questions may be answered through the statistical procedure 

of canonical correlation and refined using standard multiple regression. 

Canonical correlation simultaneously analyses several predictor and criterion 

variables, and "represents the only technique available for examining the 

relationship with multiple dependent variables" (Hair et al., 1995: 445). 

Canonical correlation is similar to multiple R (linear combination of one 

dependent and several IVs) from regression analysis.  

The main forte of canonical correlation lies in its capacity to create a set of 

DVs and IVs and identify the optimum structure or dimensionality of 

independent and dependent variate sets. Canonical correlation analysis may 

be applied when the two sets of variables have equivalent status and where no 

clear-cut distinction can be made between dependent and independent 
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variables (Cliff, 1987). A canonical correlation is intended to produce a linear 

combination from each set of variables, so that the correlation between them 

is maximised. Linear combinations from each set of variables are known as 

canonical variates, and are analogous to principal components derived from a 

principal component analysis (Nie, Hull, Jenkins, Steinbrenner & Bent, 1975).  

Canonical correlations quantify the strength of the relationship between two 

sets of IVs and DVs (canonical variables). Canonical correlation 

simultaneously assesses the relationship between these two sets of variables 

(predictor and criterion variables). This was achieved by establishing a linear 

combination of variables by creating a composite measure of the set of DVs (a 

canonical variate) to assess against the set of IVs. Standardised weight 

coefficients are used to define each canonical variate or dimension, canonical 

variable loadings. For the purpose of assessing the relationship between the 

original variables and the canonical variates, Tabachnick and Fidell (1998) 

have suggested a correlation between a canonical variate and a variable ≥.30.  

Dillon and Goldstein (1984) have suggested the use of cross-loadings, instead 

of simple loadings, as a preferable base for interpretation because these are 

less inflated than within-set loadings. Dillon and Goldstein (1984) emphasised 

the relationship of each variable separately with the canonical variate from the 

other set. Cross-loadings are calculated by multiplying each loading separately 

in a set with the canonical correlation coefficient of the set. When interpreting 

these results, Tatsuoka (1970) has suggested a standardised weight coefficient 

equal to or greater than half the size of the largest coefficient in the set as a 

more acceptable base for interpretation.  

In this study, the focus of the multivariate analysis is on the relationship 

between the composite performance criteria and the set of DVs. Canonical 

correlation analysis does not evaluate the statistical significance of individual 

predictors so the results of the standard multiple regressions will be relied 

upon for interpretation. 

7.2.1 Canonical significance  

Canonical significance was determined to be statistically significant for 

interpretation if significance of F values are above the established convention 

of .05 (or .01 where appropriate). Rao's V approximation (F statistic) was used 
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to test for lower levels of significance (Tabachnick & Fidell, 1998; Hair et al., 

1995). For canonical correlation, Wilk's lambda is a more appropriate statistic 

because it is a multivariate test that evaluates the significance of the 

discriminatory power of discriminate functions on all canonical roots 

(Tabachnick & Fidell, 1998). Wilk's lambda indicates the amount of separation 

between the variable components. In essence, the lower the Wilk's number, 

the better the separation between components. A canonical regression with a 

Wilk's lambda of <.6 is necessary to adequately discriminate between variables 

(Hair et al., 1995). Variables with a canonical weight >.6 were not considered 

suitable for canonical regression. 

The significance of the F roots was checked to determine how many factors 

were significant at .05, after the normality of the data was established. Having 

established significance, it was critical to account for the amount of variance. 

Three assessments of variance are important to the two sets of variables. First, 

only variance overlap between each set of variant pairs above .30 was 

interpreted. Second, the different amount of variance extracted was related to 

each respective set of variables. Third, these were also calculated and 

interpreted identically to the method used for factor analysis, except that 

canonical variates are always orthogonal and therefore independent of each 

other. 

A minimum ratio of observations to IVs for multiple regression of 1:5 is 

recommended to avoid 'overfitting' data and to maintain a statistical power of 

80% (Hair et al., 1995). This study had 125 cases for 16 IVs, a ratio of 7.8:1, 

above the recommended minimum.  

Last, redundancies for pairs of canonical variates are usually not equal. 

Redundancies for a set of variables are added between canonical variates to 

calculate the total of DVs relative to IVs (Tabachnick & Fiddell, 1998). 

Redundancy is the percentage of variance a canonical variate extracts from 

one set of variables in the other set (Tabachnick & Fiddell, 1998; Hair et al., 

1995). Variance is the overlap between a variate and the other related 

variables. 

Canonical correlations of composite variables were used to provide a more 

parsimonious solution for the analysis. Using composite variables for 

canonical correlations went beyond normal multiple regression analysis, 
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negating the need to report and analyse redundancies in the data because the 

first and second canonical variate were reported and analysed.  

7.2.2 Evaluating variables for multicollinearity and singularity 

All variables (DVs and IVs) were simultaneously input into a single analysis. 

This involved identifying the maximum correlation between a set of DVs and a 

set of IVs. It was preferable to identify the number of different canonical 

variates of association between the two sets and the major variables that 

account for each set.  

The canonical correlation approach is suited for multiple DVs and IVs. With a 

large number of analyses there is no protection level for the possibility of Type 

I errors occurring. Most of the IVs in studies of this kind are intercorrelated 

(e.g., intrinsic job satisfaction and other conceptually related job affect 

measures are likely to have considerable shared variance). In this sort of 

analysis it is advisable to consider all variables (DVs and IVs) simultaneously 

in a single analysis. All IVs had a significant multivariate effect on the DVs. 

Pillai's trace values were <.05 (Tabachnick & Fidell, 1998 Hair et al., 1995).  

Singularity did not exist in either matrix since the DVs were not perfectly 

correlated (Tabachnick & Fidell, 1998). Normality was assessed using both 

graphical and statistical tests as recommended by the American Psychological 

Society (Smithson, 1999), and Tabachnick and Fiddell (1998). 

7.3 Canonical analysis 

7.3.1 Estimation sample 

Results of the canonical correlation analysis for the first matched sample (n = 

125) are shown in Table 7.1 which shows the canonical correlations, cross-

loadings, the standard canonical variate coefficients or weights, the percent of 

variance extracted from within its own set of variables, and redundancies (the 

percent of variance extracted from the opposing set of variables).  

Redundancies are analogous to R2 and are the products of the squared 

canonical correlation and the proportion of that set's variance accounted for 

by the canonical variate (Dillon & Goldstein, 1984). Canonical variates are 

orthogonal to each other, and the percent of variance and redundancies are 
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additive, as shown in the 'total' column in Table 7.1 Refer to Sections 5.8.6, 

7.2 and 7.2.1 for details about canonical variates.  

Canonical correlations for the two variates of superiors' ratings were .559 (p = 

<.001) and .460 (p = <.05), indicating they were suitable for interpretation. For 

superiors' ratings, the first canonical variate extracted 37.129% of variance 

from the criterion-set and 29.046% of variance from the predictor-set. For 

redundancies, the first criterion-set variate accounted for 11.602% of variance 

in the predictor-set and the first predictor-set variate accounted for 9.076% of 

variance in the criterion-set for a total of 13.925%.  

The second canonical variate extracted 10.978% of variance from the criterion-

set, and 5.201% of variance from the predictor-set. For redundancies, the 

second criterion-set variate accounted for 2.323% of variance in the predictor-

set, and the second predictor-set variate accounts for 1.101% of variance in 

the criterion-set for a total 10.177%.  

Both canonical variates accounted for a total of 48.107% of the criterion-set 

variability, and 34.248% of the predictor-set variability. As was mentioned 

earlier, in order to interpret the results from a canonical correlation, either the 

cross-loading and/or the standardised coefficients (β weights)  may be used. 

However, because the canonical correlation analysis was used here only as a 

method of creating composite DVs, and not for testing of hypotheses, cross-

loadings were not evaluated.  

See Table 7.1 for canonical correlations of the DV based on superiors' rated 

performance. 
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Table  7.1: 
Canonical correlation with DV based on 
 superiors' rated performance (n = 125) 

Variables First Canonical Variate Second Canonical Variate 

 Cross-Loadings Standardised 
Coefficients 

Cross-Loadings Standardised 
Coefficients 

Performance Variable 
Set (DV)  

    

Technical .177 -.091 -.208 -.563 

Monitoring .306 .202 .252 .616 

Delegating .264 -.142 -.131 -.321 

Influencing .510 .642 -.090 -.067 

Persisting .423 .214 -.081 -.259 

Helping .245 .039 -.011 .054 

Following .221 -.070 .217 .549 

Endorsing .432 .322 .008 .013 

Percent variance   37.129  10.978 

Total = 48.107  

Redundancy   11.602  2.323 

Total = 13.925  

Affective Well-being 
Variable Set (IV)  

    

PA .389  .591 .067 .976 

NA -.096 .221 -.152 -.478 

Depression -.328 -.083 .012 -.058 

Enthusiasm .278 -.375 -.187 -1.337 

Anxiety -.179 -.117 .071 .619 

Relaxation .076 .046 .046 .595 

Intrinsic Job Satisfaction .503 .803 -.085 -.014 

Percent variance   29.046  5.201 

Total = 34.248 

Redundancy   9.076  1.101 

Total = 10.177 

Canonical Correlation .559***  .460*  

As an exploratory preliminary step, an examination of the loadings and the 

weights for each variable may be carried out to detect any instability in the 

standardised weights. Instability in the standardised weights (for example, a 

small weight relative to a loading, or a negative algebraic sign where a positive 

sign was expected) may be due to either multicollinearity, or to the variance in 

a variable having already been accounted for by some of the other variables 

(Dillon & Goldstein, 1984). The problem of multicollinearity has already been 
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addressed in the instrumentation Section 5.6, where evidence was presented, 

based on a factor analyses, of the independence of the measures.  

Squared canonical correlation represents the variance shared by the linear 

composites of sets of DVs and IVs but not the variance extracted from the sets 

of variables. Variates are derived to maximise the correlation and identify the 

optimum structure or dimensionality of each IV and DV set. Canonical 

correlation does not deal with a single DV but a composite of DVs that only 

contain a portion of each DVs total variance. Thus, it cannot be assumed that 

all variance of the IV set is explained by the IV set.  

A strong canonical correlation may be evident between two linear composites 

(canonical variates) even though these canonical variates may not extract 

significant amounts of variance from either set of variables. This accounts for 

the maximum amount of the relationship between two sets of variables but 

does not ensure a substantial relationship of practical and conceptual 

significance. Practical significance of canonical functions is represented by size 

of canonical correlations but there are no generally established guidelines 

regarding suitable sizes for canonical correlations (Hair et al., 1995). Further 

analysis, using a standard multiple regression is required to determine the 

amount of DV variance accounted for, or shared with the IV.  

7.4 Standard multiple regression 
Canonical correlation ie a preliminary step for establishing the relationship 

between the sets of IVs and DVs. As noted in Section 5.8.7, a canonical 

correlation does not provide significance levels for individual variables. 

Statistical significance of the predictor variables was determined more 

precisely through multiple linear regression using the information from the 

canonical correlation. Significance testing is possible using standard multiple 

regression to establish how sensitive to unique variance an IV is when 

contributing to the R2. This permitted explicit hypothesis to be tested about 

the variance attributable to some of the IVs in the equation to answer two 

fundamental questions – What is the size overall relationship between affective 

well-being and performance; and how much of the relationship is contributed 

uniquely by each IV?  

Further analysis was required to determine the amount of DV variance 

accounted for, or shared with the IV. Standard multiple regression enhances 
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the interpretability of the results of canonical correlation by providing specific 

information about a generalised canonical correlation by assessing the relative 

importance of IVs for predicting overall DVs. How the relationship operates 

between IV and DV is important. Both full correlation and unique contribution 

of IVs was considered to guard against a situation where an IV was highly 

correlated with a DV but the unique contribution was small. Each IV was 

evaluated in terms of what it adds to the prediction of the DV that is different 

from predicability added by other IVs.  

A standard multiple regression assesses, in a single step, the influence of a set 

of IVs on individual DVs, in this instance the weighted linear combination of 

the performance dimensions were defined by the first and second canonical 

variates shown in Tables 7.2 – 7.5. An assessment of the relative importance 

of an IV may be based on such an analysis, where the unique variance 

explained by a particular variable could be obtained through the squared 

semi-partial correlations. However, it should be noted that, the results of these 

analyses are specific to the compound DVs, which were linearly combined (i.e., 

the variates), and not with the original variables. 

A standard multiple regression was conducted separately on each of the 

predictor variables (affective well-being and intrinsic job satisfaction) against 

each criterion variable (the two orthogonal compound variables from the 

canonical correlation).  

7.5 Results of multiple regression and discussion 
Tables 7.2 - 7.5 show four separate standard multiple regressions performed 

on the matched sample (n = 125). DVs for Tables 7.2 and 7.3 are the 

composite performance dimensions from the first and second canonical 

variates from superiors' ratings of managers' performance. For Tables 7.4 and 

7.5 the DVs are the composite affective well-being and intrinsic job satisfaction 

dimensions from the first and second canonical variates from managers' 

ratings. That is, in Tables 7.2 and 7.3 predictions are made about performance 

using as predictors the intrinsic job satisfaction and affective well-being 

variables, while in Tables 7.4 and 7.5 reversing the order predicts intrinsic job 

satisfaction and affective well-being variables from the performance 

dimensions.  
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Due to the weighting procedure derived from the canonical correlation, the 

multiple Rs for all standard multiple regression analyses are exactly the same 

as that obtained from the canonical correlation analysis (i.e., .559 and.460 for 

the first and second canonical variate) indicating that all the information in 

the canonical correlation has been successfully contained in the standard 

multiple regression analysis.  

Semi-partial correlations from standard multiple regressions were squared to 

calculate the amount of unique variance contributed by each variable. Results 

from the first variate (with DV of the first canonical variate consisting of the 

composite of contextual and task performance) showed that the following 

variables (in order of magnitude) contributed 1% or more of unique variance 

for superiors' ratings: Intrinsic Job Satisfaction (11.233%) and PA (4.757%). 

Collectively, these variables contributed 15.99% of total unique variance. 

Enthusiasm only accounted for an additional 1.481% of unique variance but 

was not statistically significant. The other variable contributed the remaining 

1.228% of total unique variance. As with the canonical correlation analyses, 

Intrinsic Job Satisfaction was the most important variable.  

Table 7.2 predicts job performance with DVs for the first canonical variate 

from superiors' and self-ratings, and IVs self-ratings of PA, NA, affective well-

being and intrinsic job satisfaction.  
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Table  7.2: 
Predicting job performance with DV the 1st canonical variate  

from superiors' ratings, and IVs self-ratings of PA, NA,  
affective well-being, and intrinsic job satisfaction (n = 125) 

 
 

Variables 

β 
Superiors' ratings of 

performance 

 
%  

Unique variance 

PA .330** 4.757 

NA .127 .880 

Enthusiasm -.210 1.481 

Depression -.046 .073 

Anxiety -.065 .234 

Relaxation .026 .041 

Intrinsic Job Satisfaction .449*** 11.233 

Total Unique Variance  18.699 

R .559  

R2 .312  

Adjusted R2 .271  

F 7.596***  

Note: * p = <.05; ** p = <.01; *** p = <.001. 

The DV (Influencing, β = .359, p = <.001) for Table 7.2 is job performance. 

Matching affective well-being and intrinsic job satisfaction IVs are given in 

Table 7.4. 

Table 7.3 shows the results of the second standard multiple regression with 

DV the performance dimensions from the second canonical variate and for IVs 

the intrinsic job satisfaction and affective well-being measures. In order of 

importance, the largest unique variance was contributed by Enthusiasm 

(12.738%), followed by PA (8.788%), and Anxiety (4.424%). Collectively, all the 

other predictors contributed a total of 7.259% of variance. 

Results are given for the standard multiple regression of eight performance 

dimensions against the eight affective well-being and intrinsic job satisfaction 

dimensions. The analysis from the second variate (with DV the second 

canonical variate consisting of the composite of contextual and task 

performance) resulted in two variables contributing unique variance greater 

than 1% superiors' ratings (see Table 7.2). Those variables that contributed 

the following percentage of unique variance were: Enthusiasm (12.738%); PA 

(8.788%); Relaxation (4.578%); Anxiety (4.424%); and NA (2.651%) for a total 
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of 33.179%. All the other variables collectively contributed only an additional 

.027% of unique variance.  

Table 7.3 predicts job performance with DVs for the second canonical variate 

from superior's ratings and self-ratings, and IVs self-ratings of PA, NA, 

affective well-being, and intrinsic job satisfaction. 

Table  7.3: 
Predicting job performance with DV the 2nd canonical variate  

from superiors' ratings, and IVs self-ratings of PA, NA,  
affective well-being, and intrinsic job satisfaction (n = 125) 

 
 

Variables 

β 
Superiors' ratings of 

performance 

 
%  

Unique variance 

PA .449*** 8.788 

NA -.220* 2.651 

Enthusiasm -.615*** 12.738 

Depression -.052 .025 

Anxiety .285* 4.424 

Relaxation .274** 4.578 

Intrinsic Job Satisfaction -.006 .002 

Total Unique Variance  33.206 

R .460  

R2 .212  

Adjusted R2 .164  

F 4.487***  

Note: * p = <.05; ** p = <.01; *** p = <.001. 

The DVs (Technical, β =-.259; p = <.01; Monitoring, β =.283; p = <.01; 

Following, β =.252, p = <.05) for Table 7.3 are job performance. Matching 

affective well-being and intrinsic job satisfaction IVs are in Table 7.5. 

Results from the first variate (with DV being the first canonical variate, 

consisting of the composite of affective well-being and intrinsic job 

satisfaction) showed that the following variables (in order of magnitude) 

contributed 1% or more of unique variance for superiors' ratings: the 

Influencing variable contributed 5.935% of unique variance, while the other 

variables contributed the remaining 3.944% of variance. Endorsing only 

accounted for an additional 1.507% of unique variance but was not 

statistically significant. All the other variables collectively contributed an 

additional 2.437% of unique variance. As with the canonical correlation 

analyses, Influencing was the most important variable. 
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Table 7.4 predicts affective well-being from self-ratings with DVs for the first 

canonical variate, and IVs for superiors' ratings and self-ratings of task and 

contextual performance dimensions. 

Table  7.4: 
Predicting well-being from self-ratings with DV the 

 1st canonical variate, and IVs from superiors' ratings 
of task and contextual performance dimensions (n = 125) 

 
 

Variables 

β 
Superiors' ratings of 

performance 

 
%  

Unique variance 

Technical -.051 .204 

Monitoring .113 .953 

Delegating -.079 .392 

Influencing .359*** 5.935 

Persisting .120 .761 

Helping .022 .033 

Following -.039 .094 

Endorsing .180 1.507 

Total Unique Variance  9.879 

R .559  

R2 .312  

Adjusted R2 .265  

F 6.590***  

Note: * p = <.05; ** p = <.01; *** p = <.001. 

The DVs (PA, β=.330; p = <.01; IntJS, β=.449, p = <.001) for Table 7.5 are 

affective well-being and job satisfaction performance. Matching managers' job 

IVs are given in Table 7.2. 

The analysis from the second variate (with the DV of the second canonical 

variate consisting of the composite of affective well-being and intrinsic job 

satisfaction) resulted in two variables contributing unique variance greater 

than 1% of superiors' ratings. These variables that contributed the following 

percentages of unique variance: Monitoring (6.010%); Technical (5.359%); and 

Following (3.950%) for a total of 15.319%. Delegating only accounted for an 

additional 1.370% of variance, but was not statistically significant. All the 

other variables collectively contributed an additional .844% of unique 

variance.  
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Table 7.5 predicts affective well-being from self-ratings with DVs for the 

second canonical variate, and IVs superiors' ratings and self-ratings of task 

and contextual performance dimensions.  

Table  7.5: 
Predicting well-being from self-ratings with DV the 

 2nd canonical variate, and IVs from superiors' ratings  
of task and contextual performance dimensions (n = 125) 

 
 

Variables 

β 
Superior's ratings of 

performance 

 
% 

Unique variance 

Technical -.259** 5.359 

Monitoring .283** 6.010 

Delegating -.148 1.370 

Influencing -.031 .044 

Persisting -.119 .754 

Helping .025 .044 

Following .252* 3.950 

Endorsing .006 .002 

Total Unique Variance  17.533 

R .460  

R2 .212  

Adjusted R2 .157  

F 3.892***  

Note: * p = <.05; ** p = <.01; *** p = <.001. 

The DVs (PA, β =.449; p = <.001; NA, β =-.220; p = <.05; Enthusiasm, β =-.615; 

p = <.001; Anxiety, β =.285; p = <.05; Relaxation, β .274 ; p = <.01) for Table 

7.5 are affective well-being and job satisfaction. Matching job performance IVs 

are given in Table 7.3. 

7.5.1 Summary of results from the multiple linear regressions 

In summary, the results from the multiple linear regressions are given in Table 

7.1 which shows the affective well-being, intrinsic job satisfaction and 

performance outcomes from the combination of the two independent variates. 

Statistically significant associations between the affective well-being, intrinsic 

job satisfaction dimensions and some of the performance factors are 

presented. Standard multiple regressions were repeated and reversed to 

determine which performance variables contributed to this variance, that is, 

the IVs and DVs were reversed. 
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To reiterate from Chapter 6, performance was assessed in term of superiors' 

ratings and related to managers' self-report of affective well-being and intrinsic 

job satisfaction in order to establish if there was any relationship between the 

covariates. Thus, the sources of the data were independent. An association 

was found between some measures of managers contextual and task 

performance, affective well-being and intrinsic job satisfaction. This 

association was explained by two orthogonal variates (i.e., each pair of variates 

is independent of all other variables in the dataset) as shown in Figure 7.1.  

Figure  7.1: 
Two orthogonal variates of managers' affective well-being, 

 intrinsic job satisfaction and performance (n = 125) 

 

+ PA***   β = .330 (4.757%)
+ INJS***  β = .449 (11.233%)

+ INF***   β = .359 (5.935%)

- TECH * *    β   = -.259 (5.359%)
+ MON * *    β   =  .283 (6.010%)
+ FOLL *    β   =  .252 (3.950%)

+ PA ** *    β   =  .449 (8.788%)
-  NA *    β   = -.220 (2.651%)
-  ENTH *    β   = -.615 (12.738%)
+ ANX *    β   =  .285 (4.424%)
+ RELAX * *  β   =  .274 (4.578%)

R = .460 
(2nd canonical variate) 

R = .559
(1st canonical variate) 

 

Note: * p = <.05; ** p = <.01; *** p = <.001. 

7.6 Hypotheses results 
Hypotheses in this section relate to Tables 7.1 - 7.5, where the evidence is 

presented to support or disconfirm the hypotheses.  

Evidence from the standard multiple regressions indicated that dimensions of 

affective well-being and intrinsic job satisfaction predicted dimensions of 

managers' contextual and task performance. Two orthogonal variates 

explained the association between these dimensions. Indicators of affective 

well-being and intrinsic job satisfaction predicted dimensions of managers' 

performance, irrespective of whether the performance scores were from 
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superiors' ratings or self-report (see Appendix 21). Also consistent with the 

literature was the independence of PA and NA. The most important variables 

identified through the two regression analyses (i.e., those that contributed 

more than 1% of unique variance) are discussed in more detail later.  

The first canonical variate explained 31.25% (multiple R = .559) of the 

variance of performance and the second canonical variate explained 21.16% 

(multiple R = .460) of the variance of performance.  

Superiors' ratings of performance was related to affective well-being (PA, β = 

.330, 4.757%) and Intrinsic Job Satisfaction β = .449, 11.233%), were 

statistically significant (p = <.001), and accounted for substantial unique 

variance. When the DVs were the composite of managers' self-ratings of job 

satisfaction and well-being and IVs the performance dimensions, Influencing 

was the only statistically significant predictor (Influencing β = .359, 5.935%). 

For the second variate superiors' ratings of performance was related to 

affective well-being (PA, β = .449, 8.788%; NA, β = -.220, 2.651%; Enthusiasm, 

β = -.615, 12.738%; Anxiety β = .285, 4.424%; and Relaxation β = .274, 

4.578%). When the DV was the composite of managers' self-ratings of intrinsic 

job satisfaction and affective well-being and IVs the performance dimensions 

the only statistically significant contextual performance variable was Following 

(β = .252, 3.950%), while from the task performance variables only Monitoring 

(β = .283, 6.010%; and Technical (β = -.259, 5.359%) reached statistical 

significance. PA was the only variable to be highly significant (PA, β = .449; 

8.788%; PA, β = .330, 4.757%) for the first and second performance canonical 

variates, respectively.  

As predicted, positive affective well-being was related to enhanced managerial 

performance, whereas poor affective well-being indicated diminished 

performance, as specified in the previous paragraph. Since the relationship 

between well-being and performance is positive linear, high performance is 

expected to be associated with high well-being, and low performance with low 

well-being. Thus, hypothesis 1 was confirmed.  
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H 1 Affective well-being is associated with managers' contextual and 
task performance (as rated by their superiors), so that; 

 high levels of affective well-being are strongly associated with 
higher rated performance, while low levels of affective well-being 
will lead to lower rated performance. 

Hypothesis 2 was also confirmed. Self-report of affective well-being variables 

and Intrinsic Job Satisfaction were found to predict dimensions of superiors' 

report on task performance (see Tables 7.2, and 7.3). Affective well-being (PA = 

.330**, 4.757%; Anxiety = .285*, 4.424%; Relaxation = .274**, 4.578%) were 

positively associated with managers' task performance (Monitoring = .283**, 

6.010%) and contextual performance (Following = .252*, 3.950%) that was 

negatively associated with task performance (Technical = -.259**, 5.359%). 

However, NA (-.220*, 2.651%) and Enthusiasm (-.615***, 12.738%), were 

negatively associated with (Monitoring = .283**, 6.010%; Following = .252*, 

3.950%) that was negatively associated with (Technical = -.259**, 5.359%). 

H 2 Components of affective well-being are differentially associated 
with contextual performance and task performance. 

Hypothesis 3 was not confirmed. Enthusiasm (-.615***, 12.738%) accounted 

for a large amount of unique variance and was highly significantly (p = <.001) 

negatively associated with the contextual performance variable Following 

(.252*, 3.950%).  

H 3 There is a positive association between managers' enthusiasm and 
contextual performance. 

Hypothesis 4 was not confirmed. Anxiety (.285*) accounted for 4.424% of 

unique variance and was positively associated with the task performance 

variables Technical (-.259**, 5.359%) and Monitoring (.283**, 6.010%).  

H 4 There is a negative association between managers' anxiety and task 
performance. 

Hypothesis 5 was not confirmed. Enthusiasm (-.615***, 12.738%) had a highly 

significant (p = <.001) negative association with the contextual performance 

variable Following (.252*, 3.950%). Relaxation (.274**, 4.578%) was positively 

associated with Following but was less significant (p = <.01) and accounted for 

less variance (8.16%). Anxiety (.285*, 4.424%), an 'activation-based' affect, was 
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positively associated. with Following (.252*, 3.950%). Depression was not a 

significant variable because it may be categorised as 'disengagement' rather 

than an 'activation based affect'.  

H 5 Enthusiasm and relaxation (pleasantness based affect) are stronger 
predictors of rated contextual performance than anxiety and 
depression (activation based affect). 

Hypothesis 6 was partly confirmed. Intrinsic Job Satisfaction (.449***, 

11.233%) had a highly significant (p = <.001) positive association task 

performance variable (Influencing = .359***, 5.935%) but not with any 

contextual performance variables. Endorsing, a contextual performance 

variable, contributed 1.507% of the unique variance for the superiors' ratings 

of performance but the β (.180) determined that this variable was not 

statistically significant.  

H 6 There is a positive association between managers' overall intrinsic 
job satisfaction and their rated contextual and task performance. 

Hypothesis 7 was partly confirmed. Affective well-being (PA = .449***; 8.788%) 

had a highly significant (p = <.001) positive association with managers' task 

performance dimension (Influencing = .359***, 5.935%). Affective well-being 

(PA = .330**, 4.757%; Anxiety = .285*, 4.424%; Relaxation = .274**, 4.578%) 

was positively associated with managers' contextual performance variable 

(Following = .252*, 3.950%) and task performance variables (Technical = -

.259**, 5.359%; Monitoring = .283**, 6.010%).  

However, the affective well-being variables NA (-.220*, 2.651%) and 

Enthusiasm (-.615***, 12.738%), were negatively associated with task 

performance variables (Technical = -.259**, 5.359%; Monitoring = .283**, 

6.010%) and the contextual variable Following (.252*, 3.950%). 

An ambiguous association between affective well-being and intrinsic job 

satisfaction variables was evident, specifically related to contextual and task 

performance variables. In other words, affective well-being and intrinsic job 

satisfaction variables were not supported in relation to contextual and task 

performance variables. 
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H 7 Managers' affective well-being is positively associated with 
contextual performance, while managers' cognitions are positively 
associated with task performance. 

Hypothesis 8 was confirmed. Positive values were predicted for Intrinsic Job 

Satisfaction, Enthusiasm, Relaxation, Anxiety and negative values for 

Depression for attitudinal and affective outcomes of complexity on work 

pressure model, as depicted in Figure 2.7. The Partial Model predicted that 

enriched job characteristics were associated with job satisfaction and low 

depression, while impoverished jobs will be associated with job dissatisfaction 

and depression. High work pressure will be associated with high anxiety, while 

low pressure will be associated with low anxiety. For 'low strain' jobs the 

outcomes are satisfaction, enthusiasm, relaxation, and low depression and 

anxiety (quadrant 3); and for 'active jobs' the outcomes are satisfaction, 

enthusiasm, relaxation, anxiety and low depression (quadrant 4). 

In the first canonical variate, Intrinsic Job Satisfaction (.449***, 11.233) was 

highly significantly positively associated with Influencing (p = <.001) and 

contributed substantial unique variance to the performance variable 

Influencing and could thus be considered 'elevated'. Enthusiasm (-.615***, 

12.738) was highly negatively elevated and Relaxation (.274**, 4.578) and 

Anxiety (.285*, 4.424) were moderately positively elevated.  

All variables, except Depression, were significant and contributed considerable 

unique variance in the second canonical variate that was associated with the 

task performance variables Technical, Monitoring and the contextual 

performance variable Following. Depression indicates low activation.  

H 8 Managers who report intrinsic job satisfaction and enthusiasm will 
have elevated relaxation, anxiety and low depression. 

Hypothesis 9 was partly confirmed. Intrinsic Job Satisfaction and Enthusiasm 

were found to be in different uncorrelated canonical variates, in relation to 

managers' performance, making it difficult to confirm or disconfirm hypothesis 

9. In the first canonical variate, Intrinsic Job Satisfaction (.449***, 11.233) 

was highly significantly positively associated (p = <.001) and contributed 

substantial unique variance to the task performance variable Influencing. In 

the second canonical variate, Anxiety (.285*, 4.424) was significantly 

associated (p = <.05) and contributed more unique variance than with the task 
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performance variables Technical, Monitoring and the contextual performance 

variable Following.  

H 9 High performing managers will report positive intrinsic job 
satisfaction and high anxiety but low depression. 

Hypothesis 10 was partly confirmed. Since the relationship between affective 

well-being and performance was positive linear, high performance was 

expected to be associated with high well-being, and low performance with low 

well-being. As predicted, positive affective well-being (Intrinsic Job Satisfaction 

= .449***, 11.233), a cognitive variable, was related to managerial 

performance, whereas poor performance indicated decrements in affective 

well-being (Anxiety = .285*, 4.424). Depression and Enthusiasm were not 

significantly associated with the task performance variables Technical, 

Monitoring and the contextual performance variable Following and could 

therefore be considered low but not to have increased activation. 

H 10 Low performing managers will report low levels of intrinsic job 
satisfaction and low anxiety but increased depression. 

7.7 Methodological discussion 
Indicators of affective well-being and intrinsic job satisfaction predicted 

dimensions of managers' performance, irrespective of whether the performance 

scores were from self-report or superiors' ratings. Managers' self-report of 

performance was invalidated by common method variance and halo effect. 

Superiors' ratings of managers' performance were deemed to be free of method 

bias and were more reliable indicators of managers' performance.  

The results from the canonical correlation indicate that when a set of job-

performance variables was analysed simultaneously with a set of affective 

well-being and intrinsic job satisfaction variables, two orthogonal canonical 

variates emerged. The composite of the first canonical variate on superior–

rated dimensions was mainly made up of the significant variables: PA, 

Intrinsic Job Satisfaction was related to Influencing.  

The composite of the second canonical variate had Enthusiasm, PA, NA, 

Enthusiasm and Anxiety as the main contributors that were related to 

Technical, Following and Monitoring. Of particular interest was the finding 
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that Endorsing and Delegating, although contributing to unique variance, 

were not significantly related to the affective well-being and intrinsic job 

satisfaction variables.  

The relationships between affective reactions and managers' performance were 

consistent with the literature. One possible methodological problem was the 

use of self-report data and the possibility that the relationships between the 

set of DVs (contextual and task performance) and the set of IVs (PA and NA, 

enthusiasm, depression, anxiety and relaxation, intrinsic job satisfaction) were 

a result of the influence of positive and negative affectivity (Brief, Burke, 

George, Robinson & Webster, 1988; Watson, Pennebaker & Folger, 1987).  

However, as Burke, Brief and George argued, "self reports of negative features 

of the work situation and negative affective reactions may both be influenced 

by NA, whereas self-reports of positive aspects of the work situation (e.g., 

social interaction on the job) and positive affective reactions may both be 

influenced by PA" (1993: 410). Evidence of the influences of PA and NA on 

work was also found by Williams and Anderson (1994). These effects "were 

shown to have little impact on the parameter estimates representing the 

relationships among substantive constructs" (1994: 325). Chen and Spector 

(1991) came to a similar conclusion.  

7.7.1 Canonical correlation 

As mentioned in section 5.8.1, canonical multiseriate methods are the most 

generalised of multivariate methods. This technique was suitable for analysing 

metric variables without strict assumptions of normality but was constrained 

to distinguishing linear relationships. Canonical correlations are essentially a 

descriptive technique (Tabachnick & Fidell, 1996). Empirical evidence 

indicates that canonical weights and canonical loadings are unstable unless 

sample sizes are large (Bobko, 1990).  

Some deficiencies are evident in significance testing for canonical correlations. 

Significance also largely depends on the sample size. Currently, there was no 

available significance test for each individual variate pair. In certain situations 

the first canonical variate pair may not be significant by itself but will achieve 

significance when combined with the accompanying canonical variate pairs. 

(Tabachnick & Fidell, 1996). Also, SPSS MANOVA does not calculate canonical 
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variant scores, or produce multivariate plots that further constrains the 

interpretability of the analysis. 

There are a number of limitations to interpreting the results of canonical 

correlations. The variance shared by linear composites reflects on the sets of 

variables not the variable extracted from the variables, therefore canonical 

weights are subject to considerable instability and do not extract the variance 

but maximise the correlation between linear composites, making interpreting 

canonical variates difficult because they are calculated to maximise the 

relationship, and variates are not rotated. Precise statistics are unavailable for 

interpreting a canonical analysis, making it difficult to identify meaningful 

relationships between subsets of IVs and DVs (Hair et al., 1995).  

7.8 Conclusion 
This chapter related superiors' ratings of managers' performance with self-

report of their affective well-being and intrinsic job satisfaction. Robust 

evidence was found to suggest, without common method variance, that 

relationships existed between affective well-being, intrinsic job satisfaction and 

performance.  

Canonical correlation and standard multiple regression were used to analyse 

the relationship between affective well-being, intrinsic job satisfaction and 

managers' performance. Two orthogonal canonical variates were extracted 

from canonical correlation analysis for both the superiors' rated and self-rated 

performance datasets (n =125). Only significantly correlated variables were 

reported. NA and Intrinsic Job Satisfaction variables were associated with 

Influencing. PA, NA, Enthusiasm, Anxiety and Relaxation were associated with 

Technical, Monitoring and Following. 

As predicted, aspects of positive affective well-being and intrinsic job 

satisfaction were related to enhanced managerial performance, whereas poor 

affective well-being and intrinsic job satisfaction indicated decrements in 

performance. Positive affective well-being was associated with high contextual 

and task performance. Affective well-being was more strongly associated with 

contextual performance, than with dimensions of task performance, whereas 

cognitions (intrinsic job satisfaction) were linked to task performance. 
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Chapter 8: Discussion and conclusions 

Companies who can find ways of supporting people through the demands 
of today's work environments will be those that have the competitive edge. 

(Zubec cited in Simons, 1998) 

8.1 Introduction 
This study examined the 'happy-productive worker' thesis, which involved 

investigating the relationship between managers' affective well-being, intrinsic 

job satisfaction and performance. The aims, methods employed, and results 

were discussed in the preceding chapters. This chapter brings together the 

findings and information from the preceding chapters and links them to 

provide an overall summary, discussion and conclusion.  

Section 8.2 begins by summarising the study. Section 8.3 analyses the Partial 

Model. Conclusions about the major research questions and the distinct 

contribution made to knowledge about managers' affective well-being, intrinsic 

job satisfaction and performance are given in Section 8.4. The overall 

contribution to management theory is discussed in Section 8.5. Managerial 

and practitioner recommendations are covered in Section 8.6, followed by 

implications for strategic human resource management in Section 8.7. 

Organisational policy implications are analysed in Section 8.8. Potential new 

research directions are made in Section 8.9. Finally, the conclusions reached 

are presented in Section 8.10. 

8.2 Summary of the study 
This study aimed to establish which components of managers' affective well-

being and intrinsic job satisfaction predicted dimensions of their performance. 

A Partial Model was proposed for linking indicators of affective well-being and 

intrinsic job satisfaction to a number of the dimensions of managers' 

performance. In the process, a new instrument was developed and refined to 

establish the structure of the dimensions of managers' performance.  

The extensive literature on affective well-being, intrinsic job satisfaction and 

managers' performance was critiqued in Chapters 2 and 3. Key theoretical 

developments were integrated into the relevant conceptual bases. Warr's 

Vitamin Model was identified as the most comprehensive synthesis of research 
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and theories into affective well-being. Various theory bases related to 

managers' performance have informed the issues studied, and assumptions 

made about job performance. The literature indicated that managers' job 

performance comprises contextual and task performance domains. Chapter 4 

linked the conceptual bases of affective well-being, intrinsic job satisfaction 

and managers' performance into the Partial Model, research questions and 

hypotheses for testing. A series of ancillary research questions, related to the 

main goal of this study, were developed from the gaps identified in the 

literature.  

An empirical methodology was used to test the hypotheses to enable the 

research questions to be answered. Chapter 5 dealt with this phase, including 

the methodology used to collect the data, sample parameters, and the methods 

used to develop the measurement instrument. Self-report data were used to 

measure affective well-being and intrinsic job satisfaction, while superiors' 

ratings provided an evaluation of managers' contextual and task performance. 

The questionnaire items were refined using expert reviewers and a pilot 

survey. 

The measurement model was specified, tested and calibrated in Chapter 6. 

Questionnaire items were sourced from the literature to establish the affective 

well-being and intrinsic job satisfaction scales. Managers' contextual and task 

performance scales were devised from the literature. The structure of 

managers' performance was extracted initially from the exploratory factor 

analysis (EFA), followed by confirmatory factor analysis (CFA).  

In Chapter 7, the hypotheses and model were tested. The Partial Model 

presented insights into the inter-relationships among independent variables 

(IVs) and dependent variables (DVs) through a correlational methodology of 

canonical correlation and standard multiple regression.  

8.3 Analysis of the Partial Model 
In Section 4.3.1, the Partial Model was developed from the literature for testing 

(see Figure 1.1) and refined into two orthogonal dimensions of affective well-

being, intrinsic job satisfaction and performance as illustrated in Figure 8.1.  
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Figure  8.1: 
Partial Model of Managers' Affective Well-being,  

Intrinsic Job Satisfaction and Performance (n = 125) 

 

R = .460 
(2nd canonical variate) 

+ Positive Affect
+ Intrinsic Job Satisfaction

+ Influencing

- Technical 
+ Monitoring 
+ Following 

+ Positive Affect 
-  Negative Affect 
-  Enthusiasm 
+ Anxiety 
+ Relaxation 

R = .559
(1st canonical variate) 

 
 

Unless otherwise stated, it is assumed, as reported in the literature, that the 

direction of the relationship between the variables is from affective well-being, 

intrinsic job satisfaction to performance (Warr in Kahneman; Diener; & 

Schwarz, 1999). However, this should not be taken to infer causality between 

the dimensions of affective well-being, intrinsic job satisfaction and managers' 

performance. 

The Partial Model shows that for the first canonical variate, PA and Intrinsic 

Job Satisfaction are strongly associated with Influencing. PA is a trait 

personality characteristic associated with extroversion, a personality 

characteristic that is central to managerial jobs in dealing with peers, 

superiors, subordinates and external constituents. Possibly, an engaging 

personality is the reason that individuals are promoted, or self-select into 

managerial positions. PA may enable managers to influence decisions from 

which they derive considerable Intrinsic Job Satisfaction, which has a 

substantial cognitive component. Alternatively, the opportunity to Influence 

decisions within an organisation may result in enhanced Intrinsic Job 

Satisfaction and heightened PA.  



 

254 

The canonical variate showed a complex set of relationships between aspects 

of affective well-being, intrinsic job satisfaction and performance. PA, Anxiety 

and Relaxation were positively associated with the contextual performance 

variable, Following, and the task performance variables Monitoring and 

Technical, while NA and Enthusiasm were negatively associated with 

performance variables (Technical, Monitoring and Following). This indicated 

that high arousal (PA with NA) was present, but job dimensions were not 

particularly motivating (as indicated by negative Enthusiasm but positive 

Relaxation). This finding indicates that managers will experience arousal but 

low distress when undertaking administrative or transactional roles.  

Another explanation for the second canonical variate may be that aspects of 

managers job requiring essentially transactional or administrative roles 

(negative Technical, with positive Monitoring and Following) may lead to high 

arousal with PA and Anxiety, but provide opportunities for Relaxation in 

conjunction with negative Enthusiasm and NA. A positive association with 

Monitoring and Following indicated that these performance characteristics 

require vigilance and consequently high arousal (Anxiety and PA with the 

attendant NA), but do not lead to a motivating environment (negative 

Enthusiasm).  

However, Monitoring and Following provide opportunities for Relaxation that 

leads to acceptable levels of affective well-being. Managers also reported PA, a 

personality trait, to be the only variable common to both dimensions of 

contextual and task performance, indicating that it is a prerequisite for 

managerial jobs. From this finding it could be inferred that managers will have 

a positive disposition to work. This has implications for the recruitment, 

selection and development of managers.  

8.4 Conclusions about the research questions 
Development and testing of the Partial Model contributed to gaining an 

understanding of how affective well-being and intrinsic job satisfaction impact 

on managers' performance variables that has the potential to contribute to an 

organisation's competitive position. See Section 8.9.  

This section reports the conclusions reached on the major findings relating to 

the research questions. Descriptions of the results of the analyses of the data 

are given. Inferences from these findings are given in the theoretical and 



 

255 

practical implications sections. A number of questions were investigated that 

were derived from the literature of affective well-being, intrinsic job 

satisfaction and managers' performance, as detailed in Section 4.4:  

1. Does the construct of managers' performance consist of the two 
dimensions, contextual and task performance? 

Managers' rated performance, previously conceived as a unidimensional 

construct, was found to consist of two performance dimensions: contextual 

and task. A multivariate and multi cross-validation of self and superiors' 

ratings confirmed that managers' performance was multidimensional, 

consisting of eight distinct dimensions - four contextual performance 

dimensions (Persisting, Helping, Following, Endorsing) and four task 

performance dimensions (Technical, Monitoring, Delegating, Influencing). 

Indicators contributing to these dimensions are of most consequence to 

managers and their superiors in these organisations.  

2. Is there an association between affective well-being, intrinsic job 
satisfaction and managers' contextual and task performance? 

PA was found to be a significant predictor for contextual and task 

performance. As anticipated by Judge et al. (2001), Intrinsic Job Satisfaction 

was found to be associated with performance. Affective well-being self-report 

(PA, Intrinsic Job Satisfaction) was positively associated with a dimension of 

superiors' report on task performance (Influencing). Positive associations for 

dimensions of affective well-being self-report (PA, Anxiety and Relaxation) were 

negatively associated with dimensions of superiors' report on task 

performance (Monitoring) and contextual performance (Following). PA, Anxiety 

and Relaxation were also negatively associated with a task performance 

dimension (Technical). As predicted, positive affective well-being was related to 

enhanced managerial performance, whereas diminished affective well-being 

indicated poorer performance.  

3. To what extent does affective well-being and intrinsic job satisfaction 
predict different dimensions of managers' contextual and task 
performance? 

As predicted, positive affective well-being was associated with enhanced 

managerial performance, whereas poor affective well-being indicated 

diminished performance. Certain aspects of managers' affective well-being and 

intrinsic job satisfaction (Enthusiasm, PA, Intrinsic Job Satisfaction and to a 
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lesser extent Anxiety) were found to be most influential for managers' 

contextual performance (Following) and task performance (Monitoring, 

Influencing, Technical).  

A large amount of this variance of performance was explained by affective well-

being and intrinsic job satisfaction and this enhanced the predictive power of 

the Partial Model. The first canonical variate explained 31.25% of the variance 

of performance and the second canonical variate explained 21.16% of the 

variance of performance. Thus, each of the canonical variates separately 

accounted for substantial amounts of managers' performance in relation to 

affective well-being and intrinsic job satisfaction.  

4. Does positive affective well-being result in enhanced managers' 
performance, and is poor affective well-being detrimental to 
managers' performance?  

As with Warr's Vitamin Model, a link between managers' affective well-being, 

intrinsic job satisfaction and performance was evident. Consistent with the 

literature, Intrinsic Job Satisfaction was positively correlated with PA and 

negatively correlated with NA (Watson & Slack, 1993; Agho, Price & Mueller, 

1992; Levia & Stokes, 1989). Also, consistent with Warr's (1992) findings, 

those in higher-level jobs (e.g., managers) reported less job-related depression, 

but significantly more job-related anxiety. Positive affective well-being was 

related to enhanced managerial performance, whereas poor affective well-being 

indicated reduced performance. PA was found to be a significant predictor of 

task and contextual performance, supporting George and Brief's (1996) 

argument that positive affects (one of the indicators of extraversion) is related 

to distal and proximal measures of motivation.  

PA, Anxiety and Relaxation were positively associated with the task 

performance variable Monitoring, and the contextual performance variable 

Following, but negatively associated with the task performance variable 

Technical. This result is consistent with the Hay Group (1999) finding that 

less than 10% of FORTUNE 500 companies attributed technical ability to 

result in high potential managers and leaders careers becoming 'derailed'. NA 

and Enthusiasm were negatively associated with Technical, Monitoring and 

Following, indicating a level of 'disengagement'. PA is an 'activation-based' 

affect that was positively associated with the task performance variable, 
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Influencing. Thus, managers' who have high PA and intrinsic job satisfaction 

are more likely to influence decisions.  

Technical expertise is not considered to be an important aspect of manager' 

task repertoire. As Goleman noted "outstanding supervisors in technical fields 

are not technical but rather relate to handling people" (1998: 21). Managers 

with PA are likely to experience elevated anxiety, but have opportunities for 

relaxation when undertaking Monitoring and Following work. Goleman 

asserted that "the higher the level of the job, the less important technical skills 

and cognitive abilities were, and the more important competence in emotional 

intelligence became" (1998: 33). This argument is further developed in Section 

8.5.1.  

In addition, two further questions about practical outcomes are addressed in 

Section 8.5:  

1. How might managers' jobs be changed to enhance, or avoid a decline 
in, affective well-being? 

2. How might these findings be integrated with workplace initiates to 
improve the quality of managers' life and job performance? 

8.5 Contribution to management theory 
Whether explicit or implicit, a theory is always present. 

(Campbell, 1990b) 

This study met West et al's. challenge to advance knowledge about behaviour 

at work, in an "attempt to derive ... research designs directly from existing 

theory" by "incorporating other types of measures ... or using multiple 

methodologies, particularly those involving validating reports or observing self-

report questionnaire data" (1992: 1). A number of theories were invoked in (see 

Section 3.3.1), since the "most productive studies have often drawn on 

methodologies which have different underlying philosophical bases" (West et 

al., 1992: 2).  

Drawing on related theory bases provided a more complete explanation of how 

affective well-being and intrinsic job satisfaction was linked to managers' 

performance disciplines (see Figure 3.1). A contribution of this study was to 

provide qualified support for some of these theories. This was achieved by 

linking the conceptual bases of these theories for managers.  
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Theories informing managers' performance include: motivation and theory of 

human needs; performance and job performance; expectancy; individual 

differences; attribution; self efficacy and social cognition; work adjustment; 

contingency theory and competence. Attribution and performance theories 

were the most directly applicable.  

In Chapter 3, theories with the potential to impact on managers' affective well-

being, intrinsic job satisfaction and performance were explained. This section 

identifies the findings that inform these theories. The next sections review the 

relevance of these theories in view of these findings. 

8.5.1 Motivation theory and theory of human needs 

See Section  3.4.1. Identifying which aspects of affective well-being and 

intrinsic job satisfaction predict managers' performance assists to indicate 

which motivational interventions are likely to be effective for desired 

performance outcomes. Several theories of motivation, expectancy theory, goal 

setting theory and attribution theories indicate that employees with PA are 

likely to be more motivated (Wright & Staw, 1999). Studies operationalising 

emotions using a variety of methods have also shown a positive relationship 

between emotions and performance (Cropanzano & Wright, 2001; Wright & 

Cropanzano, 2000; Wright & Cropanzano; Wright & Staw, 1999; Staw et al., 

1994; Staw & Barside, 1993; Cropanzano, James & Konovsky, 1993). Volition 

and predisposition determine the main source of variation in contextual 

performance (Borman & Motowidlo, 1993a).  

Judge et al's (2001) findings are supported George and Brief's (1996) argument 

that positive affects (one of the indicators of extraversion) are related to distal 

and proximal measures of motivation. NA, Enthusiasm, Anxiety, Relaxation 

and Intrinsic Job Satisfaction were also found to be predictors of specific 

aspects of performance. Work environments that encourage and foster these 

states are likely to enhance the motivation of managers to perform in the ways 

described in Section 8.7. 

As predicted, managers reported elevated levels of Anxiety in relation to their 

performance. However, only modest levels of Anxiety (equating with eustress) 

were reported and this was unlikely to have an adverse impact on 

accomplishing goals and ultimately performance. The Dalai Lama and Cutler 
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explained that "excessive levels of worry and anxiety serve no useful purpose 

but to undermine their happiness and interfere with their ability to accomplish 

their goals" (Dalai Lama & Cutler, 1998: 263). Thus, moderate levels of anxiety 

are likely to motivate managers' performance but excessive amounts are likely 

to be counterproductive, a finding consistent with the literature. 

Maslow's (1949) seminal study found that managers rated their satisfaction 

with needs similar to those identified - security, social, esteem, autonomy and 

self-actualisation. Maslow's (1949, 1970) concept of 'self actualisation' is 

particularly relevant to managers' aspirations. Managers are likely to have a 

propensity towards aspiring to 'self-actualisation'. Efforts to move towards 

persons' full potential ('becoming or being') are an important aspect of a 

psychologically healthy person. While unrealistic aspirations can create 

tension and anxiety, moderately high motivation in problematic environments 

tends to indicate positive affective well-being and intrinsic job satisfaction 

more than does extreme (too high or too low) goals.  

Goal setting is an established way of increasing self-confidence and reducing 

performance anxiety (Locke & Latham, 1990). Equitable performance 

appraisals can be used to motivate performance, if managers' expect that 

appropriate effort will correspond to positive outcomes (Forster, 2002; 

Campbell, 1970; Vroom, 1964). Highly satisfied needs were found by Vroom to 

be relatively unimportant with the exception of self-actualisation, which 

remained constant, a finding partly confirmed by this study. Job complexity 

may moderate the satisfaction-performance relationship for intrinsic work 

fulfilment. This supports Locke's (1970) value theory, when rewards satisfy 

individual values.  

Mentally healthy people are likely to have the requisite resources for goal 

attainment. Aspirations relate to managers' engagement and interest with the 

environment. Raised aspiration levels and efforts are considered healthy when 

they are personally significant. While ambition may cause a degree of anxiety, 

active striving towards goals that are personally valued is congruent with 

Western value systems.  
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8.5.2 Performance and job performance theory 

See Section  3.4.3. Aspects of affective well-being, such as enthusiasm, indicate 

the level and intensity of motivation. Managers' need for achievement 

(McClelland, 1967) is exhibited as the disposition required to effectively 

manage large organisations (Miner, 1978). Performance is a function of 

motivation. Thus, managers need to be self-motivated to attain and retain a 

managerial job, by satisfactory performance, are likely to require high 

motivation and be conscious of their sense of self-worth (Klemp & McClelland, 

1986).  

As anticipated, PA a personality disposition of affect, was also confirmed to be 

a strong predictor of performance, supporting Miner's (1978) finding that 

disposition is linked with effectively managing in large organisations. PA 

incorporates a personality trait (extroversion) that may also be a more useful 

indicator of a competency for selection purposes than the literature currently 

indicates because it represents managers' potential to perform. NA was not 

found to be a predictor of performance.  

PA is only one aspect of personality. In order to fully test the proposition that 

personality relates to contextual performance, it is necessary to test at least 

five personality variables (Barrick & Mount, 1995). Thus, only limited 

conclusions may be made about the influence of personality in terms of 

contextual performance, since only two dimensions of personality disposition, 

PA and NA, that are equated with extroversion and neuroticism respectively, 

were measured of the five widely recognised dimensions of personality (Barrick 

& Mount, 1995).  

In combination, a person and situation are known to determine state affect. 

Trait PA and NA were also reflected in individual differences (also referred to as 

emotionality in the literature) that are maintained under all conditions, even 

in the absence of external stimuli. Consequently, low-NA people are more 

likely to report distress, discomfort, and dissatisfaction over time, regardless of 

the situation (Watson & Pennebaker, 1989), than high-PA individuals. High PA 

individuals, who possess a sense of excitement and enthusiasm (Watson et al., 

1987), a generalised sense of affective well-being, and a zest for life were found 

to be independent of these influences (Costa & McCrae, 1980). Alternatively, 

long-term exposure to work pressure associated with more complex jobs leads 
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to either negative or positive affectivity (Schmitt, 1994). An independent 

subsample was used in this study, which guarded against the possibility that 

individual level personality characteristics would significantly influence the 

results.  

A systematic and statistically robust methodology, using EFA and CFA, was 

used in this study to validate the managers' performance measurement model. 

Managers' performance dimensions were confirmed to be multivariate and 

consist of eight distinct dimensions - four contextual performance (Persisting, 

Helping, Following, Endorsing) and four task performance dimensions 

(Technical, Monitoring, Delegating, Influencing) indicators were found to be 

the managerial activities of most consequence to managers and superiors.  

Cammock, Nilakant and Dakin condensed organisational functions into 

"direction setter, problem solver and decision maker" (1995: 455), later refined 

into the managerial behaviours of "planning, organising, leading and 

controlling" (Robbins et al., 1998: 5). This study has further refined the nature 

of managerial behaviours beyond planning, organising, leading and 

controlling.  

Managers' performance was shown in this study to be a construct that is 

multidimensional and generalisable. Managers and their superiors have been 

shown to have the same perceptions of what constitutes job performance, 

which permits robust comparisons to be made of the construct between 

organisations. This permits the equivalence of managers' performance to be 

measured between various organisations and levels within organisations.  

8.5.3 Expectancy theory 

See Section  3.4.2. The data provided general support for Vroom's (1964) 

expectancy theory prediction that employees' performance of particular 

activities is dependent upon certain conditions being satisfied. Well motivated 

managers exhibited high expectancy, instrumentality and valence in the form 

of PA, Enthusiasm and Intrinsic Job Satisfaction. Poorly motivated managers 

had commensurately low expectancy, instrumentality or valence in the form of 

anxiety. Contextual performance factors, Enthusiasm and Intrinsic Job 

Satisfaction were present when expectancy was high, as was the case in this 

study. Positive affective well-being was related to enhanced managerial 
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performance, whereas poor affective well-being indicated diminished 

performance.  

Affective well-being and intrinsic job satisfaction were found to predict 

dimensions of managers' contextual and task performance. Indicators of 

affective well-being and intrinsic job satisfaction predicted dimensions of 

managers' performance. Affective well-being self-report (Enthusiasm, Anxiety) 

and Intrinsic Job Satisfaction were found to predict dimensions of superiors' 

report on contextual performance (Following) and task performance 

(Influencing, Monitoring, Technical). However, more specific measures of 

expectancy, instrumentality and valence are needed to fully support the 

predictive power of expectancy theory. When individual expectations are 

congruent with anticipated or desired outcomes, levels of motivations are 

likely to increase. Fit between goals and culture are superior predictors of job 

motivation than either experience or technical skills (Forster, 2002; Collins et 

al., 2002; O'Reilly & Pfeffer, 2001).  

8.5.4 Theory of individual differences 

See Section  3.4.4. The theory of individual differences also predicted that 

"individual differences in personality and cognitive ability variables, in 

combination with learning experiences, lead to variability in knowledge, skills 

and work habits that mediate effects of personality and cognitive ability on job 

performance" (Warr, 1997: 71). This theory also predicted that contextual 

performance will be more strongly associated with dispositional personality 

variables, such as PANAS, whereas task performance will be more strongly 

associated with cognitive ability (see Figure 3.4). The data indicated that, 

consistent with the theory of individual differences, contextual performance 

was more strongly associated with dispositional personality variables, like 

PANAS, and task performance was more strongly associated with cognitive 

ability. Thus, performance appraisals of managers should include a 

multifaceted array of contextual and task work activities. 

Motowidlo, Borman and Schmit's (1997) extension of the theory of individual 

differences into contextual and task performance predicted that the frequency 

and value of the attribution of behavioural episodes in performance are 

determined by an individual's application of knowledge, skills and work 

habits. From the data it was not possible to test Motowidlo, Borman and 
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Schmit's (1997) extension of the theory of individual differences to determine 

whether the frequency and value of the attribution of behavioural episodes 

with contextual and task performance was determined by managers' 

application of knowledge, skills and work habits.  

Managers' jobs consist of a complex array of activities, with a number of 

performance dimensions. Motowidlo, Borman and Schmit (1997) and Borman 

and Motowidlo (1997) argued that the theory of individual differences should 

include contextual work activities in a conceptualisation of performance. The 

type of knowledge, skills, and work habits associated with task performance 

was found to be clearly different from those associated with contextual 

performance. Like all employees, managers have needs for psychological well-

being and growth. The theory of individual differences is congruent with 

employees who have a high level of intrinsic motivation and seek growth 

(McClelland, 1985). This finding is reinforced by results from this study in 

relation to the task performance dimension, Influencing. 

8.5.5 Attribution theory 

See Section  3.4.5. Warr reminded us that "most studies of work performance 

have been based upon ratings by superiors, or peers. These tend to be rather 

crude, and may be subject to a number of biases" (Warr, 1987: 293). As 

discussed in Chapter 3, Attribution theory predicts that managers will tend to 

inflate their performance and not give themselves negative ratings. Managers' 

superiors are likely to attribute good performance to environmental factors 

and poor performance to a person's character (George & Jones, 1996).  

Informing managers that their performance would also be rated by their 

superiors was intended to moderate self-report attribution error. Rather than 

over-estimating their own performance levels, managers' may have reacted to 

the knowledge that their self-report was going to be compared to that of a 

higher authority in this study. This expectancy may have lead managers to 

more accurately monitor their own performance, and to be less inclined to 

over-estimate their performance.  

Saul found in a study of Australian managers that "descriptions of behaviour 

given by target managers' superiors were significantly correlated with the 

performance ratings of target managers. This is no doubt due in part to the 
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fact the performance ratings were also made by the target managers' 

superiors" (1989: 80). Saul's (1989) finding was confirmed in this study due to 

the correlation between managers' and their superiors' performance ratings 

(see Table 6.25). This may in part be attributed to managers being made aware 

that their superiors would be rating their performance.  

According to the Social Cognitive School, people vary in their capacity and 

desire to make accurate appraisal judgements, but formats with a clear 

purpose and accountability are likely to result in more accurate performance 

appraisals (Ilgen et al., 1993). Embedding accountability into performance 

management systems is likely to assist managers to more accurately rate their 

performance. Performance rating instruments with clear, behaviourally 

anchored items, also have the potential to improve the veracity of performance 

appraisals.  

Managers and their superiors were found to perceive the same dimensions of 

performance, in terms of pattern relationships, loadings, and covariance. The 

8-Dimensions and 32 indicators identified in the EFA were confirmed to 

represent all the relevant aspects of performance. Managers' performance was 

found to be generalisable and therefore provided a reliable measure of 

performance. However, superiors' ratings of managers' performance were 

clearly found to be the most reliable for appraising managers' performance. 

This outcome was expected from the literature and is attributed to common 

variance due to the focal person rating their performance.  

8.5.6 Self-efficacy and social cognition theory 

See Section  3.4.6. Positive feelings about oneself resulting from job 

achievement may lead to improved motivation and performance. Self-efficacy 

has been shown to influence affective reactions to tasks and motivation (Gist 

& Mitchell, 1992). Bandura (1988a) argued that "human accomplishments and 

positive affective well-being require an optimistic and resilient sense of 

personal efficacy" (p. 49). The presence of contextual performance factors and 

PA and Relaxation would suggest that managers have high self-efficacy. In 

contrast, reports of NA, Anxiety and negative Enthusiasm also indicated a 

decrease in self-efficacy.  
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A downward spiralling of performance creates an 'exacerbation cycle' that is 

difficult to reverse (Storms & Missal, 1976). Self-efficacy has been found to 

arrest decrements in performance by intervening in the attribution process 

(Fosterling, 1985). Bandura (1997) argued that "Successes build a robust 

belief in one's personal efficacy" (p. 80). This indicates that managers who 

believe in their capacity to perform a job will be more satisfied or happier.  

Traditionally, task relevant improvements (e.g., job design) or motivational 

techniques (e.g., goal setting and reinforcement) or improvements in ability 

(e.g., training, and development) have been used to improve performance. 

Essentially, these interventions concentrate on the cognitive aspects of 

managers' jobs. Organisations that are most successful at developing 

managers provide extensive development and coaching, and measurement of 

progress that is coupled to an appropriate reward system (Hay Group, 1990). 

Enhancing affective well-being may be another way of arresting the 

exacerbation cycle.  

Certain affective well-being states (e.g., Anxiety and Relaxation) were found in 

this study to influence managers' likelihood of achieving optimal performance. 

Finding ways of improving self-efficacy is important to furthering our 

understanding of how motivation influences performance that may translate 

into increased organisational productivity. This can be achieved by changing 

work environments to be more flexible and intrinsically rewarding. 

To reiterate, intrinsic job satisfaction has been used traditionally as an 

indicator of happiness. Dispositional affect (PANAS) and intrinsic job 

satisfaction have both been found to be predictors of specific aspects of 

performance. Ledford (1999) postulated that intrinsic job satisfaction was 

probably closer to a state of "bovine contentment" than an actual state of 

happiness (Wright & Staw, 1999b: 30). Affective well-being may be a more 

appropriate indicator of happiness, but in this study, intrinsic job satisfaction 

was also found to be a strong predictor of performance. As noted in Section 

2.1, emotions and happiness form the conceptual bases of affective well-being. 

Thus, initiatives to develop emotional states and foster happiness are likely to 

also improve affective well-being, and vice versa. 
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8.5.7 Work adjustment theory 

See Section  3.4.7. The work adjustment theory prediction was confirmed as 

represented by one axis of affective well-being (PA, Anxiety, Relaxation with 

negative Enthusiasm, NA) was found to be associated with superiors' report on 

contextual performance (Following) and task performance (negative Technical, 

Monitoring). Although NA and Anxiety are variables negative hedonic tone, 

they indicate 'arousal' not 'disengagement' (see Figure 2.4).  

Managers were found to be sufficiently aroused to undertake Following and 

Monitoring roles, but were negatively disposed to Technical dimensions. From 

another perspective, Following, Monitoring and Technical are performance 

dimensions that are positively related to PA, Anxiety and Relaxation, but also 

result in negative Enthusiasm and NA. Thus, managers were found to be  

sufficiently alert to undertake Following, Monitoring and Technical roles, but 

are unlikely to find this aspect of the job motivating, compared to 

opportunities to Influence.  

Undertaking Following, Monitoring and Technical roles are unlikely to extend 

managers' performance or to lead to improvements in affective well-being or 

intrinsic job satisfaction. In a study of managers of scientists and engineers, 

Dreyfuss (1990) found that one of the distinguishing abilities was the capacity 

for group building or team building. The ascendancy of work teams in large 

organisations has put a new premium on team skills. Organisations whose 

core business is Technical should consider selecting and developing managers 

with team building experience, or the capacity to develop these competencies.  

8.5.8 Contingency theory 

See Section  3.4.8. Managers inhabit environments that are largely a function 

of their perceptions. This may explain why managers from different 

organisations respond differently to identical environmental challenges (Allred, 

Snow & Miles, 1996; Jones, 1995). Mintzberg (1973) developed a contingency 

of managerial work based on these differences that are incorporated into the 

evaluation used of managers' performance. As confirmed in this study, there 

are considerable degrees of similarity in managers' jobs as well as significant 

differences (McKenna, 1994). These similarities and differences need to be 

incorporated into the work roles managers' are expected to undertake. 



 

267 

Different contextual performance may be more appropriate for different types 

of organisations, contingent upon the employment environment within which 

managers work. For example, service industries may emphasise dimensions 

related to dealing with customers and representing the organisation to 

outsiders (e.g., Endorsing, Following organisational rules and procedures). 

Conservative organisations may value following orders and regulations and 

respecting authority (e.g., Following organisational rules and procedures), 

whereas team-oriented organisations may find the altruistic behaviours of 

helping, cooperating and displaying courtesy to team members more 

important (e.g., Helping and cooperating with others). Contextual performance 

dimensions such as conscientiousness (e.g. Persisting with enthusiasm to carry 

out tasks activities that are not formally part of the job) are likely to be generic 

to all work organisations. 

8.5.9 Competence 

See Section  3.4.9. A competency represents a person's potential competencies 

that must be activated to ensure performance. Goleman (1998) defined a 

competency as "a personal trait or set of habits that leads to more effective or 

superior performance ... an ability that adds clear economic value to the 

efforts of a person on the job" (1998: 16). Thus, managers with well developed 

emotional intelligence are likely to be more effective performers, particularly in 

jobs requiring contextual performance. Findings from this research provide a 

more sophisticated identification of managers' competencies. Managers with 

high PA are more likely perform contextual roles well.  

Effective managers undertake both contextual and task roles, so these 

dimensions should be included in appraisals of managerial competence. 

Contextual performance dimensions represent important generic competencies 

that apply across range of situations encountered in organisations. Goleman 

extended the notion of what constitutes personal competency in relation to 

emotions. A wider conception of individual performance is therefore justified 

for inclusion in appraisals of managers' performance. See Section 8.7.4. 

Devising a common metric for measuring managers contextual and task 

performance goes someway to identifying the competencies required by 

Australian managers to be effective in the global economy. 
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8.6 Theoretical implications for affective well-being 
Chapter 2 began by attempting to define the construct 'happiness' in general 

and, specifically, in relation to work. As the ultimate goal of human existence, 

the nature of happiness has challenged philosophers since the beginning of 

recorded history. Happiness is fundamental to human existence, but is elusive 

to define and difficult to measure. See Section  2.2.1. More globally, the Dalai 

Lama concluded, "the purpose of life is happiness", and that: 

[u]ltimate happiness depends on eliminating our negative behaviours and 
mental states – things like anger, hatred, greed and so on, since excessive 
levels of worry and anxiety serve no useful purpose and do nothing but 
undermine … happiness and interfere with [the] ability to accomplish 
goals. 

(1999, pp: 62, 263) 

Defining the fundamental nature of happiness and measuring its essence is 

bound to be even more difficult. Dacsio argued that ''The essence of sadness or 

happiness is the combined perception of certain body states with whatever 

thoughts they are juxtaposed to, complemented by a modification in the style 

and efficiency of the thought process'' (1994: 146-147). Bhutan's planning 

commission concluded that measuring the concept of Gross National 

Happiness is a "speculative exercise into what is essentially a subjective 

experience" (Day, 1999: 26). 

8.6.1 The 'happy-productive worker' thesis 

There has long been an adherence to the intuitively appealing notion that 

happy employees perform better. See Section  1.3.1. This finding is in large 

part attributable to the improved conceptualisation and measurement of the 

two constructs essential to the relationship between happiness and 

performance. 

Wright and Staw (1991) claimed that a person's disposition towards 

happiness, not organisational conditions, was associated with performance. 

Ledford (1999) extended this reasoning by concluding that if "only trait-based 

happiness leads to performance, it was pointless to try to make employees 

happier as a way of improving performance" (1999: 30). This position assumes 

that employees are either born happy or unhappy, and that such a demeanour 

would not change, notwithstanding the design of a job. However, a vast 

literature exists to indicate that trait affect is not solely determined by 
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hereditary (Hesketh, 1993; Ilgen & Hollenbrook, 1991; Gardner & Cummings, 

1988; Gerhart, 1987; Broadbent, 1985; Clegg, 1984; Hackman & Oldham, 

1980, 1975). 

PA was the only variable to be significantly associated with both task and 

performance dimensions. This indicated that managers with high PA were 

likely to perform well when Influencing, and when undertaking Monitoring and 

Following roles, supporting the argument that managers' with dispositional PA 

will outperform those who are unhappy (negative PA). This study supports 

Wright and Staw's (1991) claim that a person's disposition is associated with 

performance. However, this position should not be taken as evidence to 

support the Wright and Staw's contention that organisational conditions do 

not influence the happiness of managers. A person's genetic makeup, 

socialisation and life experiences all contribute to happiness. This study lends 

qualified support for the proposition that happy managers perform better. 

The next section considers how these findings and results may be useful for 

practitioners and organisations. 

8.7 Managerial and practitioner implications 
The Partial Model (see Section 8.3) identified some of the factors that indicate 

how managers sustain heightened levels of performance. In turn, this helps to 

explain the process of upward and downward spirals of managerial 

effectiveness, whereby positive or negative affective well-being and intrinsic job 

satisfaction leads to increased or reduced performance, which in turn either 

enhances positive, or exacerbates negative affective well-being and intrinsic 

job satisfaction. These issues need to be addressed if organisations are to 

operate effectively, in an integrative manner. Uncoordinated and inappropriate 

initiatives may result in costly and ineffectual outcomes for organisations.  

Socio-technical, quality of work and work design are established methods of 

maintaining and improving the affective well-being and intrinsic job 

satisfaction of the employees. All of these are intended to improve productivity 

and human fulfilment by improving organisational effectiveness. These are 

established techniques that should already be embedded in organisational 

human resource practices. 
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Successful initiatives to improve managers' affective well-being and intrinsic 

job satisfaction depend on individual and situational contingencies. 

Contingency theory indicates that one general intervention is unlikely to be 

effective for all managers in all situations, combinations of approaches are 

likely to result in longer term benefits. Mitchell reported that "people who are 

high in achievement needs or growth needs respond more favourably (are more 

satisfied, perform better) when faced with enhanced, challenging jobs than do 

people low in these needs" (1979: 246). In isolation, job enrichment may only 

enhance motivation for those managers who desire autonomy and challenge at 

work and in an organisation where executives support participate decision-

making. 

Perhaps the most important contribution to managers' affective well-being and 

intrinsic job satisfaction will be through job design analysis, with particular 

attention to locating specific and real data collection. However, it is essential 

that any human resource practices must fit with the business objectives of the 

organisation to have any chance of being implemented and ultimately being 

successful.  

Social needs (the desire for significant social relationships) and growth needs 

(the desire for personal accomplishment, learning and development) can most 

effectively influence work designs (Cummings & Huse, 1989). The degree of 

social need of individual managers will determine whether work was designed 

for individual jobs or work groups. For example, managers with low 

requirements for social relationships are likely to be more content working on 

individualised jobs than being involved with working groups. Those who have 

high social needs will probably be more attracted to group work than 

individualised forms.  

Assessments of affective well-being and intrinsic job satisfaction need to 

match closely the work environment that a manager is located in, a general 

consideration frequently overlooked, according to Warr (1987). Competence, 

autonomy and aspiration are three behavioural components of mental health 

usually connected with positive levels of affective well-being and intrinsic job 

satisfaction. Managers who spend long periods in jobs that lack opportunities 

for control and skill use are likely to have a negative impact on job-related 

competence. However, in some cases job-related anxiety, when linked to 

aspirations, is not necessarily linked to diminished affective well-being and 
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intrinsic job satisfaction. For example, highly motivated managers who desire 

challenges may react to risks in a way that raises their anxiety level, but that 

does not negatively impact their affective well-being and intrinsic job 

satisfaction. 

Feelings of intrinsic job satisfaction are more important than money for 

persuading people to increase productivity (Herzberg, 1966). Remuneration 

only motivates people to a certain threshold of performance, beyond which 

affective well-being and job satisfaction are likely to assist in achieving goals. 

Organisations providing pleasant work environments that are challenging and 

supportive are likely to have managers who are more creative, energised and 

productive (Forster, 2002). Climate has been shown to have a direct impact on 

productivity and efficiency, accounting for up to 25% of performance (Hay 

Group, 1999). Thus, organisations could increase the efficacy of managers by 

initiating and sustaining built and emotional work environments that are in 

sympathy with their psyche. 

8.7.1 Work environment 

The establishment of a work environment that is conducive to optimal 

performance has the potential to ameliorate debilitating pressures on 

managers, arising from unrealistic demands for performance, reducing the 

complexity of organisational practices, and increasing job security. Watson 

and Clark (1984) explicitly identified negative emotions, pessimism, and a 

tendency to perceive the environment as threatening (i.e., low challenge as 

aspects of negative affectivity). Similarly, Costa and McRae (1987) identified 

self-esteem, negative affectivity, social anxiety, and perceived ability to cope 

(i.e., low challenge) as aspects of neuroticism.  

Managers are liable to have elevated anxiety but not depression, as opposed to 

the rest of the general population, because of the nature of their work. 

Extended periods of work anxiety need to be followed by opportunities for 

managers to have commensurate periods of relaxation. Therefore, 

organisations that intersperse periods and aspects of work that invoke anxiety 

with opportunities for relaxation are likely to have managers who perform well 

on administrative roles (such as Monitoring and Following).  
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8.7.2 Feedback to managers 

Providing feedback to managers may assist them to self-monitor their affective 

well-being, intrinsic job satisfaction and performance, by providing a yardstick 

against which to measure and compare. Factors identified as having an impact 

on positive and negative affective well-being may also be used to construct 

guidelines for the design of managers' jobs and work environments conducive 

to optimal performance. See Section  3.2.2.  

Psychometrically robust measures of performance, when combined with 

multisource feedback, would permit managers to see themselves as others do, 

both within their organisation and in relation to those in other organisations. 

Masked and unconscious behaviours would be apparent. Increased self-

awareness would assist managers to identify shortcomings and areas of 

performance needing improvement. A heightened sense of self-awareness, 

when combined with the capacity to develop rapport with a range of people, is 

valuable for motivating others.  

Performance assessments that are more rational, focusing on behaviour alone, 

may help to make claims arising from a dismissal potentially more difficult to 

establish, and easier for employers to defend. See Section 1.5. Concentrating 

on managers' behaviour, that is, what they do, rather than attempting to 

address the more contentious question of what managers are, in some 

intrinsic psychological sense, allows performance assessment to be viewed in a 

more positive light.  

8.7.3 Stressors in the workplace 

As discussed in Chapter 1, managers' jobs are likely to become more complex 

and, as a consequence, more demanding in the future. As the marketplace 

becomes further deregulated, outsourcing is likely to increase. See Section 

 1.5.2. In this scenario, managers' roles are evolving more into managing the 

outsourcing of an organisation's needs rather than just managing human 

resources. Technological developments will exacerbate this trend. Global 

trends are likely to have a significant impact on managers, making contextual 

performance an area warranting investigation. In this situation, affective well-

being and contextual performance are conceptually aligned.  
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As noted in Chapter 1, affective reactions were conceived, in this study, as a 

precursor to stress in the workplace. Affective well-being was treated as a first 

order concept that underpinned stress, a second order concept. Emotional 

reactions, resulting from intrinsic and extrinsic stimuli, have been shown to 

determine a person's reactions to stressful situations. Osipow and Davis 

(1988) state that "high occupational stress does not itself predict strain; only 

by including the degree to which coping resources exist was an adequate 

prediction of strain possible" (p 2). Job-related stress is related but distinct 

from the concept of affective well-being and intrinsic job satisfaction. Stress 

forms but one facet of affective well-being and intrinsic job satisfaction in jobs, 

and so should not be conceived separately, but in the context of the working 

milieu.  

Stressors may have a physical or psychosocial origin that may interact with 

each other and affect a person's physical or psychological health (Griffiths & 

Ria-Gonzalez, 2000). This lead the European Council of Ministers (15th Nov. 

2001) conclude that:  

stress and depression related problems ... are of major importance ... and 
significant contributors to the burden of disease and the loss of quality of 
life within the European Union.  

Further, these problems were considered: 

common, cause human suffering and disability, increase the risk of social 
exclusion, increase mortality, and have negative implications for national 
economies. 

(cited in Levi, 2002, piii) 

Thus, the affective well-being of the workforce in general, and managers in 

particular, is an important public policy issue. See Section  1.5.1.  

The mutual contribution of 'soft' (people-driven human resource features, 

such as motivation and leadership), and 'hard' (market-driven forces such as 

strategy formulation and program evaluation), aspects of management have 

yet to be established (Nankervis, Compton & McCarthy, 1996). Hence, the soft 

aspects of managers' performance may be associated with hard organisational 

outcomes, such that these:  
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two apparently disparate approaches are not necessarily mutually 
exclusive. They can be reconciled through a contingency framework, which 
provides guidance on the positioning of an organisation's human resource 
strategies as part of the organisation's overall change strategy and 
ultimately its business strategy.  

(Dunphy & Stace, 1996: 87) 

Many studies have confirmed that the so-called 'soft skills' are critical for a 

vital economy (Spencer, McClelland & Kelner, 1997; US Department of Labor 

1991; Carnevale, Gainer &. Meltzer, 1988; Boyatzis, 1982). Executive 

development is being increasingly seen as involving personal development 

related to how the individual deals with work/life issues, stress, and health 

(Hall, 1995). By integrating 'soft' (affective well-being and intrinsic job 

satisfaction), or less tangible aspects of managers' performance, with 'hard' 

(performance) aspects of management, this study explored the notion that 

affective well-being and intrinsic job satisfaction may, potentially, be relevant 

to the attainment of organisational performance outcomes. When human 

potential is expertly integrated with organisational strategies, it has the 

potential to liberate a powerful additive force. 

Individual task performance only captures a portion of what managers 

contribute to organisations. This portion is mainly attributed to the 

knowledge, skills, abilities and experiences of managers. Contributions beyond 

task and contextual performance may be more accurately termed discretionary 

behaviour. These behaviours contribute to organisational effectiveness and go 

beyond 'soft' psychology, or 'humanistic' concerns to become a critical part of 

the managers' contribution. As Barnard observed, "successful cooperation in, 

or by formal organizations, is the abnormal, not normal condition" (1938: 5), 

so: 

perhaps the reason for the dearth of explanatory power of the 'softer' side 
of I/O psychology in the study of performance has not been because it is 
too soft, but that our dependent variable, 'performance', has been too 
hard.  

(Organ & Paine, 1999: 338) 

Such an approach has the potential to improve the interconnections between 

management disciplines, as well as providing useful insights for related fields 

(Staw, 1986).  

The statistical analyses described in Chapters 6 and 7 demonstrated that the 

use of separate job-related affects in organisational research (such as PA, NA, 
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Enthusiasm, Depression, Anxiety, Relaxation, and Intrinsic Job Satisfaction), 

when considered holistically, could enhance our understanding of the 

relationships between affective outcomes and managers' performance 

variables. A variant of Warr's Vitamin Model based on monopolar dimensions 

of affective well-being (i.e., Four Factor Model of Affective Well-being) was used 

to assess psychological well-being (the co-occurrence of Intrinsic Job 

Satisfaction, Enthusiasm and Relaxation) and distress (a combination of 

anxiety and depression), rather than the more elusive construct of 'stress', 

which is beset with conceptual, and methodological problems.  

8.7.4 Emotional Intelligence 

See Section 2.5.2. Emotional intelligence is a broad concept that can be 

related to many of the elements of the composite framework of the theories 

disciplines and schools illustrated in Figure 2.1. Goleman has argued that IQ 

and technical skill are perennial 'threshold capabilities' required for entry to 

management positions. Emotions are considered by Goleman (1996) to play an 

important role in business decision-making, the more important the decision 

the stronger the influence. Goleman (1998, 1995) argued that emotional skills 

are twice as important as cognitive and technical skills for performance. How 

well employees handle themselves, and each other, emotionally is believed by 

Goleman (1998) to be as important as the intelligence or the expertise 

possessed.  

Managers need to be encouraged to master their own emotions and those 

around them. Management training should focus on developing a set of 

emotional intelligence skills, including: control of one's impulses, self-

motivation, empathy and social competence in interpersonal relationships 

(Goleman, 1988). Additionally, training that involves the development of 

emotional competence may be more effective than traditional cognitive based 

initiatives. General support was found in this study for enhancing affective 

well-being as a way of improving self-efficacy to motivate managers' with the 

competence to perform. This can be achieved by enhanced self-awareness, 

self-management, social awareness and social skills, otherwise known as 

emotional intelligence (Goleman, 1998; Mayer & Salovey, 1993; Salovey & 

Mayer, 1990; Hay Group, 1990).  
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Managers' 'affective reaction' to their environment determines, in some part, 

the interplay between the organisational dynamics encountered and external 

environment forces faced. Managers with positive affective well-being and 

intrinsic job satisfaction were found here to perform higher on certain 

dimensions than those with poor affective well-being and intrinsic job 

satisfaction. Such an outcome will depend on the circumstances of managers' 

working environments. This necessitates the creation of a work environment 

that provides managers with the opportunities to realise their needs through 

personal development and contribution to an organisation (Forster, 2002). 

Individual needs can be fostered through high degrees of autonomy, regular 

and meaningful feedback, and by encouraging a reasonable amount of risk 

taking to achieve work goals (McClelland, 1985). 

Emotional intelligence is crucial to individual and organisational prosperity in 

a rapidly changing world. Leaders of organisations increasingly understand 

how valuable these 'emotionally intelligent' managers' are to an enterprise. 

Entire edited texts are now devoted to managing emotion in the workplace 

(Ashkanasy, Zerbe & Hartel, 2002). There is support for the assertion that 

emotional intelligence leads to measurable business outcomes (Spencer, 

McClelland & Kelner, 1997). Emotional intelligence is relevant to contextual 

performance constructs, specifically leadership and to management in general 

(Goleman, 1998). Goleman observed that "[as] more companies put a premium 

on people who can lead, the ability to influence (emphasis added) is one of the 

competencies at a premium" (1998: 21). Thus, managers' emotional 

intelligence should be incorporated into assessments of managers' 

performance. Further, Goleman considered that the further managers 

progress in organisations, the more vital all aspects of emotional intelligence 

become.  

8.7.5 The importance of contextual performance 

See Section 3.5.1. Contextual performance, which may be better 

conceptualised as 'discretionary effort', is important for shaping the 

organisational, social, and psychological context that serves as a critical 

catalyst for task activities and processes. Unlike task activities that are made 

explicit in documents, such as job descriptions, contextual activities are not 

explicitly included in performance appraisals for managers. Therefore, 

contextual performance is an important aspect of managers' performance that 
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are not usually explicitly included as criteria when assessing managers' 

performance. See Section  3.5.2. Performance appraisal systems for managers 

need to more clearly disentangle contextual performance from task 

performance. The instrument developed for this study provides a robust 

measure of both contextual performance and task performance for managers. 

This study has demonstrated that senior managers would be well advised to 

include contextual performance contributions when rating managers' 

performance. Therefore, it would seem reasonable to embrace a domain of 

performance broader than just task activities, by incorporating contextual 

activities into human resource practices such as selection, performance 

management, rewards, and training and development, in order to improve 

organisational productivity. 

The incorporation of contextual components into performance management 

systems needs to be carefully implemented. Expecting managers to volunteer 

for additional duties outside the realms of the job, requesting that they work 

above and beyond the call of duty, and requiring help for co-workers and 

superiors, have the potential to impact on managers' performance in 

unforseen ways. Applying sanctions to managers for not doing more than that 

what is required may have unanticipated consequences. Making expectations 

about these requirements explicit will serve to shift the original idea of 

classifying these behaviours as extra-role, and could also reduce the likelihood 

of the spontaneous occurrence, or unplanned incidence of such behaviour in 

organisations.  

Employers should exercise caution when requiring employees to slavishly 

follow rules and regulations. If these guidelines about behavioural 

expectations are presented and perceived by managers as immutable, there is 

the risk of creating circumstances where there is inadequate room for healthy 

dissent or for expression of new ideas that are counter to the prevailing 

organisational views. Neglecting to recognise the contextual dimension of 

managers' performance may reduce intrinsic motivation to exhibit such 

behaviour. As a consequence, this has the potential to reduce managers' 

inclination to effectively deal with unforseen contingencies (Smith et al., 1983). 

Encouraging high levels of task performance may be detrimental to contextual 

performance (Organ & Paine, 1999). This may result from contextual and task 
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performance constructs being, to some extent, mutually exclusive. In this 

situation, the notion of Following may be incompatible with Influencing. This 

is possibly a function of those managers who are content to perform 

transactional roles, as opposed to those who seek to influence decisions.  

Formally specifying or rewarding contextual performance is difficult to achieve 

because it involves behaviour that is difficult to measure. Human resource 

practices could potentially create an environment that overtly encourages 

undesirable behaviours, such as establishing a social exchange relationship in 

preference to an economic exchange relationship within an organisation 

(Robinson & Wolfe-Morrison, 1995; Konovsky & Pugh, 1994; Witt, 1991). A 

careful balance needs to be sought to create an environment where employees 

identify with and share the organisation's values, goals and objectives (Organ, 

1990), that allows employees to feel empowered (Organ, 1990), and provides 

leadership training to executives and managers (Skarlicki & Latham, 1997; 

Koh, Steers & Terborg, 1995). 

As noted earlier in this section, organisations now need employees who 

willingly exceed formal job requirements in order to improve organisational 

productivity. In an era where more effectiveness is expected from organisations 

due to global competition, managers' adaptability and flexibility is essential for 

sustaining organisational competitiveness, and when cooperation is required 

from employees, using team based structures. Managers need to produce 

tangible outcomes (task actions) as well as being competitive in the way 

individuals (contextual actions) go about producing these goals.  

The prevalence of contextual performance in the managerial literature is based 

on the belief that these behaviours are likely to enhance organisational 

effectiveness and efficiency (Podsakoff & MacKenzie, 1997). Since contextual 

performance improves organisational effectiveness, it is in an organisation's 

interest to recognise and reward this aspect of managers' performance. 

Managers' contextual performance also has the potential to enhance the 

performance and success of person/s to whom managers report. Consistent 

with other research, this study has demonstrated that managers and their 

superiors do consider contextual performance when evaluating performance. 

This knowledge provides organisations with a more sophisticated explanation 

and assessment of performance, by explaining and explicitly monitoring 

contextual performance as distinct from task performance.  
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Cognitive perspective are pre-eminent studies of helping behaviour. George 

and Brief (1992) found that feelings and emotions, stemming from mood and 

affective disposition, also play an important role in increasing organisational 

productivity. George (1991) found that adopting an affective determinant 

perspective resulted in mood significantly contributing to helping and 

prosocial behaviour. This relationship demonstrated that people in positive 

moods have a more optimistic outlook on life, and as a result think more 

about the rewards received from helping others, rather than the cost of 

offering assistance (Isen & Baron, 1991). Such gestures may be altruistic or in 

expectation of a social reward. Regardless of the motivation the results of 

these actions lubricate the critical social mechanism of organisations (Scott, 

1992). 

People in positive moods have been found to desire to maintain these moods 

and choose to help others, as this serves to sustain their mood (Carlson, 

Charlin & Miller, 1988). Engaging in contextual performance activities may 

serve a similar function, as it increases the possibility that a person will be 

working in a positive and healthy environment (George & Brief, 1992). It is 

worth speculating, as Organ and Paine have, that "people consciously and 

deliberately use OCB (contextual performance) to reciprocate their employees 

for positive work experiences" (1996: 344). This has been shown to lead to 

better work performance. Contextual performance may well be a psychological 

construct rather than purely a performance construct, and should be 

measured and treated as such. Organisations that encourage and reward 

contextual performance for managers are likely to be recompensed in subtle 

but important ways. 

From the literature it is apparent that organisations expect more of managers 

than defined in-role performance to increase organisational productivity. 

Increased organisational effectiveness is dependent on contextual performance 

(Werner, 1994). This expectation should be made explicit to managers and 

those involved in rating their performance in specific circumstances. In 

particular, managers who take their in-role performance literally may be 

unfairly disadvantaged unless all criteria for judging their performance are 

pre-specified. Evaluations of higher-level managers are likely to be even more 

dependent on contextual performance (Borman & Motowidlo, 1997). In-role 

expectations of a senior managers' position are likely to be even more diffuse 
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(Organ, 1988). Contextual performance may well contribute similar amounts 

of variance to 'objective' measures of managers' performance as task 

performance (MacKenzie, Podsakoff & Paine, 1997). 

8.8 Implications for strategic human resource 
practices 

The proper management of one's feelings clearly lies along a complex (and 
therefore not simple or easy) balanced middle path, requiring constant 
judgement and continuing adjustment. 

(Peck, 1993: 169) 

An important aspect of human resource management in practice or 

organisational behavioural research concerns optimising an organisation's less 

tangible assets. See Section  1.6.3. The results of this study indicate that 

affective well-being and intrinsic job satisfaction were associated with 

performance. Organisations would be well advised to invest in initiatives that 

provide managers' with a sense that their organisation is concerned about 

their affective well-being and intrinsic job satisfaction, as this is likely to be a 

reciprocated part of the social contract inherent in contextual performance.  

A clear reward system would need to involve a measurable demonstration of 

desired behaviours that lead to defined outcomes. For such an outcome to 

occur, the levels of job performance would be expected to increase, 

commensurate with increases in affective well-being and intrinsic job 

satisfaction. This would become a self-perpetuating relationship. High levels of 

affective well-being and intrinsic job satisfaction may, in turn, lead to higher 

levels of performance. Such a conclusion is speculative because it was only 

partially supported by the data and the Partial Model tested. These findings 

have implications for managerial effectiveness. The need for executives to 

actively promote the affective well-being and intrinsic job satisfaction of 

managers is emphasised. 

8.8.1 Training and development issues  

Since behaviour is something that can be changed and developed, the 

emphasis in this investigation was on developing an aspect of human potential 

to enhance managerial performance. Training and development efforts have 

not always distinguished between cognitive learning and emotional learning, 

but such a distinction is important. A shift in attitude and emphasis is needed 
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for this to occur, beginning with recognition of the importance of affective well-

being and the contribution of intrinsic job satisfaction to managers' 

performance.  

Creating ingrained patterns of thoughts, feeling and behaviour may require an 

extensive development effort over several months, and may require three to 

five years to be fully developed (Cherniss, Boyatzis & Ellis, 2000). Developing 

emotional intelligence takes time and, most of all, commitment from 

organisations and individuals. Benefits that flow from a well-developed 

emotional intelligence, for both the individual and the organisation, make the 

effort and cost worthwhile. Emotional competence requires emotional learning 

to be recognised and given the same prominence as cognitive learning. 

A growing body of research on emotional learning and behaviour change 

suggests that it is possible to help people of any age to become more 

emotionally intelligent at work. However, many programs designed to do so fail 

to recognise the difference between two types of learning. An "emotional 

competence is a learned capability based on emotional intelligence that results 

in improved job performance" (Goleman, 1999: 25). According to Goleman. 

"[C]ompanies are naive in how they spend their development dollars in 

training for people skills - they can get a far better return on their investment 

if they do it right … The rules of work are changing. We're being judged by a 

new yardstick: not just how smart we are, or our expertise, but also how well 

we handle ourselves and each other" (Goleman, 1998: 317). This study 

reinforces the need to rethink how we approach training soft skills in the 

workplace" (Goleman, 1998: 317).  

Cognitive learning involves fitting new data and insights into existing 

frameworks of association and understanding, extending and enriching the 

corresponding neural circuitry. But emotional learning involves more – it 

requires that we also engage the neural circuitry where our social and 

emotional habit repertoire is stored. Changing habits, such as learning to 

approach people positively instead of avoiding them, to listen better, or to give 

feedback skilfully, is a more challenging task than simply adding new 

information to old.  

Motivational factors also make social and emotional learning more difficult 

and complex than purely cognitive learning. Emotional learning often involves 
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ways of thinking and acting that are more central to a person's identity. 

Goleman (1998) has specifically linked the ability to influence to emotional 

intelligence. However the importance of emotional intelligence needs to be kept 

in perspective, "[e]motional intelligence skills are synergistic with cognitive 

ones: top performers have both" (Goleman, 1998: 21). 

Developing managers' emotional competencies requires a broad and 

sophisticated array of development tools. Traditional training needs to be 

blended with a variety of ongoing planned development, such as career 

assignments and individual coaching. A period of months involving ongoing 

coaching, encouragement, peer support, modelling and on-the-job practice is 

necessary (Hay Group, 1999). Such initiatives have resource implications for 

organisations. 

8.8.2 Implications for the recruitment and selection of 
managers 

Collins agued that "The old adage "People are our greatest asset" is wrong. 

People are not your most important asset. The right people are" (2001: 64). 

Collins goes on to assert that "[w]hether someone is the right "person" has 

more to do with character traits and innate capabilities than with specific 

knowledge, background, or skills" (Collins, 2001: 64). A large part of making 

the transition from mediocrity to excellent organisation is the discipline in 

selecting the right people through rigorous selection choices involving 'thick 

screening' to select and recruit the right managers. These competencies 

should be incorporated into organisation's selection, development and 

succession planning processes. As a minimum, high performing managers 

would be expected to have the following emotional intelligence competencies: 

self-awareness, impulse control, persistence, zeal and motivation, empathy 

and social deftness (Collins, 2001). 

Results of this study provided strong support for the contention that senior 

managers define performance more broadly than simply assessing whether 

managers are proficient at completing and performing task activities. Results 

indicate that they take additional factors, such as contextual performance, 

into account when forming their evaluation of managers' performance. 

Perhaps, as Organ (1977) argued, people would be more inclined to exhibit 

gestures of organisational cooperation as a way of reciprocating satisfying 
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work experiences, so that it is no longer the case that "successful cooperation 

in or by formal organisations is the abnormal, not the normal condition" 

(Organ & Paine, 1999: 400). 

Within an organisation only a minority of managerial jobs are likely to have 

psychological health deficiencies; attention should be expended on improving 

these jobs. Local environmental factors can be manipulated to improve job 

performance for managers with poor affective well-being and intrinsic job 

satisfaction. However, before attempting to change the design of managers' 

jobs, it is important to identify, measure and analyse what is the cause of the 

poor affective well-being and intrinsic job satisfaction. The Partial Model 

developed and methodology used in this study would assist in such a process. 

When combined with recent advances in management theory and practice, 

these findings have the potential to enhance managers' affective well-being, 

intrinsic job satisfaction and performance.  

Many studies have been conducted on the relationship of OCB to leadership 

style and supportiveness, including; the Leader-Member Exchange 

Relationship (Deluga, 1994; Wayne & Green, 1993), leadership trust (Robinson 

& Wolfe-Morrison, 1995; Konovsky & Pugh, 1994), leadership style (Schnake, 

Dumler & Cochran, 1993), leadership monitoring techniques (Niehoff & 

Moorman, 1993), and how training in organisational justice was received by 

leaders (Skarlicki & Latham, 1996 and 1997). These studies are informed by 

the social exchange theory of motivation (Konovsky & Pugh, 1994; Organ, 

1990).  

Those employers who are perceived to treat employees fairly, invoke social 

exchange and the norm of reciprocity (Organ, 1990), commonly in the form of 

employee OCB. Leadership has traditionally been associated with what top 

executives do (e.g., goal setting, articulating a vision) to ensure organisations 

are dynamically transformed. Management has been associated with the 

actions (e.g., monitoring, directing and refining performance) when conditions 

are stable (Carlopio et al., 1997). Management has been characterised as 

"doing things right", while leadership involves "doing the right things" (see 

Bennis & Nanus, 1985: 21). Contemporary research and practice renders 

these definitions arbitrary, since "most managers show some leadership skills, 

while most leaders find themselves managing at times" (Karpin, 1995: 1210). 
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Management competence subsumes leadership, such that leadership and 

management have become virtually indistinguishable, such that "managers 

cannot be successful without being good leaders, and leaders cannot be 

successful without being good managers" (Carlopio et al., 1997: xx). Therefore, 

leadership may be considered an aspect of a managers' repertoire of 

competences.  

As with managers, the "leader's task was to get work done through other 

people, and social skill makes that possible" (Goleman, 1998b: 102). The 

influencing process is central to such a notion of leadership, where the 

followers are committed to the leader's goals, and have a genuine desire to 

work together to achieve outcomes. This is consistent with the findings of this 

study; influencing was found to be strongly associated with dispositional PA 

and intrinsic job satisfaction. Thus, leaders are likely to possess high PA and 

report intrinsic job satisfaction. Leadership may be defined as "the ability to 

get others to do what you want them to do, because they want to do it" 

(Jarman, 1990: 120). 

8.9 Organisational managerial implications 

8.9.1 Globalisation and Australian managers 

This section revisits the original rationale for this study by reinforcing the 

contribution made to managerial theory and practice in a global context. 

Chapter 1 highlighted the realisation that Australian managers have entered 

an era that demands competencies with global relevance, where managers are 

expected to efficiently perform a wider range of complex functions. For 

organisations with international responsibilities and aspirations, some 

managers are now required to perform highly complex tasks, such as coaching 

employees for overseas assignments and developing skills that are 

transportable to international settings. Australian managers' now operate 

within these global dynamics. 

Pressures to manage the increasingly complex and varied contingencies 

impacting on organisational performance are greater than ever (Patterson, et 

al., 1998). In this environment, managers' performance is central to the 

success of organisations. Achieving and sustaining high individual 

performance and organisational productivity in this intensely competitive 
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economic environment has the potential to impact on the affective well-being 

of managers' world-wide (Kinicki, McKee & Wade, 1996). In dynamic, 

competitive markets, successful organisations are likely to be staffed with 

managers capable of adapting to constantly evolving roles, with the capacity to 

achieve and sustain optimal levels of performance. Individual and collective 

affective well-being and intrinsic job satisfaction of managers is therefore 

critical to an organisation's survival and prosperity. 

8.9.2 Community-based initiatives  

Chapter 1 provided details about the implications of how affective well-being 

and intrinsic job satisfaction influences the workplace. Diminished mental 

health causes considerable suffering and disability for individuals. In addition 

to the pain and disability that may be suffered by individuals, mental illness 

also substantially burdens their families (Human Rights and Equal 

Opportunities Commission, 1993). The burden of mental illness is high within 

the community. Caring for people with mental illness has increasingly shifted 

from institutional services provided in the general health sector, to a range of 

community-based initiatives. Increasingly, insurance companies are offering 

substantial reductions in premiums to organisations prepared to be actively 

involved in reducing occupational work injuries. 

Australian Federal and State/Territory Governments have jointly initiated The 

National Mental Health Strategy framework for service and policy reform. 

Beginning in 1992, the Commonwealth has committed over $250m, and the 

State/Territory Governments a further $189m to reform their mental health 

services. Further, in 1998 the Commonwealth Government will provide $328m 

over the five years (1998-99 to 2002-03) to support State and Territory mental 

health service development and for national reform initiatives. 

8.9.3 Competitive advantage 

Creating an environment capable of liberating human potential has been 

acknowledged as the key source of competitive advantage available to 

organisations (Forster, 2002). Encouraging and developing human potential is 

a means of creating a competitive edge capable of increasing an organisation's 

potential to create value. When employees discern an opportunity to meet their 

psychological needs, they are more likely to engage in maximisation of an 
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organisation's operations, so as to achieve its goals (Forster, 2002; Collins et 

al., 2002; O'Reilly & Pfeffer, 2001; Pfeffer, 1994; Kahn, 1990).  

Such commitment from managers' has the potential to result in superior 

organisational productivity and competitiveness. Evidence for this assertion 

has long been established, and continues to emerge, confirming that a 

psychologically meaningful work environment is positively related to effort 

expended in a job, which in turn leads to enhanced job performance (Brown & 

Leigh, 1996). A general work environment, and specific job characteristics, 

that managers find psychologically supportive, is conducive to improvements 

in their performance (Collins et al., 2002; O'Reilly & Pfeffer, 2001) 

The single most important factor distinguishing 'star performers' is emotional 

intelligence, which consists of: self-awareness; self-confidence; self-control; 

commitment; integrity; the ability to communicate and influence; and to 

initiate and accept change - skills vital to managers. Essentially, "IQ takes 

second position to emotional intelligence in determining outstanding job 

performance" (Goleman, 1998: 5). For the most part, "emotional intelligence is 

still under-developed as a researchable construct" (Ashkanasy et al., 1999).  

Implicit in the drive for international competitiveness is the recognition that 

the only sustainable competitive advantage is the quality of an organisation's 

workforce (Collins, 1988). Competitive advantage is achieved through people 

(Pfeffer, 1994). Potentially, organisations can gain a competitive advantage 

through improved human resource practices, such as performance appraisal, 

when these initiatives are derived from and integrated with organisational 

strategies. This study investigated the impact of individual affective well-being 

and intrinsic job satisfaction in this process.  

As Sanchez and Heene (1996: 13) assert, "managers' cognitive processes are at 

the head of a chain of causality that can eventually reshape the nature of 

competition in an industry"; a proposition extended here by determining the 

contribution managers' affective well-being and intrinsic job satisfaction 

makes to this process. However, Hampson and Morgan (1997) alert us to the 

other contingency affecting managers' performance: "managerial expertise is a 

necessary but not sufficient condition for international competitiveness", noting 

that "[I]t is one of a cluster of key factors that determine national success" 

(Hampson & Morgan, 1997: 405).  
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8.10 Future research 
This section deals with issues worthy of further investigation and analysis, 

including specifying a more comprehensive model for future testing. The 

primary focus among these is the robust measurement of managers' 

contextual and task performance. Robust measures are the foundation of any 

rigorous model assessment of the relationship between managers' affective 

well-being, intrinsic job satisfaction and performance. Recalibration and 

validation of the managers' contextual and task performance instrument 

would be especially worthwhile. This would involve replicating and extending 

the study in other organisations and countries. 

This study simultaneously developed a scale and assessed managers' 

contextual and task performance. Validating the contextual and task 

performance scales would be particularly worthwhile. A range of expert 

reviewers, managers and executives need to rate the suitability of the scales. A 

CFA of the results, similar to the approach used to develop the measurement 

model, would need to be used, preferably with independent samples.  

There has been a call to expand the limited amount of research that has been 

conducted in non-English speaking countries (Meyer & Allen, 1997). This 

process would be substantially aided by the development of the managers' 

performance instrument that is transferable between different cultures. The 

results of this study should make researchers cautious when using affective 

well-being, intrinsic job satisfaction and performance instruments developed 

in Western cultures to conduct research in different cultures. The managers' 

performance instrument needs to be further tested in other cultures to provide 

validation for its use beyond Australia.  

Questions in this study may have been too cognitively complex, especially for 

the superiors who were requested to rate the performance of several managers. 

One way of making the managers' performance scale more accessible to 

practitioners, without compromising its integrity, is to make it more 

parsimonious. Either shortening each item or making each dimension into a 

one-item paragraph for rating could achieve this. Simplifying ratings scales 

would result in less time to complete the ratings. 

A considerable amount of research has attempted to identify factors that 

encourage non-managers, but not managers, to exhibit contextual 
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performance. Despite important recent advances, research into contextual 

performance is still under-developed. Additional research is needed to stabilise 

the conceptualisation and measurement of contextual performance specifically 

for managers. Also, it needs to be further clarified whether the antecedents 

and impact of contextual performance, or other personality domains, are valid 

predictors. Future findings in this area may lead to important practical 

applications for human resource practices for selection, reward systems and 

appraisals. 

This investigation builds on existing research into endogenous factors of 

performance, such as satisfaction, personality and motivation. Context-free 

(life in general) and facet-specific (specific to a job) affective well-being was 

beyond the parameters of this study, which focused on affective well-being. 

Endogenous (internal) factors influencing managers' behaviour needs to be 

investigated in conjunction with exogenous (external) factors. There are many 

relationships, which may impinge on managers' affective well-being in relation 

to their performance, including the culture and changes in the structure of 

organisations. General affective well-being can constitute a host of other 

factors, such as physical health and satisfaction with one's self-image.  

Longitudinal research is necessary to determine whether modifications made 

to the Partial Model can be replicated in independent samples. Post hoc 

modifications conducted on samples of 100 to 400 should be replicated in an 

independent sample before they can be taken seriously (Hoyle & Panter, 1995). 

The literature suggests that post hoc modifications conducted on small 

samples require validation by independent samples (Tabachnick & Fiddell, 

1998). Respecification of the Partial Model based on post hoc criteria has the 

potential to build on the idiosyncrasies of the sample used for this study 

(Hoyle & Panter, 1995); an opportunity that is particularly valuable for small 

samples (MacCallum et al., 1992; Tanaka, 1987). However, replication studies 

should not exclusively focus on model fit when examining parameter estimates 

for interpretability and meaningfulness because as MacCallum noted "a model 

that fits well but yields nonsensical parameter estimates is of little value" 

(1995: 35).  

The next section suggests additional dimensions that could be incorporated 

into a future model for testing. 
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8.10.1 Future model specification for testing 

Investigating all the potential factors impacting on managers' affective well-

being and performance was beyond the boundaries and resources of this 

study. Known managerial stressors, such as problem-solving and product 

responsibility (Cooper & Marshal, 1979), role overload, role conflict and role 

ambiguity (Peterson et al., 1995; Rizzo, House & Lirtzman, 1970), and work to 

home overlap (Williams & Alliger, 1994; Frone, Russell & Cooper, 1992) also 

could be included in the analysis of such a study (see Appendix 3).  

Model of Managers' Affective Well-being and Performance  

A more complete model of the relationship between the constructs of 

managers' affective well-being, intrinsic job satisfaction and their performance 

is given in Figure 8.2. Job characteristics, role conflict, role overload, role 

ambiguity, organisational commitment and extrinsic job satisfaction are 

logical extensions to the Partial Model. Appendix 3 provides details of how 

these constructs are related to the proposed model for future testing. 

The Model of Managers' Affective Well-Being and Performance shown in Figure 

8.2 would be suitable for future testing, using SEM path analysis. 

Figure  8.2: 
Model of Managers' Affective Well-being and Performance 

AFFECTIVE WELL BEING
Positive & Negative Affect
Anxiety Relaxation
Depression Enthusiasm
Intrinsic & Extrinsic Satisfaction

MANAGERS'
PERFORMANCE
Contextual performance
Task performance

JOB SCOPE
Skill variety
Task identity
Task significance
Autonomy
Feedback

Affective commitment

Role conflict
Role ambiguity
Role overload

CAUSAL
VARIABLES

MODERATOR
VARIABLES

OUTCOME
VARIABLES
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By their very nature, all models are inadequate representations of reality, but 

some can be a useful explanation of it. By Warr's admission "conceptual 

frameworks of this kind are never entirely supported by empirical data 

because they are created relatively independently of published findings in 

order to shape perceptions and reach such activity" (1987: 2). The Model of 

Managers' Affective Well-being and Performance would provide further 

empirical data and qualitative insights to support and extend the Vitamin 

Model.  

The proposed Model of Managers' Affective Well-being and Performance 

provides a more comprehensive explanation of the upward and downward 

spirals of managerial effectiveness; whereby positive or negative affective well-

being and intrinsic job satisfaction leads to increased or reduced performance, 

which either enhance positive, or exacerbate negative affective well-being and 

intrinsic job satisfaction. This may go some way towards establishing if it is 

"emotional intelligence abilities that matter more for superior performance" 

(McClelland cited in Goleman, 1998: 19). Empirical data will assist to 

demonstrate the casual link between emotional intelligence and the level of 

managers' performance. 

Job characteristics, affective well-being and intrinsic job satisfaction 

Longitudinal and experimental findings suggest that job characteristics affect 

affective well-being and intrinsic job satisfaction (e.g., Martin & Wall, 1989, 

Warr, 1987), though this path is not reciprocal (e.g., Frese & Zapf, 1988). 

Dispositional affective well-being should be apparent in ratings of job 

characteristics. Significant improvements have been confirmed in specific 

'core' job characteristics. Mental health has been found to be an outcome of 

job characteristics, (autonomy, feedback and task identification) resulting from 

job design (Warr, 1990b; Wall & Clegg, 1981). One job feature, opportunities 

for control (autonomy) has been shown to have the potential to impair job-

related well-being, when present beyond a required level. Warr (1994) has 

recommended that multivariate investigations simultaneously measure several 

job characteristics.  

Following the recognition of the potential of intrinsic job satisfaction to 

improve motivation, some organisations reformed job designs to improve 

organisational effectiveness. Job-related affect is strongly related to work 
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pressure or job demands of intrinsic job satisfaction, and is predicted to be 

more strongly related to superior support and task complexity than to job 

demands or work pressure. Therefore, it is important to consider the 

relationship between job characteristics and other job features, affective well-

being and intrinsic job satisfaction in future studies. 

An interactive link between job characteristics, affective well-being and 

intrinsic job satisfaction is indicated in the literature. Managers' working 

environments are likely to influence a person's affective well-being and 

intrinsic job satisfaction. If performance gives meaning to a job (making a 

person, for example: challenged, motivated or miserable and demotivated), 

then this may in turn affect intrinsic job factors. If performance is also 

intrinsic to a job, how managers feel may influence how they perform. 

Generally, managers in jobs with high core-dimensions are likely to be more 

satified, motivated and productive (Robbins et al., 1998). 

Enriched or complex jobs are generally associated with increased job 

satisfaction, motivation, and work performance. The Job Characteristics Model 

assists in explaining the relationship between how enriched or complex jobs 

increase job satisfaction, motivation and job performance (Hackman & 

Oldham, 1975, 1980). As previously noted, there are a lack of studies into the 

relationship between managers' job-characteristics and their performance.  

Role conflict, role overload and role ambiguity 

Convergence across reviews of the literature, and between role constructs, 

indicates that role ambiguity is frequently associated with affective states. 

Individual level characteristics have not been found to be strongly related to 

role conflict and role ambiguity, such that "average correlations between the 

affective reactions and role ambiguity and role conflict are greater than those 

between the behavioural reactions and role ambiguity and role conflict" 

(Jackson & Schuler, 1985: 44). Variables negatively correlated with role 

conflict include ambiguity, job satisfaction (Singh et al., 1981; Breaugh, 1980), 

performance (Schuler et al., 1977) and organisational commitment (Fischer & 

Gitelson, 1983). 
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Affective organisational commitment 

Organisational commitment and the intrinsic job satisfaction has been found 

to be correlated with superiors' ratings of their performance and promotability 

(Meyer et al., 1989). Both Meyer, Allen and Smith (1993) Meyer et al. (1989) 

and have reported that affective commitment is positively related to employee 

performance. Affective commitment correlated negatively with superiors' 

evaluations of managers' performance (Meyer et al., 1993; Meyer et al., 1989). 

In summary, a number of issues for further research have been identified in 

this section. Further research needs to be conducted to determine if there is a 

causal relationship between affective well-being, intrinsic job satisfaction and 

managers' performance. This would require a sophisticated longitudinal causal 

model. The finding that certain aspects of managers' affective well-being and 

job satisfaction predict aspects of their contextual and task performance 

suggest that a more comprehensive model could be devised to determine what 

other relationships may exist. The 8-dimensional measurement model of 

managers' contextual and task performance is suitable for replication. 

Opportunities for further research also include: a refinement and extension of 

the Partial Model, with the addition of other relevant personal and context 

variables, such as, growth needs strength, opportunities to perform, job 

challenge and rewards, career stages, job characteristics, role conflict, role 

overload and ambiguity, affective commitment and extrinsic job satisfaction.  

As discussed earlier, attribution theory is the propensity of job self-raters to 

attribute good performance to their own behaviour and poor performance to 

environmental factors. Different levels of negative and positive outcomes result 

from the attribution process (i.e., over attributing behaviour to internal or 

external causes). Attribution biases also affect upward appraisal and, possibly, 

sideways (peer) appraisal. With upward reviews, a lack of familiarity with the 

constraints experienced by managers' does not consistently result in 

empathetic or accurate appraisals. Given the first-hand experience with 

external constraints, managers' peers are potentially in a better position to 

judge managers' performance, compared to their superiors (Stone & Stone, 

1982). Managers are more likely to prefer peer review to upward appraisal 

(Fettenhausen & Fedor, 1997).  
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However, there is a serious problem of attribution error when using peer 

evaluation. Organisational dynamics must be conducive to this form of 

appraisal. Attitudes of managers' towards multisource appraisal, regarding the 

accuracy and utility of the information gathered, will have an important 

influence on managers' acceptance of this method. Multisource feedback on 

performance is most effective when used for development purposes, rather 

than purely for performance appraisal, and when the measures are linked to 

strategic goals. Multisource feedback is also particularly effective when 

superiors are accountable for developing managers (HayGroup, 1999). Human 

resource managers need to be more seriously cognisant of the need to 

recognise, measure and reward the desired performance of managers in 

relation to an organisation's strategic goals.  

8.11 Conclusion 
This study examined the popular notion that affective well-being and intrinsic 

job satisfaction predict performance. The 'happy-productive' worker thesis is 

yet to receive unequivocal empirical support. This seminal management issue 

was revisited using robust measures of the constructs of affective well-being, 

intrinsic job satisfaction and managers' performance.  

Managers' self-report of affective well-being and intrinsic job satisfaction were 

related to superiors' ratings of managers' performance to ensure the 

independence of the measures. As predicted, positive affective well-being and 

intrinsic job satisfaction were related to enhanced managerial performance 

and poor affective well-being indicated reduced performance. Affective well-

being self-report (PA, Intrinsic Job Satisfaction) was found to be positively 

associated with a dimension of superiors' report on task performance 

(Influencing). Positive associations for dimensions of affective well-being self-

report (PA, Anxiety and Relaxation) were found to be negatively associated with 

dimensions of superiors' report on contextual performance (Following) and 

task performance (Monitoring). These variables were also negatively associated 

with a task performance dimension (Technical).  

Of particular importance was the development and testing of the measurement 

model of managers' job performance. The methodology used ensured there was 

agreement between managers and their superiors on what were perceived to 

be the most important elements of performance. Consistent with the literature, 



 

294 

self-report was found to be a less reliable measure of managers' performance 

because method ('halo effect') obscured the true nature of managers' ratings. 

Superiors' ratings were found to be the more reliable measures of managers' 

performance and to be independent of affective well-being and intrinsic job 

satisfaction.  

Until now, there has been no explicit and simultaneous measurement of both 

managers' contextual and task performance in the field. Measurements of 

contextual and task performance constructs were specifically identified as 

deserving of further development. Rated performance of managers was 

previously conceived as a unidimensional construct. Multi cross-validation of 

self and superiors' ratings found managers' performance to be a multivariate 

construct consisting of both contextual and task performance.  

As predicted in Chapter 1, performance was posited to account for some of the 

remaining 75% of affective well-being and intrinsic job satisfaction. This study 

found that a considerable amount of the variance of performance was caused 

by affective well-being and intrinsic job satisfaction, and vice versa. Explaining 

a large amount of this variance made it possible to develop a Model of 

Managers' Affective Well-being and Performance with enhanced predictive 

power. Using two independent sources of information, one for the DVs (i.e., 

one to one congruence of superiors' ratings of managers’ performance) and the 

other for the IVs (i.e. managers’ self-report measures of affective well-being 

and intrinsic job satisfaction) eliminated unnecessary noise in the data caused 

by common method variance. 

As global market forces become more pervasive, optimising so-called hard and 

soft human resource strategies is likely to become more important to 

enhancing managerial health, performance, and organisational prosperity. 

This position was predicated on the assumption that improved affective well-

being and intrinsic job satisfaction may result in improved managerial 

performance, which will eventually result in increased organisational 

productivity. Enhanced individual performance may also result in increased 

benefits and reduced organisational costs, and ultimately more effective 

organisational outcomes.  

As previously noted, the analysis described in this study does not provide 

evidence of causation. As Ashkanasy et al. stated, "[p]erformance is another 
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likely concomitant of affect at work, though whether it is a cause or a 

consequence is unclear" (1998: 4). The analysis does provide for certain 

inferences to be made about the relationships between aspects of managers' 

affective well-being, intrinsic job satisfaction and performance. However, it is 

difficult to conclude from this study that happiness contributes to self-

motivation, and that this facilitates organisational effectiveness, or that 

performance is a barometric of the feeling that managers are effective. Well-

performing managers could also be happy as a consequence of their effective 

performance and the resulting rewards.  

The potential of workplace initiatives to improve the quality of managers' 

working lives and organisational effectiveness was discussed. In combination, 

these benefits may result in more effective organisational outcomes including 

increased productivity, reduced organisational costs, reduced staff-turnover, 

and avoidance of protracted legal actions arising from claims of unfair 

dismissal, breach of contract or diminished affective well-being. Suggestions 

were made about how managers' jobs might be improved to enhance, or avoid 

decline in, managers' affective well-being, intrinsic job satisfaction and 

performance.  

A number of implications for human resource practices emerged from this 

study. The main recommendation was that organisations should consider 

initiating ways to improve managers' affective well-being, intrinsic job 

satisfaction and performance. The Partial Model tested is suitable for use by 

human resource practitioners to inform initiatives that organisations could, to 

some extent, take to improve managers' affective well-being, intrinsic job 

satisfaction and performance.  

The implications of the contribution made by this study to the body of 

management theory and practice were discussed and opportunities for further 

research were identified. Base-data gathered for this study is suitable for 

replication and verification in subsequent investigations, and ultimately 

validation in relation to other organisational outcomes. Partial Model provides 

an opportunity for researchers to extend the theoretical development of 

affective well-being and intrinsic job satisfaction in relation to managers' 

performance. This will assist human resource practitioners to align human 

resource practices within the broader framework of organisational strategies.  
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Replication of the Partial Model and managers contextual and task 

performance scales, in conjunction with an extension of the scope of a more 

complete Model of Managers' Affective Well-being and Performance, is 

recommended. This study extended upon the existing theoretical base of 

managers' affective well-being, intrinsic job satisfaction and performance, by 

devising a Partial Model that included performance constructs that have not 

been comprehensively dealt with in previous theoretical and empirical work. In 

the process of refining these scales, consideration should be given to devising 

a cross-cultural version of the instrument suitable for use in a range of 

organisations and countries. 

In conclusion, this study has made substantial progress towards meeting its 

main objective - to examine the 'happy-productive worker' thesis by 

investigating the relationship between managers' affective well being, intrinsic 

job satisfaction and their contextual and task performance.  
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Appendix 1: 
Vitamin Model 

(1) Opportunity for control: discretion, decision latitude, independence, 
autonomy, job control, self-determination, personal control, absence of 
close supervision, participation in decision-making, absence of 
routinization. 

(2) Opportunity for skill use: skill utilization, utilization of valued 
abilities, application of skills and abilities, required skills. 

(3) Externally generated goals: job demands, task demands, quantitative 
or qualitative work-load, environmental demands, structural 
imperatives in a job, time structure, time demands, role responsibility, 
time pressure at work, required concentration, conflicting demands, 
role conflict, job-induced goals, normative requirements. 

(4) Variety: variation in job content and location, non-repetitive work, 
varied roles and responsibilities, skill variety, number of different job 
operations. 

(5) Environmental clarity: (a) information about the consequences of 
behaviour, availability of feedback, task feedback; (b) information about 
the future, absence of job future ambiguity, absence of job insecurity, 
low uncertainty about the future; (c) information about required 
behaviour, low role ambiguity, clarity of role requirements. 

(6) Availability of money: income level, amount of pay, moderate/high 
standard of living, absence of poverty, material resources. 

(7) Physical security: absence of danger, low physical risk, good working 
conditions, ergonomically adequate equipment, adequate health and 
safety conditions, safe levels of temperature and noise, absence of 
continuous heavy-lifting. 

(8) Opportunity for interpersonal contact: (a) quantity of interaction, 
absence of isolation, friendship opportunities, contact with others, 
social density, adequate privacy; (b) quality of interaction, good 
relationships with others, social support, co-worker support, emotional 
support, instrumental support, good communications. 

(9) Valued social position: (a) cultural evaluations of status, social rank, 
occupational prestige, or social stratification; (b) more localised social 
evaluations of in-company status or job importance; (c) personal 
evaluations of task significance, valued role incumbency, 
meaningfulness of job, or self-respect from the job. 

 

Warr (1994: 87) 
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Appendix 2: 
Components of mental health 

(1) Affective well-being 

Two separate dimensions of affective well-being are considered important - 
'pleasure' and 'arousal' - which can be treated as independent of each other. A 
strong interconnection between affective well-being in general and self-esteem 
in particular is posited. At different times people desire different combinations 
of arousal and pleasure, and people sometimes switch rapidly between modes. 
Specific affects derive from pleasure and arousal. Feelings can be concentrated 
upon the environment or aspects of the self, which is concerned with the 
notion of self-esteem. 

(2) Competence 

Environmental mastery in terms of success in interpersonal relations, 
problem-solving and paid employment correlate with good affective well-being. 
Competent people possess the psychological resources necessary to cope with 
pressures. Objective and subjective levels of competence are usually positively 
inter-correlated. Low levels of competence are not necessarily an indication of 
low affective well-being. Autonomy and aspiration have a positive cause of 
impact upon affective well-being. 

(3) Autonomy 

Successful interdependence, rather than extreme interdependence or, counter 
independence, is an indicator of positive affective well-being. There are two 
features to autonomy; one reflects the extent a person acts as an independent 
agent and the other the extent to which a person is interdependent with other 
people in that environment. 

(4) Aspiration 

Mentally healthy people engage the environment and have established goals 
and make concerted efforts to achieve them, resulting in motivated behaviour, 
alertness to new opportunities and effecting challenges of personal 
significance. Exposing oneself to situations that are unfamiliar is a feature of 
psychological growth. 

 

(Hosie, 1994: 50-51) 
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Appendix 3: 
Job characteristics, organisational commitment, 

role conflict, role overload, role ambiguity 

Job characteristics 

Organisation scientists have been studying the nature of jobs for nearly a 
century. In recent years this stream of research has focussed on gaining a 
better understanding of the motivational and enriching aspects of jobs by 
indexing the existing characteristics of jobs. Enriched or complex jobs are 
assumed to be associated with favourable employees. 

Extensive research has been devoted to defining and understanding job 
dimensions (Dodd & Ganster, 1996). The psychological perceptions of job 
incumbents are used by researchers as the main basis for inferring the 
presence of job characteristics (Dodd & Ganster, 1996). There have been many 
attempts to develop conceptual models, perspectives and theories about job 
characteristics and well-being (Kahn & Byosiere, 1992). 

Frameworks developed from The Job Characteristics Model (Hackman & 
Oldham, 1980) and the Demand-Control-Support Model (Karasek & Theorrell, 
1990) have guided most of the empirical investigations over two decades. 
These models differ in scope and complexity but both assume a linear 
relationship between job characteristics and employee affective well-being (De 
Jonge & Schaufeli, 1998). In contrast, Warr's Vitamin Model proposed a non-
linear relationship between job characteristics and affective well-being. De 
Jonge & Schaufeli (1998) found partial support for a non-linear relationship 
between employee well-being (i.e., job satisfaction, job-related anxiety and 
emotional exhaustion) and job characteristics (job demands, job autonomy 
and workplace social support).  

There have been many attempts to develop conceptual models and theories 
that relate job characteristics to employee well-being (cf. Kahn and Byosiere, 
1992). Job characteristics assist in differentiating a person's psychological 
state from the external characteristics of a job. As discussed earlier, Warr's 
Vitamin Model possibly represented the most integrated and comprehensive 
model of mental health available. The Vitamin Model's nine environmental job 
features are yet to be fully validated. There are considerable difficulties in 
operationalising such a wide array of job feature constructs. Evidence 
supporting the Vitamin Model is mostly based on cross-sectional data. These 
features (characteristics) are essentially an extension of Hackman and 
Oldham's (1975) Job Characteristics Model (JCM). 
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Figure  10.1: 
Job Characteristics Model 
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(Hackman & Oldham, 1980) 

There is general agreement in the literature but the Job Diagnostic Survey 
(JDS) does measure the five core job dimensions (e.g., Stone, 1975). As 
Cordery and Sevastos (1993: 34) noted "job-design research has been 
dominated for nearly two decades by the Job Characteristics Model", which 
explains how enriched or complex jobs are associated with increased job 
satisfaction, motivation and job performance. Five core job characteristics - 
skill variety, task identity, task significance, autonomy, and feedback from the 
job - are considered to affect four critical psychological states - experience, 
meaningfulness of work, experienced responsibility for outcomes of work, and 
knowledge of the actual results of work activities (Hackman & Oldham, 1975, 
1980). The JCM assists in differentiating a person's internal psychological 
states by describing the external characteristics of a job, such that: 

The net result is a self-perpetuating cycle of positive work performance 
powered by self-generated rewards, that is predicted to continue until 
one or more of the three psychological states is no longer present, or 
until the individual no longer values the internal rewards that derive 
from good performance. 

(Hackman & Oldham, 1980: 257) 

These states influence work outcomes for internal work motivation, growth 
satisfaction, overall job satisfaction, work effectiveness, and absenteeism. 
Three factors - knowledge and skill growth, needs strength, and context 
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satisfaction are considered to moderate the relationship between job 
characteristics and work outcomes (Hackman and Oldham, 1980). All five core 
job characteristics are assumed to influence the three critical psychological 
states which affect work outcomes. 

To improve psychological outcomes at work, all five of Hackman and Oldham's 
core job characteristics need to be developed but specific outcomes are 
associated primarily with some job characteristics rather than with others 
(Fried and Ferris, 1987): 

Skill variety: The degree to which a job requires a variety of different 
activities in carrying out the work, which involves the use of a number of 
different skills and talents of the person. 

Task identity: The degree to which the job requires completion of a 
whole and identifiable piece of work. 

Task significance: The degree to which the job has a substantial impact 
on the lives or work of other people, whether in the immediate 
organisation or in the external environment. 

Autonomy: The degree to which the job provides substantial freedom, 
independence and discretion to the individual in scheduling the work 
and in determining the procedures to be used in carrying it out. 

Feedback: The degree to which carrying out the work activities required 
by the job results in the individual obtaining direct and clear information 
about the effectiveness of their performance. 

The JCM does not directly measure these psychological outcomes. A reliable 
measure of affective well-being and intrinsic job satisfaction is needed to 
determine how these states are associated job characteristics. A key 
supposition of the JCM is that enriched or complex jobs are associated with 
increased job satisfaction, motivation and performance. In the JCM, attributes 
of jobs are filtered through a worker's perceptions and result in psychological 
states which determine a person's affective and behavioral responses (Dodd & 
Ganster, 1996). 

There has been considerable research conducted into job characteristic 
perspectives of job design. The JCM has been subjected to both qualitative 
(Robbers & Lick, 1981) and quantitative (Stone, 1986) verification. A 
comprehensive metanalysis of studies into Hackman and Oldham's (1980) 
JCM by Fried and Ferris (1987) supported the multidimensionality of job 
characteristics. Psychological and behavioural outcomes were both found to be 
related to job characteristics. While these results supported the intervening 
(i.e., mediating) role between job characteristics and outcomes, less support 
was found between jobs. Task identity has been shown to have a strong 
relationship with job performance (Fried & Ferris, 1987). 

Job characteristics and psychological states growth-need were found to 
moderate the true variance found in the job characteristics and performance 
relationship. Campbell and Gingrich (1986) found participation had a positive 
effect on performance involving complex tasks and to have a positive effect on 
performance. This suggests that autonomy will be most noticeable for jobs 
involving complex tasks. For jobs with "high variety task, increased autonomy 
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contributed 16% to performance. In addition, autonomy and feedback were 
found to interact with one another, with increased feedback and high 
autonomy again contributing 16% to performance" (Dodd & Ganster, 1996: 
32). A strong and consistent relationship is apparent between certain job 
characteristics and affective responses to job tasks, which are invariably 
linked to job and growth satisfaction. Neither perceived or manipulated job 
characteristics impact on job performance, suggesting an additive and 
multiplicative effect. 

Cognitions have been found to contribute to the additive and interactive effects 
of the core dimensions of JCM. In contrast to the established literature, 
Goleman asserted that "emotional competencies were found to be twice as 
important in contributing to excellence as pure as intellectual and expertise" 
(1998a: 31). Goleman argued that workplace competences based on emotional 
intelligence play a far greater role in star performance than does intellectual or 
technical skill, so that the more "complex the job, the more emotional 
intelligence matters" (Goleman, 1998a: 22). Goleman's definitions and 
conceptualisation of emotional intelligence and emotional competence are 
much broader than the definition of affective well-being adopted in this study. 
Emotional intelligence may in some way be synergistic with managers' 
cognitions. Since managerial work involves complex tasks, it will be worth 
establishing whether emotions account for more variance in outstanding 
performance than is suggested by the JCM. 

Job characteristics, affective well-being and intrinsic job satisfaction 

Experimental and longitudinal findings suggest that job characteristics effect 
mental health (e.g., Martin & Wall, 1989; Warr, 1987) but this path is not 
reciprocal (e.g., Frese & Zapf, 1988). As such, dispositional well-being should 
be evident in job characteristics ratings. In a longitudinal study where mental 
health has been investigated as an outcome of job characteristics, significant 
improvements were confirmed in certain 'core' job characteristics (autonomy, 
feedback and task identification) resulting from job design (Wall & Clegg, 
1981). Warr (1990b) has demonstrated that one job feature, opportunities for 
control (autonomy) has the potential to impair job-related well-being when 
present beyond a required level. Warr (1994) recommended that future 
multivariate investigations should simultaneously measure several job 
characteristics. 

In a test of non-linear components Warr found an association between 
opportunities for control, indicating an inverted U relationship between decision 
latitude and job satisfaction. However, using a cross-sectional analysis to test 
the Vitamin Model, Fletcher and Jones (1993), found little evidence to support 
this relationship. Warr's (1990a) findings highlighted the differential 
association between anxiety-contentment and work overload (i.e., job demands) 
on the one hand, and depression-enthusiasm and job complexity and skill use, 
on the other. 

There is a paucity of studies using the JCM, which are specifically concerned 
with managers. Adbel-Halim (1978, 1979, 1981) studied managers' job using 
dimensions derived from the JCM. However, Adbel-Halim's findings were all 
based on the same dataset of 89 managers, making generalising from these 
studies problematic, since these findings have not been replicated. Since 
managers invariably perform complex tasks it will be worth establishing the 
extent to which autonomy impacts on high variety (complex) tasks. This 
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reasoning is predicated on the assumption that job characteristics meet 
individual managers desire for growth, a proposition which can also tested 
using Hackman and Oldham's Job Characteristics Survey (1975). 

In general, there is support for the JCM's capacity to explain job satisfaction 
but some reservations about its value for measuring productivity (Umstot, Bell 
& Mitchell, 1976). As Moorehead and Griffin noted the "JDS which is used to 
test the model is not always as valid and reliable as it should be" (Moorehead 
& Griffin, 1992). However, there is currently no serious competitor for the 
JCM. Sevastos, Smith and Cordery (1992) have modified the model to improve 
its construct validity and utility in the Australian context. The model requires 
measurement refinement for use in analysing managerial jobs. 

Organisational commitment 

The uncertainty of the relationship between commitment and superior 
performance also extends to the relationship between commitment and 
performance data. Both Mayer and Schoorman (1992) and DeCotis and 
Summers (1987) found support for the argument that commitment was 
positively associated with job performance. But Summers and Hendrix (1991) 
found no support for this proposition. 

Meyer and Shack (1989) found that first-level (front-line) managers' affective 
commitment correlated with their superiors' performance ratings. No 
significant correlation was found to exist between job satisfaction and the 
performance ratings. Employed administrators with the highest organisational 
commitment reported less stressors and greater job satisfaction (Leong, 1996). 
Job satisfaction has been found to be more strongly aligned with 
organisational commitment, than with superiors' ratings of performance 
(Shore & Martin, 1989). Thus, it is worth testing if managers' affective 
organisational commitment may be associated with their task performance. 

Contextual performance and roles 

Contextual performance is not part of the formal in-role obligations of the job, 
but consists of behaviours that are classified as extra-role. Such behaviours 
are not an explicit requirement of the job. Also, extra-role behaviours are not 
usually directly or formally rewarded by the organisation. Continuing 
controversy exists over whether employees classify such behaviours as extra-
role, or in-role (Pond, Nacoste, Mohr & Rodriguez, 1997; Wolfe-Morrison, 
1994). This issue impacts on the validity of previous findings and so needs to 
be clarified before delving deeper into the research related to contextual 
performance. 

Work conducted on contextual performance is predicated on the assumption 
that employees are clear on the boundary between in-role and extra-role 
behaviour (Williams & Anderson, 1991; Podsakoff et al., 1990; Organ, 1988). 
This assumption was challenged the perception by Wolfe-Morrison (1994) who 
observed that role requirements evolve over time and that roles in 
organisations are now rarely fixed. Variations exist between how broadly 
employees define their job and specifically where they make the distinction 
between in-role and extra-role behaviour. While this in-role versus extra-role 
issue has revealed limitations in the interpretations by previous researchers, 
there is likely to be agreement that these behaviours are invariably not 
prescribed by the job, and that the omission of them is not punishable. These 
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behaviours, like all contextual activities, contribute to organisational 
effectiveness if displayed over time and across individuals. 

Role conflict, role ambiguity and role overload 

Scholars have long assumed that individuals only possess finite resources to 
monitor their behaviour and environment (Cohen, 1988). Prolonged exposure 
to certain contextual stressors, such as role ambiguity and role conflict, are 
proposed to exhaust the cognitive resources necessary for effective job 
performance. Individuals are assumed to have a limited capacity to deal with 
and integrate stressors. 

Most researchers have assumed a negative association between each role 
stressor and job performance (Yitzhak & Fried et al., 1993). Role conflict and 
role ambiguity were assumed to independently affect job performance. Yitzhak 
and Fried et al., 1993) found that exposure to a threatening work stressor 
does not necessarily exceed blue-collar employees cognitive capacity to 
perform job functions. Yitzhak and Fried did find that "employees may find it 
difficult to function effectively in a work environment wherein a number of role 
stressors are present concurrently" (1998: 21). Where role conflict and role 
ambiguity simultaneously exceed a person's capacity to deal with stressors, 
job performance is likely to be impaired. 

Generally the literature assumes that jobs are more complex and less 
completely specified at higher organisational levels (Ilgen & Hollenbeck, 1991). 
High correlations between organisation level and role ambiguity are likely to be 
present when job complexity and the levels are closely related to job 
complexity. Role ambiguity is usually considered unpleasant state that is 
associated with negative affective states.  

Fried et al. (1998) postulated that there may be an interactive effect between a 
person's job performance and the amount of role conflict and role ambiguity 
experienced. They have called for more research into employees' responses to 
the joint presence of work stressors across a variety of job and types of 
organisations. Role ambiguity and role conflict have a joint interactive effect on 
job performance. If this proposition and assumption holds, then concurrent 
increases in both role ambiguity and role conflict will be associated with 
decrements in job performance. The general proposition that role conflict and 
role ambiguity have a joint (interactive) effect on job performance ratings 
needs to be tested with managers, to ascertain if simultaneous increases in 
managers' role conflict and role ambiguity will be associated with a reduction 
in performance. 
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Appendix 4: 
Four Factor Congeneric Model of  
Job-related Affective Well-being 

 

Figure  10.2: 
Four Factor Congeneric Model of  
Job-related Affective well-being 
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Appendix 5: 
Physiological aspects affective well-being 

Stampfer (1988) has found a strong association between emotions and the 
heart, suggesting that there is a "systematic relationship between psychiatric 
status and heart rate in which core physiological differences between certain 
states are reflected in distinctly different circadian patterns of activity" (p. 
187). Patho-physiological differences between the clinical states of generalised 
anxiety and depression were found to be even more 'distinct' clinical entities. 
Stampfer (1988) contended that "the visceral aspects of anxiety and 
depression are unlikely to have changed in eons, and a nosology based on 
visceral functioning as indicated by circadian pattern of heart rate is likely to 
prove more reliable" (p.197). This finding suggests a fundamental shift in the 
conceptualisation, and diagnosis of anxiety and depression. Stampfer's work 
provides physiological evidence for the existence of anxiety and depression. 

More speculatively, Tellegen (1985) has postulated that non-specific NA and 
PA is linked to general systems, the behavioural inhibition systems and 
behavioural activation system. The behavioural inhibition system is thought to 
be located in the septo-hippocampal system and be responsible for regulating 
sensitivity to punishment. The behavioural activation system is believed to be 
located in the medial forebrain bundle, and regulates sensitivity to reward and 
pleasurable experiences (Watson & Clark, 1992; Tellegen, 1985; Gray, 1982). 

Idiosyncratic, or 'characteristic levels' of activation, have been found to be 
necessary to stimulate the effective operation of the central nervous system. 
Tucker, Antes, Stenslie and Barnhardt's (1978) research linked anxiety, 
instead of nervousness, with high left-hemispheric activation. Further, the 
linkage between a reduction in right-hemispheric activity and depression, 
rather than of nervousness and fatigue, has been identified by Tucker, 
Stenslie, Roth and Shearer (1981).  

The lack of evidence to support this position is further weakened by Sevastos's 
(1996) finding that job-related depression tends to lead to an increase in 
anxiety, rather than the converse. Enhanced affective well-being PA occurs 
when a person is functioning at close to optimal levels of activation. NA or PA 
is attributed to deviations from this characteristic level, which reduces the 
operational efficiency of the central nervous system, which, in turn, is 
accompanied by a deterioration in the brain's motor responses and cognitive 
processes. There are physiological consequences to these responses. 

The pathological consequences of chronic distress manifests psychologically 
(e.g., depression), interpersonally (e.g., breakdown of relationships) and 
physiologically (heart disease). Adrenal and cortisonal hormones are 
respectively associated with anxiety and relaxation. These hormones 
contribute to coronary disease and can weaken the immune system. When 
people experience high pressure, their sympathetic nervous system discharges 
adrenaline and nor-adrenaline hormones from the adrenal glands which 
increases the heart rate and blood pressure and directs blood to the peripheral 
muscles. Individuals suffering acute distress eventually experience permanent 
physiological changes which may impair performance, resulting in illness and 
may ultimately be fatal (Melhuish, 1977). 
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Activation theory predicted that individuals remain motivated to maintain a 
characteristic level of activation through appropriate behaviours, such that 
positive psychological outcomes will occur when an individual's ability to 
modify a situation is not constrained. From this finding Brief, Burke, George, 
Robinson and Webster (1988) identified the base of the brain and the central 
nervous system as being responsible for activating affective responses, a 
finding that justified the addition of the arousal construct to Gardner and 
Cumming's (1988) original model. 

Enthusiasm and depression have been linked by Burke et al. (1988) to the 
brain's hemispherical cortical region, specifically the regulatory system of the 
right hemisphere and parietal regions of the brain. This part of the brain 
controls the autonomic nervous system, which regulates the 
Parasympathetic/Sympathetic systems. Burke et al. (1988) demonstrated why 
a Four Factor Model of Affective Well-being is superior to Warr's (1990a) Two 
Factor Bipolar Model of Affect by conceptually linking these four related 
dimensions of affect to the two major cortical regulatory systems; the left-
laterised dopaminergic activation, and the right-laterised noradrenergic 
arousal systems. This formulation is based on Tucker and Williamson's (1984) 
model of hemispheric specialisation which labelled Negative Activation factors 
(nervousness), Low Activation (relaxation), Positive Arousal (enthusiasm), and 
Low Arousal (fatigue). Some of the markers of (relaxation) and (enthusiasm) in 
the Burke et al. (1988) study were akin to those adopted by Warr. 

Enthusiasm and depression have been linked by Burke et al. (1988) to the 
brain's hemispherical cortical region, specifically the regulatory system of the 
right hemisphere and parietal regions of the brain. This part of the brain 
controls the autonomic nervous system, which regulates the 
Parasympathetic/Sympathetic systems. Burke et al. (1988) demonstrated why 
a Four Factor Model of Affective Well-being is superior to Warr's (1990a) Two 
Factor Bipolar Model of Affect by conceptually linking these four related 
dimensions of affect to the two major cortical regulatory systems; the left-
laterised dopaminergic activation and the right-laterised noradrenergic arousal 
systems. This formulation is based on Tucker and Williamson's (1984) model 
of hemispheric specialisation which labelled Negative Activation factors 
(nervousness), Low Activation (relaxation), Positive Arousal enthusiasm, and 
Low Arousal (fatigue). Some of the markers of (relaxation) and (enthusiasm) in 
the Burke et al. (1988) study were akin to those adopted by Warr. 



 

354 

Appendix 6: 
Most Effective and Least Effective Managers 

 

Table  10.1: 
A Lay Model of Least and Most Effective Managers 

The least effective manager: The most effective manager: 
Conceptual Abilities 

Direction Setting 
Needs to have direction set for him/her. 
Their units have no sense of purpose. 

Able to set their own direction and instil a 
clear sense of purpose onto their units. 

Innovation 

Satisfied with the status quo, avoids 
change. 

Constantly looking for new approaches, 
thrives on change. 

Future orientation 

Thinks short term and cannot visualize 
the future. 

Future-oriented and can think in the long 
term. 

Overview 

Gets bogged down in detail and loses the 
big picture. 

Avoids getting bogged down in detail and 
maintains the big picture. 

Managing/ operating 

Too involved in detailed work. 
Leaves little time to manage. 

Doesn't get involved in detailed work. 
Leaves time to manage. 

Drive 

Lacks drive and ambition. 
Limited capacity for work. 

High levels of drive and ambition. 
Great enthusiasm and drive for work. 

Decisiveness 

Indecisive. 
Lacks confidence and backs away from 
tough decisions. 

Decisive. 
Will tackle unpleasant tasks and make 
tough decisions. 

Prioritizing 

Has little sense of priorities and is easily 
sidetracked. 

Has a good sense of priorities and keeps 
sight of the bottom line. 

Problem-solving 

Doesn't get to the root of the problems 
and fights fires without fixing the basic 
causes. 

Incisive. Gets to the root of the problems 
and fixes basic causes. 

Personal organisation 

Doesn't allocate time well. 
Poor at planning and, organizing and 
scheduling work. 

Allocates time well. 
Good at planning, organizing and 
scheduling work. 
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The least effective manager: The most effective manager: 

Interpersonal Abilities 
Delegation and training 

Tries to do too much and doesn't train 
successors. 

Delegates well, involves others, and 
grooms successors. 

Consultation 

Imposes change without consulting and is 
rigid and unwilling to learn. 

Consults the staff before introducing 
change and is flexible and willing to 
learn. 

Feedback 

Highlights the negative and doesn't give 
the sufficient recognition for good 
performance. 

Highlights the positive and recognizes 
good performance. 

Contact 
Seen infrequently and is out of touch with 
his/her unit. 

Highly visible and up to the play. 

Support 
Unapproachable and reluctant to help. Approachable, friendly and supportive. 

Personality 

Negative outlook and has difficulty relating 
to others. 

Positive outlook and relates well to 
others. 

Integrity 

Devious and goes behind peoples back. Straightforward and honest. 
 

(Cammock, Nilakant & Dakin, 1995: 456) 

Most effective managers: 

Effective managers avoid getting bogged down in detail and maintain the big 
picture. They stand back, from their work, to get an objective view and have a 
broad vision of the different areas of the organisation and their needs. They 
maintain contact with other managers and are concerned about the whole 
organisation, not just their own patch. They are flexible and are willing to 
bend the rules, if it means getting the job done better. They are concerned 
with the overall work effectiveness of staff rather than minor aspects of staff 
behaviour, that have little effect on work performance. 

Least effective managers: 

Ineffective managers get bogged down in detail and lose the big picture. They 
are too close to the work to be objective and lack a broad vision of the 
organisation. They spend too much time on one area under their 
administration, to the detriment of others. They have a narrow view of the 
organisation and are concerned only about their patch. They are inflexible and 
won't bend the rules, even if following them rigidly causes inefficiency. Rather 
than concentrating on the overall work effectiveness of staff, they nitpick on 
minor things, which have little impact on work performance. 

(Cammock, Nilakant & Dakin, 1995: 455) 
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Appendix 7: 
Managers' competency and performance 

Table  10.2: 
Managers' competency and performance 

STUDY FINDINGS METHODOLOGY & METHODS 

Australian Standard Classification 
of Occupations, ABS (ASCO, 
1986; Pithers, Athanasou & 
Cornford 1996) 

Task & function descriptions of 
Australian managers. 

Existing literature, census 
surveys, industry, public sector 
& union consultation. 

Akiran & Turner (1996) 5 clusters from 45 competencies 
of successful bank branch 
managers, as perceived by 
subordinates. 

Questionnaire developed from 
Chataway's (1982) naturalistic 
inquiry. Verified by a panel of 6 
experienced bankers & 
extensively pre-tested. 

Borman & Brush (1993) Taxonomy of 18 managerial 
performance 'mega-dimensions' 
with definitions and two 
dimensions factor loading highest 
on each dimension. Percentage 
of common variance of each 
mega-dimension accounted for. 

Metanalysis of empirical 
published & some unpublished 
studies of managers' 
performance. Mainly involving 
behaviourally-based critical 
incidents and job activity 
statements. Factor analysed a 
pooled 187x187 matrix of 26 
dimension sets to inductively 
derive an 18-factor solution. 
Used expert judgment, i.e., 25 
experienced Industrial 
Psychologists. 

Boyatzis (1982) 19 competencies critical to 
effective management 
performance and management 
jobs in all types of organisations. 
Integrated model of managerial 
competence. 

Cross-sectional survey of 2,000 
managers in 41 different 
managerial jobs in 12 
organisations. Re-analysed data 
from Behavioural Event 
Interviews. 

Burack (1987) Enton Succession Company 
Succession Planning Manual. 

Management Development 
Form to assess job-related 
behaviours to construct a profile 
of subordinate managers 
observed as having high 
potential Rating scale of 
dimension valued by top 
management. 

Cameron & Tschirhart (1988) Four groups managers skills were 
identified: 
1. Human relations. 
2. Competitiveness & control. 
3. Innovations & entrepaneurship.
4. Maintaining order and 
rationality. 

Effective managers demonstrate 
paradoxical skills. 

Assessed skills of 500 medium 
and upper level managers in 150 
organisations. Used 25 most 
frequently mentioned 
management skills from the 
literature, which were statistically 
analysed to yield four groups. 

Cameron (1984)  50 consultants, professors, 
management development 
experts & public administrators. 
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Curtis, Winsor & Stephens (1989)  428 member of American 
Society of Personnel 
Administrators identified skills 
needed to obtain employment, 
move up in organisation & 
important for successful job 
performance. 

Deves & Yeow (1994) 5 clusters of competencies 
associated with general 
management for bank managers. 

Refined managerial competency 
profiles developed by Saul 
(1989) for management 
education. Self-rated 
questionnaire used to confirm 
qualitative information.  

Donohue & Southey (1996) Performance Management 
Process (PMP) for Queensland 
Industry Development 
Corporation. 

Competency profile, 
incorporating behavioural 
descriptions, based on 
"targeting" model. 

Dulewicz & Gay (1996) 10 Generic International 
Competencies. 

Competencies identified from 
the Job Competencies Survey. 
Ranked by international 
managers. 

Fenwick & Ciera (1995) Management Excellence 
Inventory of 20 managerial 
competencies used to develop & 
model. 

Critical Incidence Technique & 
unspecified data gathering 
techniques to analyse & model 
20 managerial competencies 
responsible for success or 
failure in performing an 
important aspect of particular job 
in significant number of 
instances. 

Generic Management 
Competency Standards for 
Frontline Management, ANTA 
(1996) 

Competencies of "Frontline" 
Australian managers. 

Competencies validated by 
national survey & workshops 
with 2,000 enterprises, employer 
& employee organisations et al. 

Hearn et al. (1996) Competencies generic to 
professions in Australia.  

80-item questionnaire 
administered to 571 subjects in 
7 professions. Analysed to 
produce 9 factors. Assumed 
managers were a distinct 
profession. 

Kaplin & Norton (1992 & 1994) Balanced Scorecard. A limited 
number of measure to give a fast 
but comprehensive view of the 
business. Measures - how 
customers perceive, what excel 
at, how can continue and improve 
value and how look to 
shareholders. 

Uses four different perspectives 
to measure performance, which 
are brought together in a single 
report. All measures are 
considered together to ascertain 
if improvements in one area 
have been achieved at the 
expense of others. 

Lansbury (1991) An Inventory of Skills Required by 
Management. 

Company-based appraisal 
system designed to identify 
training and development needs 
of managers. 

Luthans, Rosenkratz & Hennesey 
(1985) 

 52 managers in 3 organisations 
used participant observation of 
skills demonstrated by most 
effective versus least effective 
managers. 

Management Charter Initiative 
(Crawley & Reay, 1992) 

Personal competency model that 
can be assessed & customised to 
fit organisational contexts. 

Based on data from 2,000 UK 
companies. 
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Quinn, et al. (1996) Becoming a 
Master Manager: A Competency 
Framework. 

Identified 24 key managerial 
leadership role competencies.7 

Developed by an expert focus 
group, consistent with 
contemporary literature 
(Faerman, Quinn & Thompson, 
1987). Modified competencies 
from feedback in the field. 

Saul (1989) Management performance 
assessed by task and people 
management competencies for 
Westpac. 

Observed behaviours of 
managers' judged as excellent, 
average or poor performers. 103 
behavioural constructs 
generated reviewed by senior 
managers & pre-tested with 
target population. 93 behaviours 
rated by 503 managers, 
immediate superior & 3 
subordinates. 

Savery et al. (1995) 

Enterprising Nation: Customers' 
Views of Management: Asian 
Pacific Viewpoints. 

Ranking Australian managers' 
qualities. 

8 managerial qualities derived 
from World Competitiveness 
Report  (1993) & validated 
against literature & interviews 
with senior Asian leaders. Rating 
telephone interview with 502 
Asian businesses executives in 
5 key customer countries. 

Spencer & Spencer (1993) 12 competencies identified & 
weighted for A Generic Model of 
Managers. 

Examined 36 managerial models 
from range of levels & functions 
Job Competence Assessment 
(JCA), drawn from Behavioural 
Event Interview data. 

Wawn & Green et al. (1995) Characteristics of ideal managers' 
considered generic across a 
range of situations. 

Existing literature, focus group & 
structured interviews. 

Whetton & Cameron (1995) 10 behavioural characteristics of 
effective managers identified. 

Interviews with senior officers in 
business, healthcare, education 
and state government. Peers 
and supervisors identified 402 
characteristics of most effective 
manager. 
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Appendix 8: 
Instruments for measuring managers' performance 

Table  10.3: 
Instruments for measuring managers' competency and performance 

STUDY FINDINGS METHODOLOGY & METHODS

Rothman & Stewart-Weeks 
(1995) Enterprising Nation: Stock 
Take of Management 
Development Practices in 
Medium and Large Companies. 

Identified capabilities of typical 
managers in organisations. 

Self-administered questionnaire 
rating managers' in 475 large 
and medium-sized companies. 
Surveyed 3,020 Human 
Resource Managers, Training 
Managers, Personnel Managers 
and Corporate Planners. 
Variables drawn from research 
literature &  focus groups. 

Saville & Holdsworth (1993) SHL 
Core Competency Model. 

Inventory of 16 management 
competencies. 

Developed from literature and 
field tested for factor purity. 

Maslach & Jackson (1981) 
Maslach Burnout Inventory. 

 

Actual not perceived professional 
work situations. Subjective, job-
related competence. 

Self-administered questionnaire 
which used a Personal 
Accomplishment (subscale) to 
validate the Vitamin Model in 
different contexts (de Jonge, et 
al., 1994). 

Sevastos, Smith & Cordery 
(1992) 

Competence, Autonomy & 
Aspiration as components of 
affective well-being related to 
performance. 

Self-administered questionnaire 
of 3,044 white collar employees 
in WA Public Service. 

Skillscope, Centre for Creative 
Leadership (1996) 

Tasks undertaken by first-line and 
middle managers. 

360 degree assessment of 
managerial strengths. 98-item, 
15-skill cluster questionnaire. 
Report high test/retest reliability 
and internal reliability. 

Mount et al. (1997) Management Skills Profile (MSP). 
Detailed analysis of 122 items 
representing 18 skill areas 
describing managers' jobs. 

Managers performance 
feedback program based on 
model of job performance 
described by Campbell et al. 
(1970) which was incorporated 
into Borman & Brush's (1993) 
Taxonomy of managerial 
performance. Completed by 
22,431 managers, 3 
subordinates, 3 peers and a 
supervisor. 

Cammock et al. (1995) Developed a 17 scale, 2 factor  
(Most effective/Least effective)    
Lay Model of Managerial 
Effectiveness. 

Adopted a social constructivist 
perspective of a New Zealand 
public sector organisation. 
Constructs developed from 
interviews using Repertory Grid 
Technique. Six expert judges 
sorted 300 constructs into 
discrete categories for 170-item 
questionnaire 
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Appendix 9: 
Competing Values Framework 

Table  10.4: 
Competing Values Framework 

Mentor Role 1. Understanding self and others 

 2. Communicating effectively 

 3. Developing subordinates 

Facilitator Role 1. Building Teams 

 2. Using participate decision-making 

 3. Managing Conflict 

Monitor Role 1. Monitoring individual performance 

 2. Managing collective performance 

 3. Managing organisational performance 

Coordinator Role 1. Managing projects 

 2. Designing work 

 3. Managing across functions 

Director Role 1. Visioning, planning, and goal setting 

 2. Designing and organising 

 3. Delegating effectively 

Producer Role 1. Working productively 

 2. Fostering a productive work environment 

 3. Managing time and stress 

Broker Role 1. Living with change 

 2. Thinking creatively 

 3. Creating change 

 

(Quinn et al., 1996) 
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Appendix 10: 
Australian measures of managers' performance 

The Australian Government's sponsored report Australian Industry Task Force 
on Leadership and Management Skills (Karpin, 1995) represented a substantial 
investigation into Australian managers, conducted by consultants and 
academics. Karpin makes cursory reference to the international literature, 
providing inadequate detail of how the measurement instruments used to 
measure managers' performance were developed. Hampson and Morgan have 
criticised the Karpin Report as being "characterised by poor methodological 
procedures and weak data interpretation, and contained some serious 
intellectual contradictions" (1997: 457). Karpin acknowledged the need for 
Australian managers to be conceived within a global context, but this report 
lacks the rigour necessary to achieve this outcome. 

Some specific aspects of the Karpin Report research are worth further 
consideration. For example, Savery et al. (1995) ranked the eight managerial 
qualities of Australian managers, as derived from The World Competitiveness 
Report (1993). Ratings of Australian managers were conducted in five key 
customer countries. These qualities (nee competencies) were validated with 
reference to the literature and interviews with senior Asian business leaders. 
Another contribution of the Karpin Report was the link made between 
managers' extra-role (contextual performance) and their contribution to 
organisational productivity.  

Ten behavioural characteristics of effective managers were identified by 
Whetton and Cameron (1991) from interviews with peers and supervisors of 
senior officers in business, healthcare, education and state government. The 
characteristics were verbal communication, managing time and stress, 
managing individual decisions, recognising, defining and solving problems, 
motivating and influencing others, delegating, setting goals and articulating a 
vision, self-awareness, team building and managing conflict. 

Cameron and Tschirhart (1988) conducted a metanalysis of the literature 
reporting the skill assessments of 500 middle and upper level managers in 150 
organisations. A statistical analysis yielded four groups of managers skills 
from the 25 of the most frequently mentioned management skills 
(participative, hard driving, nurturing and competitive). Effective managers 
were found to demonstrate 'paradoxical skills', a finding akin to Quinn et al's. 
(1996) notion of 'competing values.' 

Lansbury (1991) used a company-based appraisal system designed to identify 
training and development needs of managers, to develop An Inventory of Skills 
Required by Management. Saul (1989) assessed management performance of 
bank managers by task and people management competencies. One hundred 
and three behavioural constructs were generated from reviews by senior 
managers that were subsequently pre-tested with the target population. Some 
93 behaviours were rated by 503 managers, immediate supervisors and three 
subordinates. Observed behaviours of managers were judged as either 
excellent, average or poor. Deves and Yeow (1994) refined these managerial 
competency profiles for management education. Self-rated questionnaires were 
used to confirm qualitative information. 
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Rothman and Stewart (1995) identified capabilities (nee competencies) of 
typical managers in organisations using a self-administered questionnaire 
rating managers in 475 large and medium-sized companies by surveying 
3,020 Human Resource Managers, Training Managers, Personnel Managers 
and Corporate Planners. Variables were drawn from research literature and 
focus groups. From a questionnaire developed from Chataway's (1982) 
naturalistic inquiry, Akiran and Turner (1996) used a panel of six experienced 
bankers to verify and extensively pre-test five clusters, from 45 competencies 
of successful bank branch managers, as perceived by subordinates. Donohue 
and Southey (1996) developed a competency profile, as part of a Performance 
Management Process (PMP) for the Queensland Industry Development 
Corporation. The resulting competence profile was based on a targeting model 
incorporating behavioural descriptions with five clusters of competencies 
associated with general management for bank managers. 

The Australian National Training Authority (1996) developed generic 
management competency standards for Australian 'Frontline' managers. These 
competencies were validated by a national survey and workshops with 2,000 
enterprises, employer and employee organisations. From an 80-item 
questionnaire administered to 571 subjects in seven professions, Hearn et al. 
(1996) developed competencies generic to professionals in Australia, which 
assumed managers were a distinct profession. Fenwick and Ciera (1995) used 
a Critical Incidence to analyse a model of 20 managerial competencies. These 
were used to develop a Management Excellence Inventory, which captured 
criteria responsible for success or failure in performing an important aspect of 
a particular job in a significant number of instances. 

In an exploratory study, Cammock et al. (1995) used a social constructivist 
approach to analyse Australia and New Zealand managers. Common sense or 
'lay' theories (Cammock et al., 1995) were used explain the shared 
understandings of social actors. Proponents of this approach argue that lay 
theories provide powerful contextual understandings of managers' 
effectiveness. Although the context was similar the Cammock et al's. (1995) 
study was restricted in context (one department of the New Zealand Public 
Sector) and was time specific (in a period of transition). A Repertory Grid 
Technique was used to develop a questionnaire for testing. Other 
methodological limitations included a high ratio (2:1) of questionnaire 
respondents to variables (365: 170), which precluded factor analysis. 
Managers were only rated on an ipsative scale with two choices – 'most 
effective' or 'least effective'. There was evidence of high intercorrelation 
between the factors identified within the Lay Model of Least and Most Effective 
Managers (Cammock et al., 1995). 
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Appendix 11: 
International measures of managers' performance 

Boyatzis (1982) conducted a cross-sectional survey of 2,000 managers, in 41 
different managerial jobs, in 12 organisations. Data was re-analysed from 
Behavioural Event Interviews, to refine 19 competencies critical to effective 
management performance, in all types of organisations. An integrated model of 
managerial competence was established by this study. Burack's (1987) 
Management Development Form represents a potential rating scale of the 
dimension valued by top management to assess job-related behaviours to 
construct a profile of subordinate managers, observed as having high 
potential. What Boyatzis termed competencies may also be considered to be 
performance. 

Dulewicz and Gay (1996) identified competencies from the Job Competencies 
Survey which were ranked by international managers into 10 Generic 
International Competencies. Spencer and Spencer (1993) identified and 
weighted 12 competencies drawn from behavioural event interview data to 
produce A Generic Model of Managers by examining 36 managerial models 
from a range of levels and functions using the Job Competence Assessment 
(JCA). Wawn and Green et al. (1995) defined characteristics of ideal managers 
considered generic across a range of situations using existing literature, an 
expert focus group and structured interviews. A personal competency model 
was developed, based on data from 2,000 UK companies, for the Management 
Charter Initiative (Crawley & Reay, 1992) which can be customised to fit 
organisational contexts. 

Quinn, et al. (1996) used an expert focus group to identify 24 key managerial 
leadership role competencies and to develop a Competency Framework, 
consistent with contemporary literature. Dulewicz's (1989) "strategic 
perspective of competency model permitted managers to 'rise' above detail to 
see the broader issues and implications" (Page et al., 1994). These 
competencies - priorities, delegating work, decisiveness, consideration, energy - 
were modified from feedback in the field (Faerman et al., 1987). 

Kaplin and Norton's (1966 & 1992) Balanced Scorecard used a limited number 
of measures of managers' performance to give a fast but comprehensive view of 
a business's performance. Four different perspectives were brought together in 
a single report to measure performance. Measures were made of customers' 
perceptions, areas where an organisation excels, how an organisation can 
continue to improve value and how the organisation appears to shareholders. 
All measures were considered together to ascertain if improvements in one 
area have been achieved at the expense of others. The Balanced Scorecard is a 
way of measuring strategy ahead (e.g., innovation) rather than simply 
reporting what has occurred. When implemented on an organisation-wide 
basis, the Balanced Scorecard is reportedly a potent management system 
(Kaplin & Norton, 1992 & 1996). 

Warr and other affective well-being researchers have purportedly measured 
performance, using self-report questionnaires across all job levels but not 
specifically managers' performance. Warr assumed Competence, Autonomy and 
Aspiration were components of affective well-being that were causally linked to 
performance. Sevastos, Smith and Cordery (1992) used a self-administered 
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questionnaire of 3,044 white collar employees in Western Australian Public 
Service to measure Warr's (1994) components of affective well-being - 
competence, autonomy and aspiration - as indicators of performance. This 
approach essentially measured components of affective well-being, and while 
related to performance, these did not directly measure the construct. 

The Maslach Burnout Inventory (Maslach & Jackson, 1981) analysed actual, 
not perceived, professional work situations using a subjective, job-related 
competence. A self-administered questionnaire, the Personal Accomplishment 
(subscale) was used to validate Warr's Vitamin Model in different contexts (de 
Jonge, et al., 1994). 

There are noticeable consistencies between the Lay Model of Least and Most 
Effective Managers (Cammock et al., 1995) and other studies of effectiveness 
(Quinn, 1988) and competency studies (Page et al., 1994; Dulewicz, 1989; 
Boyatzis, 1982). Cammock et al. (1995) claimed there are a number of 
similarities between the Lay Model of Least and Most Effective Managers and 
the competencies identified by Boyatsiz. Consistent with Kaplin and Norton, 
Cammock et al. (1995) found an orientation to the future of an organisation 
was a factor that needed to be included in assessments of managers' 
performance. 
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Appendix 12: 
Commercial instruments for 

measuring managers' performance 

Boyatzis's work represented a landmark investigation but it is two decades old 
at the time of writing and was conducted before the impact of globalisation on 
managers' jobs was apparent. Other studies are either organisation specific 
and therefore difficult to generalise, use measures that are limiting or are so 
conceptually broad as to make operationalising the constructs problematic 
(e.g., Dulewicz & Gray, 1996). 

Of all the instruments located for assessing managers' performance, the first 
instrument considered, Mount's et al. (1979) Managerial Skill Profile showed 
considerable promise, being based on a very large sample (22,431) and using 
360 degree feedback designed to provide performance feedback to managers. 
Mount et al. used a cross-sectional survey based on a 27 year old model of 
122 items representing 18 different skill areas, describing managerial jobs, 
which are essentially intended to examine the effects of rater and ratee race 
(attitudes) on the performance ratings of managers. This model was derived 
from a model of job performance described by Campbell et al. (1970) and 
Mount et al. (1979) and has been incorporated into Borman and Brush's 
(1993) taxonomy of managerial performance. Taxonomic systems are used to 
classify and organise behavioural observations (Sacket & Larson, 1991). 

Skillscope (1996), the second instrument considered reported a high 
test/retest reliability and internal reliability for tasks undertaken by first-line 
and middle managers but has not been validated. A 360 degree self-report 
questionnaire assessment of managerial strengths is made using a 98-item, 15 
skill cluster questionnaire. Skillscope is designed for development purposes 
and only uses ipsative scales. 

The last instrument considered was Saville and Holdsworth's (1993) SHL Core 
Competency Model which used an inventory of 16 management competencies 
developed from literature and field according to the company, purportedly 
tested for 'factor purity'. There is no published validation of the instrument. 
The SHL Core Competency Model instrument has only been tested for 
reliability and is primarily used for development purposes. As discussed 
earlier, the SHL Core Competency Model is based on Boyatzis's (1982) 
somewhat dated work. Primae facae, SHL's instrument was the best 
commercially available instrument for assessing managers' task performance. 
Notwithstanding the aforementioned methodological deficiencies of the SHL 
instrument, the cost of using it was prohibitive for this study. These were the 
best instruments located that competed with the Borman and Brush 
taxonomy of managerial performance. 

Support is emerging in the literature and practice for the Kaplin and Norton's 
(1992, 1993 & 1996) Balanced Scorecard. Implementing this methodology as 
part of an organisation-wide intervention is an integral aspect of this 
approach. Unfortunately, this was outside the scope of this study.  

The Job Competence Assessment was not available before the measurement 
instrument was devised for this study. Like so many instruments described in 
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the literature which claim to measure managers' performance, Quinn et al's. 
(1988) Competency Framework measurement instruments have essentially 
been developed for selecting or developing managers, rather than appraising 
their performance. Items developed to measure Quinn's model lacks stability 
necessary for a rigorous study. Instruments available to operationalise the 
constructs related to managers' performance lack the rigour essential for a 
scholarly investigation. 
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Appendix 13: 
Managers' task performance 

From comparisons of the 18 mega-dimension set with other managerial 
performance taxonomies it was apparent that there was not a corresponding 
dimension with one of the mega-dimensions (organisational commitment) in 3 
of the taxonomies and that 7 of the mega-dimensions were not apparent in 2 
of the 6 taxonomies. Conversely, only 3 dimensions (exercise of broad power 
and authority, personal demands and interfacing) from other category systems 
in the literature were not content matched to one or more of the mega-
dimensions. This suggests the mega-dimensions represent a consensus of 
many of the behavioral dimensions representing managers jobs in a wide 
range of organisations. 

Researchers involved with 13 different organisations contributed 19 
empirically-derived dimension sets from unpublished research into managerial 
jobs with dimensions also gathered from 7 published studies for a total of 26 
sets of dimensions for a total of 246 empirically derived dimensions. Some 59 
of the 246 dimensions were eliminated because they did not use an individual 
unit of analysis, or did not represent the composite of several criteria, which 
did not represent a uni-dimensional index. The remaining pool of 187 
individual dimensions were sorted into categories based on the similarity of 
their content by experienced and PhD qualified industrial and organisational 
psychologists.  

An indirect similarity index (Rosenberg & Sedlac, 1972) was generated from 
the 187 x 187 similarity index by pooling dimensions similarity information 
across participants. The matrix of pooled indirect dimensions was factor 
analysed using the principle factors method and an 18-factor solution 
(Varimax rotated) was chosen based on the psychological meaningfulness of 
the solution as well as the uninterperability of additional factors. Factor 
analysis of pooled similarity correlations resulted in 18 groupings of 
dimensions (Borman & Brush, 1993). 
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Table  10.5: 
Mega-Dimensions of task performance 

Percentage of total 
common variance 

accounted for 

 

Mega-Dimensions names, definitions, and the two  
dimensions loading highest on each mega-dimension 

15 1. Planning and organising: formulating short and long term goals and objectives, 
forecasting possible problems for the unit/organisation and developing strategies 
for addressing these problems, organising and prioritising work, planning and 
organising own work, and time management. 

      1.1  Planning and allocating - planning/forming goals and allocating resources 
to meet them. 

      1.2  Strategic planning - developing and formulating long range plans in 
response to anticipate economic, technological, or marketing trends. 

13 2. Guiding, directing, and motivating subordinates and providing feedback; 
providing guidance and direction to subordinates; motivating subordinates by 
providing them with recognition, encouragement, constructive criticism, and other 
feedback as appropriate; helping to set goals and maintaining performance 
standards for subordinates; and monitoring subordinate performance. 

      2.1  Supervision - evaluating the quality of subordinate job performance and 
providing recognition, encouragement, or criticisms of the subordinate. 

      2.2  Performance review - meeting periodically with subordinates to review 
performance against standards, including discussion of performance results, 
recommended salary increases, and counselling on strengths and weaknesses. 

14 3. Training, coaching, and developing subordinates: identifying staff training needs 
and developing responsive training programs and materials or ensuring that such 
programs/materials get developed; training, teaching, and coaching subordinates; 
and assisting subordinates in improving their job skills. 

      3.1  Training - responsibility for formal and/or informal instruction for the 
purpose of teaching skills, including staff development and responsibility for 
orienting new employees. 

      3.2  Training of staff members - identifying staff training needs, developing 
training programs and materials, participating in formal and informal training 
programs, and monitoring training results. 

10 4. Communicating effectively and keeping others informed: communicating orally 
and in written form; keeping subordinates, supervisors, and others informed; and 
obtaining and then passing on information to those who should know. 

      4.1  Communication - communicating effectively, thoroughly, and accurately. 

      4.2  Communication - effective and appropriate oral and written 
communication. 

10 5. Representing the organisation to customers and the public: maintaining good 
organisational image to customers, the public, stockholders, the government, and 
so on (as appropriate); and dealing with customer/client problems. 

      5.1  Representing - representing the organisation to customers and the public. 

      5.2  Public relations and community service - responsibility for maintaining an 
appropriate organisation image, which may involve contributing professional 
expertise in response to community needs. 

8 6. Technical proficiency: keeping up-to-date technically, solving technical 
problems, possessing sufficient technical job knowledge to perform effectively in 
own specialty, and providing technical advice to others in the organisation. 

      6.1  Know how - keeping up-to-date technically. 

      6.2  Technical management - applying technical (as opposed to managerial) 
expertise on the job and providing current technical information to subordinates 
and others. 
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6 7. Administration and paperwork: handling paperwork requirements; performing 
day-to-day administrative tasks such as reviewing reports, going through mail, 
approving routine requests, and so on; keeping accurate records; and 
administering policies, as appropriate. 

      7.1  Administration - keeping accurate records and documenting actions. 

      7.2  Performing administrative duties - comprehending and interpreting 
paperwork, implementing practices/procedures, and record keeping. 

5 8. Maintaining good working relationships: developing and maintaining smooth and 
effective working relationships with supervisors, peers, and subordinates; 
displaying personal concern for subordinates; backing up and supporting 
subordinates as appropriate; and encouraging and fostering cooperation between 
the subordinates. 

      8.1  Consideration - showing respect for others and maintaining smooth 
working relationship. 

      8.2  Interpersonal relations - maintaining a smooth running work unit that 
functions with minimal conflict and disruption. 

3 9. Coordinating subordinates and other resources to get the job done: properly 
utilising personnel and other resources to increase unit and organisational 
effectiveness; coordinating the work in own unit; and balancing interests of own 
unit and those of the whole organisation, if necessary. 

      9.1  Coordination - negotiation with others to accomplish optimal utilisation of 
organisational resources. 

      9.2  Coordinating the unit -  coordinating functional work groups within the 
larger unit, including developing personnel practices for the unit. 

3 10. Decision-making/problem-solving: making sound and timely decisions, paying 
attention to and taking into account all relevant information in making decisions, 
and developing effective solutions to organisational problems. 

      10.1  Decision-making/business judgement - making sound and timely 
decisions based on available information. 

      10.2  Problem-solving - anticipating and responding to change by innovative 
problem-solving. 

2 11. Staffing: maintaining staff and workforce; recruiting, interviewing, selecting, 
hiring, transferring, and promoting persons in the organisation; and maintaining 
and effective career development system. 

      11.1  Staffing - deciding on criteria for positions; interviewing, selecting, hiring, 
transferring, or promoting individuals. 

      11.2  Staffing/organisation development - building and maintaining a cohesive 
management team and identifying and developing replacements for employees. 

2 12. Persisting to reach goals: persisting with extra effort to attain objectives and 
overcoming obstacles to get the job done. 

      12.1  Urgency/persistence/effort - persisting with special effort to reach goals 
and overcoming difficult obstacles to perform effectively. 

2 13. Handling crises and stress: recognising and responding effectively to 
unexpected situations, handling crises and stress calmly and effectively, 
responding well to tight time deadlines, and addressing conflict appropriately. 

      13.1  Crisis action - recognising and responding to unexpected situations. 

      13.2  Crisis management -  problem-solving and troubleshooting for urgent, 
unexpected situations. 
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2 14. Organisational commitment: working effectively within the framework of 
organisation policies, procedures, rules, and so on; carrying out orders and 
directives; and supporting reasonable policies of higher authorities in 
organisations. 

      14.1  Organisational commitment - acceptance of criticisms and/or loyal 
constructive criticisms of organisational goals, policies, and practices. 

      14.2  Compliance/effectiveness - application of policies, procedures, rules and 
regulations to meet organisation standards and objectives; and carrying out 
orders. 

2 15. Monitoring and controlling resource: controlling costs and personnel resources 
and monitoring and overseeing utilisation of funds. 

      15.1  Budget control - responsibility for allocating funds internally and for 
monitoring and overseeing appropriate use of funds within existing constraints and 
guidelines. 

      15.2  Control - emphasising the meeting of deadlines and seeing to it that 
standards are met and that costs are controlled. 

1 16. Delegating: assigning subordinates duties and responsibilities in line with their 
interests and abilities as well as the needs of the organisation, and delegating 
authority and responsibility to aid in subordinate growth. 

      16.1  Delegation - assigning subordinates duties and responsibilities in line 
with their abilities. 

      16.2  Delegation - effectively delegating responsibility and authority and 
avoiding trespassing on responsibility areas delegated. 

1 17. Selling/influencing: persuading others in the organisation to accept own good 
ideas, presenting own positions clearly and decisively, and arguing effectively for 
position when appropriate. 

      17.1  Personal impact - successfully influencing others inside and outside of 
the organisation, convincing those holding opposing or neutral opinions, and 
pushing forward own positions or ideas. 

      17.2  Influencing and controlling - imposing own wishes on others from the 
managerial base of recognised organisational authority. 

1 18. Collecting and interpreting data: knowing what data are relevant to address a 
problem or issue; properly interpreting numerical data and other information, thus 
facilitating correct inferences and effectively organising data to help solve 
problems and make decisions. 

      18.1  Data collecting - responsibility for obtaining, collecting, and organising 
information or data. 

      18.2  Data collection, analysis, and interpretation - compiling and/or 
coordinating the collection and analysis of data and making recommendations for 
future actions from analysis of data. 

 

(Borman & Brush, 1993: 11-13) 



 

371 

Appendix 14: 
Managers' contextual performance 

Table  10.6: 
Contextual performance 

Percentage of 
variance 

accounted for 

 
Definitions of managerial mega-dimensions with elements of citizenship, 

prosocial or model of soldier effectiveness content. 

2 Organizational commitment: working effectively within the framework of 
organisational policies, procedures, rules, and so forth; carrying out orders and 
directives; supporting reasonable policies of higher authorities in organisations. 

10 Representing the organisation to customers and the public: representing the 
organisation to those not in the organisation; maintaining good organisational image 
to customers, the public, stockholders, the government, and so on (as appropriate); 
dealing with customer/client problems. 

5 Maintaining good working relationship: developing and maintaining smooth and 
effective working relationship with supervisors, peers and subordinates; displaying 
personal concern for subordinates; backing up and supporting subordinates as 
appropriate; encouraging and fostering cooperation between subordinates. 

2 Persisting to reach goals: persisting with extra effort to attain objectives; 
overcoming obstacles to get the job done. 

13 Training coaching and developing subordinates: identifying staff training needs 
and developing responsive training programs and materials, or ensuring that such 
programs/materials get developed; training teaching and coaching subordinates; 
assisting subordinates in improving their skills. 

10 Communicating effectively and keeping others informed: communicating orally 
and in written form; keeping subordinates, supervisors, and others informed; 
obtaining and then passing on information to those who should know. 

 

(Borman & Motowidlo, 1997) 
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Table  10.7: 
Derivation of items for contextual performance 

Dimension Source 

1. Persisting with enthusiasm and extra effort to 
complete task activities successfully. 

 

     1.1  Perseverance and conscientiousness. Borman et al. (1983); Borman et al. (1985) 

     1.2  Extra effort on the job Brief & Motowildo (1986); Katz & Kahn (1978) 

2. Volunteering to carry out task activities that are 
not formally part of own job. 

 

     2.1  Suggesting organisational improvements.  Brief & Motowildo (1986); Katz & Kahn (1978) 

     2.2  Initiative and taking on extra responsibility. Borman et al. (1985); Brief & Motowildo (1986); Katz 
& Kahn (1978) 

     2.3  Making constructive suggestions. George & Brief (1992) 

     2.4  Developing oneself. George & Brief (1992) 

3. Helping and cooperating with others. Borman et al. (1983); 

     3.1  Assisting/helping coworkers. Borman et al. (1985); Brief & Motowildo (1986); Katz 
& Kahn (1978) 

     3.2  Assisting/helping customers. Borman et al. (1983); Brief & Motowildo (1986) 

     3.3  Organizational courtesy. Organ (1988) 

     3.4  Sportsmanship. Organ (1988) 

     3.5  Altruism. Smith et al. (1983) 

     3.6  Helping coworkers. George & Brief (1992) 

4. Following organisational rules and procedures  

     4.1  Following orders and regulations and 
respect for authority. 

Borman et al. (1983); Borman et al. (1985) 

     4.2  Complying with organisational values and 
policies. 

Brief & Motowildo (1986) 

     4.3  Conscientiousness. Smith et al. (1983) 

     4.4  Meeting deadlines. Katz & Kahn (1978) 

     4.5  Civic virtue. Graham (1986) 

5. Endorsing, supporting and defending 
organisational objectives 

 

      5.1  Organizational loyalty. Graham (1986) 

      5.2  Concern for unit objectives. Borman et al. (1983); Borman et al. (1985) 

     5.3  Staying with the organisation during hard 
times and representing the organisation favourably 
to outsiders. 

Brief & Motowildo (1986) 

     5.4  Protecting the organisation. George & Brief (1992) 

 

(Borman & Motowildo, 1997) 
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Confirmatory Factor Analysis items used for OCB scales 

Help others who have heavy work loads. 
Help others who have been absent 
Looks for other work to do when finished with assigned work. 
Always does more than he/she is required to do. 
Helps make other worker productive. 
Helps orient new people even though it is not required. 
Shares personal property with others if necessary to help them with their 
work. 
Tries to make the best of the situation, even when there are problems. 
Does not complain about work assignments.  
Is able to tolerate occasional inconvenience when they arise. 
Demonstrates concern about the image of the company. 
Respects the rights and privileges of others. 
Tries to avoid creating problems for others. 
Considers the effects of his/her actions on coworkers.  
Consults with me and other people who might be affected by his/her actions 
or decisions. 
Informs me before taking any important actions. 
Never abuses his/her rights and privileges. 
Always follows the rules of the company and the department. 
Always treats company property with care. 
Complains a lot about trivial matters. 
Always finds fault with what the organisation is doing. 
Expresses resentment with any changes introduced by management. 
Thinks only about his/her work problems, not others. 
Pays no attention to announcements, messages, or printed material that 
provide information about the company. 
Is always on time. 
Attendance at work is above average. 
Gives advance notice when unable to come to work. 
Maintains a clean workplace. 
Always completes his/her work on time. 
Stays informed about developments in the company. 
Attends and participates in meetings regarding the company. 
Offers suggestions for ways to improve operations. 

 

(Podsakoff, 1990) 
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Factor Analysis for Citizenship Behaviour items 

Attendance at work is above the norm. 

Does not take extra breaks. 

Obeys company rules and regulations even when no one is watching. 

Is one of my most conscientious employees. 

Believes in giving an honest day's work for an honest day's pay. 

Consumes a lot of time complaining about trivial matters. 

Always focuses on what's wrong, rather than the positive side. 

Tend to make "mountains out of molehills". 

Always finds fault with what the organisation is doing. 

Is the classic "squeaky wheel" that always needs greasing. 

Attends meetings that are not mandatory, but are considered important. 

Attends functions that are not required, but help the company image. 

Keeps abreast of changes in the organisation. 

Reads and keeps up with organisation announcements, memos, etc. 

Takes steps to try to prevent problems with other workers. 

Is mindful of how his/her behaviour affects other people's jobs. 

Does not abuse the rights of others. 

Tries to avoid creating problems for coworkers. 

Consider the impact of his/her actions on coworkers. 

Helps others who have been absent. 

Helps others who have heavy work loads. 

Helps orient new people even though it is not required. 

Willingly helps others who have work related problems. 

Is always ready to lend a helping hand to those around him/her. 
 

(Konovsky & Organ, 1996) 
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Appendix 15: 
Prefixes for questionnaire and dimension abbreviations 

The following prefixes were allocated to the four sections of the questionnaire 
to assist in identification of variables: 

Table  10.8: 
Prefixes for questionnaire and dimension abbreviations 

Items Scales Rater 

1.01-1.127 Job-related affective well being Managers' self-report 

1.112-1.127 Job satisfaction Managers' self-report 

2.01-2.22 Contextual performance Managers' self-report 

2.23-2.89 Task performance Managers' self-report 

3.23-3.22 Contextual performance Superiors' ratings 

3.23-3.98 Task performance Superiors' ratings 

 
Table  10.9: 

Item abbreviations for contextual performance 
Contextual performance dimension Abbreviation 

Persisting with enthusiasm and extra effort to complete task activities 
successfully 

Persisting 

Volunteering to carry out task activities that are not formally part of own job Volunteering 

Helping and cooperating with others Helping 

Following organisational rules and procedures  Following 

Endorsing, supporting and defending organisational objectives Endorsing 
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Table  10.10: 
Task performance consisted of 19 dimensions 

 

Task performance dimension Abbreviation 

Planning & organising Planning 

Guiding, directing & motivating staff & providing feedback Guiding 

Training, coaching & developing staff Training 

Communicating effectively & keeping others informed Communicating 

Representing the organisation to customers & the public Representing 

Technical proficiency Technical 

Administration Administrating 

Maintaining good working relationships Maintaining 

Coordinating staff & other resources to get the job done  Coordinating 

Decision-making/problem-solving Deciding 

Staffing Staffing 

Persisting to reach goals Persisting 

Handling crises & stress Stressing 

Organisational commitment Committing 

Monitoring & controlling resources Monitoring 

Delegating Delegating 

Influencing others Influencing 

Collecting & Interpreting data Interpreting 

Contributing to organisational effectiveness Effectiveness 
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Appendix 16: 
General correspondence 

 

Letter of invitation 

STUDY INTO THE RELATIONSHIPS BETWEEN 
JOB-RELATED PSYCHOLOGICAL WELL-BEING 

AND MANAGERS' PERFORMANCE 

Dear Sir/Madam 

Australian organisations are facing unprecedented challenges. In dynamic 
markets, successful organisations require managers capable of achieving and 
sustaining optimal levels of performance. As a result, managers are now being 
placed under more pressure than ever before to produce results in shorter 
periods of time. Achieving high performance outcomes in this environment is 
impacting on managers' psychological well-being. 

This trend is particularly evident in the case of middle managers, where stress 
and burnout are becoming endemic. Managerial performance is central to 
sustaining and improving an organisation's productivity. Reductions in 
managers' psychological well-being may adversely impact on an organisation's 
performance. 

With these challenges in mind, The Graduate School of Management of The 
University of Western Australia wishes to invite your organisation to 
participate in a research project to determine the links between managers' 
psychological well-being and their performance. 

From the data gathered, it will be possible to identify which characteristics of 
jobs and aspects of psychological well-being determine managers' 
performance. Analysis of this information will permit specific action to be 
taken to improve the design of managers' jobs which affects their job-related 
psychological well-being and thereby improve their performance. This study 
has clear practical benefits and theoretical value which are described in the 
attached submissions. 

To become involved in this study please refer to the attached Information 
Sheet for details, or contact Peter Hosie on telephone 0417 927809 or 9383 
1167. 

Yours sincerely, 

Professor David Plowman 

Director 
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INFORMATION SHEET 
 

STUDY INTO THE RELATIONSHIPS BETWEEN 
JOB-RELATED PSYCHOLOGICAL WELL-BEING 

AND MANAGERS' PERFORMANCE 
The Graduate School of Management at The University of Western 
Australia is inviting you to participate in an applied research initiative into 
how managers' job-related psychological well-being influences their 
performance.  

The relationship of job characteristics to managers' psychological well-being 
and performance will be explored. From the data gathered, it will be possible 
to identify which characteristics of jobs and elements of psychological well-
being determine managers' performance in your organisation. Analysis of this 
information will permit specific action to be taken to improve the design of 
managers' jobs influencing their psychological well-being and thereby 
improving performance. 

Direct benefits to your organisation 

• Independent, confidential and accurate organisational profile of 
managers' psychological well-being and performance using leading-
edge measures 

• Identify and benchmark managers' job characteristics, psychological 
well-being influencing performance 

• Provide timely information to assist managers and employers initiate 
specific actions to improve job designs, psychological well-being and 
performance 

• Improve motivation and direct managers' activities to achieve business 
objectives more effectively 

• Enhance productivity, morale, profitability and reduce labour turnover  

• Improve managers' quality of working life 

Data collected will be subject to strict confidentiality 
agreements with participating organisations 
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Why managers' job-related psychological well-being is important 

Managerial performance is central to sustaining and improving an 
organisation's productivity. In dynamic competitive markets, successful 
organisations will have managers capable of achieving and sustaining optimal 
levels of performance. Managers are now being placed under more pressure 
than ever before to produce results in shorter periods of time. Achieving high 
performance outcomes in this environment is impacting on managers' 
psychological well-being. This trend is particularly evident in the case of  -
managers, where stress and burnout are becoming endemic. Decline in 
managerial performance inevitably results in substantial internal and external 
costs to organisations. 

Actively promoting managers' psychological well-being will ensure that they 
continue to drive organisational productivity. Diagnoses of how psychological 
well-being affects managers' performance can be used to determine 
appropriate organisational and individual level job intervention initiatives. 
Identifying the relevant job feature 'levers' to be manipulated will assist 
managers to develop positive psychological well-being. Also, such information 
will assist managers develop competencies in order to optimise their personal 
performance and psychological well-being. 

The establishment of a work setting which is conducive to optimal 
performance has the potential to ameliorate debilitating pressures arising from 
increased demands for performance, complexity of organisational practices 
and reduced job security. These can all potentially lead to a reduction in 
psychological well-being and, in the worst cases, stress burnout. 

Methodology 

Two identical questionnaires, which takes about 25-35 minutes to complete, 
will be administered three months apart. Job characteristics and psychological 
well-being will be assessed by self-report. Job characteristics and 
psychological well-being will be assessed by self-report. Managers' 
performance is also assessed by self-report as well as by the person to whom 
they report. Confidential interviews may be conducted with managers who 
volunteer to discuss the issues raised in the questionnaire. An interview would 
take about an hour and is strictly confidential. Organisation specific measures 
of managers' performance may be incorporated, or developed, to complement 
the generic measures used in this study. 

All the information provided will be treated in the strictest confidence. Only 
the researcher will have access to the completed questionnaires. Results of 
this questionnaire will only be reported to organisations at the aggregate level 
(i.e., averages of responses at the organisation, division, section and branch 
levels) to ensure the privacy and integrity of the data collected. Under no 
circumstances will individual level reports of psychological well-being be 
available to any third party. Information gathered about managers' 
performance and job design will only be released to a third party if the express 
written permission is obtained from the managers participating in the study. 
Such permission is not a condition of being involved in this study. Participants 
will be free to withdraw consent to further participate in this study without 
prejudice in any way. For further details please contact: 
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A STUDY INTO THE RELATIONSHIPS BETWEEN 
PERCEPTIONS OF JOB-RELATED AFFECTIVE 

WELL-BEING AND MANAGERS' PERFORMANCE 

This study is investigating the relationship between middle managers' job-
related affective well-being (psychological) and their performance. Specifically, 
the causal relationship between Australian private and public sector managers 
and their task and contextual performance will be explored. Job 
characteristics related to managers' affective well-being and performance will 
be identified and the relative importance for each determined.  

The study is progressing well but the data collection is six months behind 
schedule due to delays in contacting suitable organisations to participate and 
the need to locate additional instruments for the study. 

5. The City of Gosnells decided to withdraw from the study because the 
managers expressed concern about the sensitive nature of the project. 
Questionnaire and records of The City of Gosnells respondents have been 
destroyed and deleted. 

Yours faithfully 

Peter Hosie 

22 December 1998 
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25 September 1998 

STUDY INTO THE RELATIONSHIPS BETWEEN JOB-RELATED 
PSYCHOLOGICAL WELL-BEING AND MANAGERS' PERFORMANCE 

Dear Manager 

Thank you for agreeing to participate in the research project determining the 
links between managers' psychological well-being and their performance being 
conducted under the auspices of the Graduate School of Management, The 
University of Western Australia. There has been considerable interest in this 
study, from both academic and industry sources. The participation of your 
organisation will greatly enhance this study.  

Australian organisations are facing unprecedented challenges. In dynamic 
markets, successful organisations require managers who are capable of 
achieving and sustaining optimal levels of performance. Achieving high 
performance outcomes in this environment is impacting on managers' 
psychological well-being. This trend is particularly evident in the case of 
middle managers, where stress and burnout are becoming endemic.  

This study has clear practical benefits for your organisation. From the data 
gathered, it will be possible to identify which characteristics of jobs and 
aspects of psychological well-being determine your managers' performance. 
Analysis of this information will permit recommendations to be made for 
improving those aspects of managers' jobs which influence their psychological 
well-being and performance.  

You may have a number of questions about this research. Accordingly, an 
Information Sheet is attached in anticipation of some of these questions. 

The initial step in the research is the completion of a short questionnaire. The 
questionnaire has been piloted to ensure that only questions essential for the 
study are asked. As such, the questionnaire will be a minimal imposition on 
your time. The same questionnaire will be administered three months apart. A 
summary of the statistical results will be available to participating 
organisations. The first batch of results should be available in November 1998. 

We have a few small requests to make: 

Enclosed are multiple copies of The managers' job satisfaction well-being and 
performance questionnaire (for all managers) and the Managers' performance 
Questionnaire (for supervisors who will be assessing managers' performance). 
We would be grateful if you would distribute these questionnaires to all 
managers and their supervisors in your organisation. Pre-paid, self-addressed 
envelopes are enclosed. Please contact me if you require more copies.  

In an effort to expedite feedback about the results it is critical to get a rapid 
return of the questionnaires. Could you please encourage the return of the 
first batch of questionnaires before 1 November, 1998. The second set of 
questionnaires will be sent to you in early January 1999 for return in late 
February 1999. 



 

382 

In order to supply comparative information to organisations participating in 
this study we intend to provide a broad description of the sector or industry in 
which your organisation operates (e.g., Mining sector, state or federal 
government department, etc). Hence, we would appreciate some background 
information about your organisation. General information (size, structure, 
turnover, mission, etc) is useful, as are comments about your organisation's 
climate and environment. Any recent or anticipated changes (restructure, new 
investments) would be particularly valuable in contextualising this study. If 
this information is available electronically, please email it to Peter Hosie at 
phosie@ecel.uwa.edu.au. Otherwise, it can be collected via post or telephone. 

The performance indicators have been developed by the researcher from the 
literature and known practices relating to managers' performance. If your 
organisation has attitude, climate or performance indicators for managers it 
may be useful to validate them against the measures used in this study. If this 
information is available, could you please send it to Peter Hosie. 

Given the scope of this study there is a considerable amount of data to track. 
Could you please send a list of managers in your organisation, together with 
their reporting relationships. This is essential for matching assessments of 
managers' performance. 

As you will appreciate, a study of this nature involves costs such as printing 
and data tabulation. A small contribution from organisations participating in 
this research would help to offset costs incurred in providing feedback. 
Financial assistance would increase our capacity to provide feedback in a 
more timely fashion but is not a condition of being involved in this study.  

At this stage of the project it is possible to include more managers in the 
study. If you know of any other organisations that may wish to be involved in 
the study it would be appreciated if you could give them a copy of the attached 
information sheet. 

If you have further questions about this study please contact Peter Hosie, on 
email phosie@ecel.uwa.edu.au or telephone 041 9278089 or 9383 1167. 

This research project is likely to generate useful and interesting outcomes for 
all involved. Thank you again for agreeing to be involved in this study.  

Yours sincerely 

Peter Hosie 
Countersigned 

Professor David Plowman 
Director 
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MANAGERS' WELL-BEING AND PERFORMANCE STUDY 

Dear Manager 

In November this year I sought your help with a research program being 
conducted by The University of Western Australia into links between 
managers' job satisfaction, affective well being and their performance. 
Your organisation kindly agreed to participate in the study. Thank you to 
those who have already returned the questionnaires 

I appreciate the questionnaire is quite lengthy, and that filling out 
questionnaires can be an imposition on your time, but the benefits of the 
study to managers will be worth the effort. The responses I have received to 
date have been encouraging and I am sure that the research will provide real 
assistance to practicing managers. To complete this work more questionnaires 
are needed to ensure proper analysis of the data. 

The purpose of this note is to encourage those managers who have not yet had 
the chance to respond to the questionnaire do so by 31 March, 1999. 
Information gained from these questionnaires is critical to the success of this 
project and the benefits it will generate. This will enable the research program 
to proceed to the next phase. Please contact me if you need another copy of 
the questionnaire.  

All the information provided is treated in the strictest confidence. Only 
the researcher will have access to the completed questionnaires. Under no 
circumstances will individual level reports be available to any third party. 
Results of this questionnaire will only be reported to organisations at the 
aggregate level (i.e., averages of responses at the organisation and division 
levels) to ensure the privacy and integrity of the data collected.  

If you have further questions about this study please contact Peter Hosie, on 
email phosie@ecel.uwa.edu.au or telephone 0417 9278089 or 9383 1167. 

Thank you again for assisting us with this study.  

 

Yours sincerely 

Peter Hosie 

15 March 1999 
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MANAGERS' WELL-BEING AND PERFORMANCE STUDY 

Dear Manager, 

In November last year, I sought your help with a research program being 
conducted by The University of Western Australia into links between 
managers' job satisfaction, affective well being and their performance. Your 
organisation kindly agreed to participate in the study. Thank you to those who 
have already returned the questionnaires 

I appreciate the questionnaire is quite lengthy, and that filling out 
questionnaires can be an imposition on your time, but the benefits of the 
study to managers will be worth the effort. The responses I have received to 
date have been encouraging and I am confident that the research will provide 
real assistance to practicing managers. To complete this work more 
questionnaires are needed to ensure a complete analysis of the data. 

A number of managers have alerted me to the difficult timing of the 
administration of questionnaire, which competed with many other important 
work priorities around the Christmas period. In the meantime, a considerable 
number of organisations have decided to join the study in early 1999. With 
both these developments in mind I have decided it would be appropriate to 
further extend the date for completing the questionnaire. 

The purpose of this note is to encourage those managers who have not yet had 
the chance to respond to the questionnaire to please do so by 31 March, 
1999. Information gained from these questionnaires is critical to the success 
of this project and the benefits it will generate. This will enable the research 
program to proceed to the next phase. Please contact me if you need another 
copy of the questionnaire. 

All the information provided is treated in the strictest confidence. Only 
the researcher will have access to the completed questionnaires. Under no 
circumstances will individual level reports be available to any third party. 
Results of this questionnaire will only be reported to organisations at the 
aggregate level (i.e., averages of responses at the organisation and division 
levels) to ensure the privacy and integrity of the data collected. 

If you have further questions about this study please contact Peter Hosie, on 
email: phosie@ecel.uwa.edu.au or telephone 0417 9278089 or 9383 1167. 

Thank you again for assisting us with this study.  

Yours sincerely, 

Peter Hosie 

4 March 1999 
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MANAGERS' WELL-BEING AND PERFORMANCE STUDY 

Dear Manager 

Thank you for completing the Manager's Well-being and Performance 
Questionnaire for a study being conducted by The Graduate School of 
Management at UWA. So far, I have received 562 responses from the 19 
organisations participating in the study. This is an excellent response rate, 
and indicates that the issues being studied are important to managers. I now 
need to ask you for your help with the final stage of the study: 

• the follow-up questionnaire of managers' performance and well-being. 

• the qualitative aspect of the study. 

Could you please complete the attached Manager's Well-being and 
Performance Questionnaire and return it as soon as possible. The results 
are used to ensure the test-retest reliability of the questions asked in the first 
questionnaire. 

A large number of managers (138) indicated their interest in being interviewed 
for the study. Unfortunately, there were only limited resources to interview all 
those who volunteered. Thirty managers were interviewed during April, May 
and June 1999.  

Interviews and written comments are valuable for obtaining a deeper 
understanding of the emerging statistical relationships. With this in mind, I 
would like to offer you the opportunity to make written responses to a 
condensed version of the questions asked in the interviews. These questions 
have been designed to complement information collected by the questionnaire. 
If you wish to have input into the final stage of this study please email your 
responses to me at phosie@ecel.edu.uwa.au. 

All the information provided is treated in the strictest confidence. Only 
the researcher will have access to the completed questionnaires. Individual 
level reports will not be available to any third party. If you have further 
questions about this study please contact Peter Hosie, on email 
phosie@ecel.uwa.edu.au or telephone 0417 9278089 or 9383 1167. 

Thank you again for assisting me with this study.  

Yours sincerely, 

Peter Hosie 
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Appendix 17: 
Pre-pilot and pilot questionnaires 

Expert reviewers of performance and well-being questionnaires 

A STUDY INTO THE RELATIONSHIPS BETWEEN 
PERCEPTIONS OF MANAGERS' PERFORMANCE AND JOB-

RELATED AFFECTIVE WELL-BEING 

Dear 

I am conducting doctoral research into the relationships between perceptions 
of managers' performance and job-related affective well-being. This study is 
supported by The Graduate School of Management, The University of Western 
Australia. 

You have been identified as an expert reviewer who might be willing to 
comment on the clarity and consistency with the literature of the enclosed 
Managers' Well-being and Performance Questionnaire. Feedback is being 
sought before administering the questionnaire to managers participating in 
this study. 

Suggestions for improvements to items and instructions will be particularly 
useful. You may wish to annotate the questionnaire. There is no need to fill it 
in unless you so desire. Refer over the page for more information about 
sources of items for the Managers' Well-being and Performance Questionnaire, 
the proposed methodology and contact details. 

An Information Sheet describing this research project is attached. If you are 
aware of any organisations which may be prepared to be involved in this study 
could you please contact me on the number below. Alternatively, you may find 
it is more convenient to pass the attached Information Sheet onto the 
interested people. However, please do not distribute the questionnaire. 

Your assistance is greatly appreciated. 

Please return comments about the questionnaire by 11 May 1998 to: 
 

Peter Hosie 
The Graduate School of Management 
The University of Western Australia 
Myers Street Building 
Nedlands, Western Australia 6907 
Telephone: 9383 1167 
                  0417 927809 

 

Yours faithfully 

Peter Hosie 
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Sources of items used in the Managers'  
Well-being and Performance Questionnaire 

Job-related Affective well-being Self-report survey. 

Job-related affective well-being survey 
(Sevastos, 1996, Warr; 1994, 1990a; 
Sevastos et al., 1992) 

Managers' Task Performance Self-report and downward appraisal. 

Items developed from Borman & Brush 
(1993) taxonomy. Generic behaviour 
dimensions identified in the literature. 

Managers' contextual performance Self-report and downward appraisal. 

Items developed from Borman & Brush 
(1993), Borman & Motowildo (1993), 
Konovsky & Organ (1996), Organ & 
Argyle (1995), Podsakoff et al. (1990) 

New items developed - Organisational 
effectiveness and Judgement. 

Proposed Methodology: 

Three questionnaires will be administered at 5-6 weekly intervals. Performance 
will be assessed using multiple sources. Job characteristics and psychological 
well-being will be assessed by self-report. Confidential interviews may be 
conducted with a sample of managers assessed as exhibiting high or low 
psychological well-being and performance. Organisation specific measures of 
managers' performance may be incorporated, or developed, to complement the 
generic measures used in this study. 

Do you wish to have more information? 

For further information about this study please refer to the attached 
Information Sheet for details, or contact Peter Hosie at: 

The Graduate School of Management 

 
The University of Western Australia 
Myers Street Building 
Nedlands, Western Australia 6907 
Telephone:  9383 1167 
                  0417 927809 
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Appendix 18: 
Results of pilot questionnaire 

Table  10.11: 
Pilot – Affective well-being and job satisfaction 

 
SCALE 

NUMBER 
ITEMS 

CRONBACH 
ALPHAS 

%  
VARIANCE 

 
EIGENVALUE 

 
n 

JRAWB (4 FACTOR) 12 .87 42% 4.99 30 

Depression-Enthusiasm 6 .87 61% 3.66 30 

Anxiety-Contentment 6 .83 49% 3.44 30 

Positive And Negative Affect Schedules 
(PANAS) 

20 .80 30% 5.92 31 

Positive Affect (PA) 10 .89 51% 5.07 31 

Negative Affect (NA) 10 .82 51% 5.07 31 

Intrinsic Job Satisfaction 7 .86 60% 3.60 31 

GHQ 12 .84 45% 5.43 31 

 

Table  10.12: 
Pilot – Managers' contextual performance 

 
FACTOR 

NUMBER 
ITEMS 

CRONBACH 
ALPHA 

%  
VARIANCE 

 
EIGENVALUE 

 
n 

1. Persisting with enthusiasm and extra 
effort to complete task activities 
successfully. 

7 .94 76% 5.28 26 

2. Volunteering to carry out task activities 
that are not formally part of own job. 

9 .86 52% 4.68 23 

3. Helping and cooperating with others. 19 .89 39% 7.46 17 

4. Following organisational rules and 
procedures. 

13 .93 58% 7.49 27 

5. Endorsing, supporting and defending 
organisational objectives. 

10 .78 54% 5.40 18 

6. Judgment and backs judgment. 4 .93 85% 3.40 30 

7. Contribution to organisational 
effectiveness. 

6 .97 88% 5.26 30 

Total 67     
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Table  10.13: 
Pilot – Managers' task performance 

 
FACTOR 

NUMBER 
ITEMS 

CRONBACH 
ALPHA 

% 
VARIANCE 

 
EIGENENVALUE 

 
n 

1. Planning and organising. 7 .93 74% 5.18 25 

2. Guiding, directing, and motivating 
subordinates and providing feedback. 

4 .91 80% 3.22 24 

3. Training, coaching, and developing 
subordinates. 

8 .94 74% 5.91 20 

4. Communicating effectively and 
keeping others informed. 

4 .94 81% 4.06 28 

5. Representing the organisation to 
customers and  the public. 

5 .95 86% 4.29 28 

6. Technical proficiency. 5 .90 75% 3.73 28 

7. Administration and paperwork. 4 .91 80% 3.21 30 

8. Maintaining good working 
relationships. 

6 .92 75% 4.49 24 

9. Coordinating subordinates and other 
resources to get the job done. 

6 .93 77% 4.64 21 

10. Decision-making/problem-solving. 6 .95 83% 4.96 30 

11. Staffing. 4 .88 80% 3.19 22 

12. Persisting to reach goals. 4 .95 89% 3.56 27 

13. Handling crises and stress. 6 .89 68% 4.08 29 

14. Organisational commitment. 6 .92 75% 4.51 28 

15. Monitoring and controlling resources. 7 .91 68% 4.76 21 

16. Delegating. 5 .97 91% 4.55 21 

17. Selling and influencing others 6 .95 81% 4.85 27 

18. Collecting and interpreting data 8 .95 77% 6.14 28 

Total 102     
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Appendix 19: 
Ethical considerations 

CONSENT FORM 

STUDY INTO THE RELATIONSHIPS BETWEEN 
PERCEPTIONS OF JOB-RELATED PSYCHOLOGICAL 

WELL-BEING AND MANAGERS' PERFORMANCE 

 

I, (full name please) ____________________________________________________ 

 

of (address) __________________________________ telephone __________________ 

the participant have read the Information Sheet relating to this study and any 
questions I have asked have been answered to my satisfaction. I agree to 
participate in this activity, realising that I may withdraw at any time without 
prejudice. 

 

_______________________________________  _______________________ 

Participant/Authorised Representative  Date 

 

_______________________________________  _______________________ 

Investigator    Date 

I agree that research data gathered for the study may be published provided 
my name or other identifying information is not used. 

Information gathered about managers' performance and job design will only be 
released to a third party if the express written permission is obtained from the 
managers participating in the study. Such permission is not a condition of 
being involved in this study. Under no circumstances will individual level 
reports of psychological well-being be available to any third party. 

The Committee for Human Rights at the University of Western Australia 
requires that all participants are informed that, if they have any complaints 
regarding the manner in which the research project is conducted, it may be 
given to the researcher or, alternatively, to the secretary, Committee for 
Human Rights, Registrar's Office, University of Western Australia, Nedlands 
WA 6907 (telephone number: 9380 3707). All study participants will be 
provided with a copy of this Information Sheet and Consent Form for their 
personal records. 
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Email received by a large multinational organisation, 26/2/99 expressing 
concerned with the process for dealing with confidentiality of the data  

1. If you reply by e-mail that is certainly not confidential.  

The emails only come to my email address and the system is secure. I make 
sure the information is not able to be seen by anyone other than my superior. 
Nobody else can use my account. If this is still a concern then it might be best 
to post in the answers. 

2. All the recipients have been identified to each other in the e-mail.  

This was an oversight on my behalf. I didn't realise the emails would be put 
into the message which wasn't meant to happen. Recipients may be identified 
but this only indicates they are involved in the study. There is no way 
anything anyone says would be attributed to any individual. 

3. If you respond by snail mail it goes to you not the data input person. 

As you will appreciate have a responsibility oversee the whole data collection 
process. This extends to ensuring the data is accurately keyed and anomalies 
(such as missing data) are properly dealt with. Frankly, there is inadequate 
time or resources and no inclination on my behalf to scrutinise all individual 
responses. I am only really examining on aggregate responses. 

4. By signing the consent form on the back you are also taking away any 
choice to remain confidential as they are printed on the same page and 
are submitted in the same process. 

The university requires me to give you this form to be signed to protect 
respondents rights. if this bothers you then photocopy or tear off the page and 
sent it in separately. Incidentally, I am very aware of the potential for some 
abuse of information about individuals and make sure this does not occur. no 
organisation, of the 20 involved in the study, has requested information about 
individuals at any time. It has been made abundantly clear, right from the 
start, that this information will not be available to a third party. 
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MEMORANDUM 
TO:  Chair 

  Committee for Human Rights 

  c/o Ms Kate Kirk 

  Administrative Officer 

  (Human Rights) 

FROM:  Dr Nick Forster 

  The Graduate School of Management 

DATE:  8 December 1997 

SUBJECT: Application to conduct research (Reference:M96) 

"A Study into the relationships between perceptions of 

job-related affective well-being and managers' performance" 

____________________________________________________________________________ 

Dear Ms Kirk 

In response to your memorandum of 4 December 1997: 

I have signed the application as supervisor and chief investigator. 

The Consent Form has been amended as requested (attached) 

Information Sheet - the phrase "affective well-being has been replaced with the 
phrase "psychological well-being", should be more widely understood. 

The confidentiality requirement referred to would appear to have been 
adequately expressed in the Information Sheet (attached) and the Consent 
Form (attached) 

"Job characteristics and psychological well-being will be assessed by self-
report which will be reported at the aggregate (Branch, Directorate, 
Corporation) level. Individual level reports of job characteristics, psychological 
well-being and performance will only be available to participating managers' 
on a confidential request basis to ensure privacy and integrity of the data 
collected." 

"I agree that research data gathered for the study may be published provided 
my name or other identifying information is not used." 

Data collected will be subject to strict confidentiality agreements with 
participating organisations 
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In addition the following phrase has been added, "Information gathered about 
managers' performance and job design will only be released to a third party if 
the express written permission is obtained from the managers participating in 
the study. Such permission is not a condition of being involved in this study. 
Under no circumstances will individual level reports of psychological well-
being be available to any third party." 

The following measures will be used to protect confidentiality: 

Internal administrative systems of the organisations concerned will be used for 
distributing the survey. Stamped self-addressed envelopes will be issued to 
ensure confidentiality of the information gathered. Questionnaire information 
will be collated and tabulated by a third party. Reminder letters will be sent for 
non-returns at two and three weeks from the time of expected return. 
Confidential coding of responses will be used. 

In an effort to obtain forthright answers to each item, responses to questions 
will be treated in the strictest confidence, and no one besides the researcher 
will have access to completed questionnaires or individual interviews. Results 
will only be reported to the organisation at the aggregate level (i.e., averages of 
responses for the organisation, directorate and branch levels). Queries or 
concerns regarding the processing of the information contained in the 
questionnaire, will be directed to the researcher via telephone. 

Information gleaned from the interviews will be treated as 'co-authored 
statements' (Tripp, 1983). Transcripts of the interviews will be sent to the 
interviewees for verification. Requests for additions or deletions by participants 
will be made to drafts of the transcripts. 

Hopefully the above addresses the concerns of the Committee for Human 
Rights. 

Please contact me on 9380 1453 if there is anything else about this study 
requiring clarification. 



 

394 

Appendix 20: 
Managers' performance and well-being questionnaire 

 

 

 

MANAGERS' WELL-BEING and 

PERFORMANCE QUESTIONNAIRE © 

 

 

 

 

The Graduate School of Management 

 

1999 
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INFORMATION ABOUT QUESTIONNAIRE 

 
 

This questionnaire is part of a study being conducted by The Graduate School 
of Management, The University of Western Australia, investigating the link 
between managers' psychological well-being and their performance. 

WHAT ARE THE BENEFITS TO YOU? 

In this questionnaire you are asked to describe your job and your role in this 
organisation. Feedback from this questionnaire will assist in gauging how you 
feel about your job and employment conditions.  

This information is valuable for developing better human resource policies and 
practices to improve the quality of your working life. 

WHAT HAPPENS TO THE INFORMATION WE GATHER? 

All the information you provide will be treated in the strictest confidence. Only 
the researcher will have access to the completed questionnaires. The results of 
this questionnaire will only be conveyed to your organisation at the aggregate 
level (ie. averages of responses at the organisation, division, section and 
branch levels) to ensure the privacy and integrity of the data collected.  

Under no circumstances will other employees or your organisation have 
access to your individual responses. All responses are collated in such a way 
that no individual will be identified.  
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HOW THIS QUESTIONNAIRE IS ORGANISED 

There are three sections to this questionnaire. 

In Section 1 you are asked to choose, from a number of alternatives, the 
response that best describes how you feel in general and how your job 
makes you feel.  

In Section 2 you are asked to assess your contribution to the organisation 
you work for. The person that you report to will also be asked to rate your 
performance using the same questions.  

In Section 3 you are asked some straightforward biographical questions. 

HOW DO YOU FILL IN THE QUESTIONNAIRE? 

Please answer each question and respond to each statement as frankly and 
objectively as possible without conferring with anyone else. Answer each 
question even if you are not certain of your response. There are no right or 
wrong answers, or any trick questions. If some questions appear repetitive, this 
is to ensure that we have accurately obtained your views. 

Please read the instructions at the start of each section carefully before 
answering the questions. Preferably, answer all the questions in one session, 
which should take about 30 minutes. Try to do this when you are not likely to 
be interrupted. 

WOULD YOU LIKE MORE INFORMATION? 

If you have any queries or concerns about this study, please refer to the 

enclosed Information Sheet, or contact: 

 

 

Peter Hosie 
The Graduate School of Management 
The University of Western Australia 
Myers Street Building 
Nedlands, Western Australia 6907 
 
Mobile:         0417 927809 
Telephone: (08) 9383 1167 
e-mail:          phosie@ecel.edu.au 
 

Thank you for taking the time to help us 
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HOW DO YOU FEEL IN GENERAL? 
________________________________________________________________________________________________________ 

The following questions are about how you have been feeling in general over the past few 
weeks. We want to know how you are currently feeling, not how you felt in the past. Compare 
yourself recently with how you have usually felt in the past few years.  

Please answer these questions by circling a number above the answer (ie. 1-4) which you 
think most closely applies to you. Over the past few weeks have you recently: 

 
  1 2 3 4 
1.  Been able to concentrate on whatever you're 

doing? 
Better than 

usual 
Same as 

usual 
Less than 

usual 
Much less 
than usual 

      
  1 2 3 4 
2.  Lost much sleep over worry? Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
3.  Felt that you are playing a useful part in 

things? 
More so 

than usual 
Same as 

usual 
Less useful  
than usual 

Much less 
useful 

      
  1 2 3 4 
4.  Felt capable of making decisions about 

things? 
More so 

than usual 
Same as 

usual 
Less so  

than usual 
Much less 
capable 

      
  1 2 3 4 
5.  Felt constantly under strain? Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
6.  Felt that you couldn't overcome your 

difficulties? 
Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
7.  Been able to enjoy your normal day-to-day 

activities? 
Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
8.  Been able to face up to your problems? More so 

than usual 
Same as 

usual 
Less able  
than usual 

Much less 
able than 

usual 
      
  1 2 3 4 
9.  Been feeling unhappy and depressed? Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
10.  Been losing confidence in yourself? Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
11.  Been thinking of yourself as a worthless 

person? 
Not at all No more 

than usual 
Rather more 
than usual 

Much more 
than usual 

      
  1 2 3 4 
12.  Been feeling reasonably happy all things 

considered? 
More so 

than usual 
About same 

as usual 
Less so  

than usual 
Much less 
than usual 
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This part consists of words that describe different feelings and emotions. Read each item 
and then give a rating for each statement using the scale: 

1  =  Not At All or Slightly 

2  =  A Little 

3  =  Moderately 

4  =  Quite a Bit 

5  =  Extremely 

Please circle the response that best indicates to what extent you generally feel: 

Not at all Extremely 

 

 

 

13.  Interested _________________________ 1 2 3 4 5 

14.  Distressed _________________________ 1 2 3 4 5 

15.  Excited ____________________________ 1 2 3 4 5 

16.  Upset _____________________________ 1 2 3 4 5 

17.  Strong ____________________________ 1 2 3 4 5 

18.  Guilty _____________________________ 1 2 3 4 5 

19.  Scared ____________________________ 1 2 3 4 5 

20.  Hostile ____________________________ 1 2 3 4 5 

21.  Enthusiastic ________________________ 1 2 3 4 5 

22.  Proud _____________________________ 1 2 3 4 5 

23.  Irritable ___________________________ 1 2 3 4 5 

24.  Alert  ______________________________ 1 2 3 4 5 

25.  Ashamed __________________________ 1 2 3 4 5 

26.  Inspired ___________________________ 1 2 3 4 5 

27.  Nervous ___________________________ 1 2 3 4 5 

28.  Determined ________________________ 1 2 3 4 5 

29.  Attentive __________________________ 1 2 3 4 5 

30.  Jittery _____________________________ 1 2 3 4 5 

31.  Active _____________________________ 1 2 3 4 5 

32.  Afraid _____________________________ 1 2 3 4 5 

33.  Blue  ______________________________ 1 2 3 4 5 

34.  Downhearted _______________________ 1 2 3 4 5 

35.  Sad  ______________________________ 1 2 3 4 5 

36.  Cheerful ___________________________ 1 2 3 4 5 

37.  Delighted __________________________ 1 2 3 4 5 

38.  Happy ____________________________ 1 2 3 4 5 

39.  Joyful _____________________________ 1 2 3 4 5 
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CHARACTERISTICS OF YOUR JOB 
________________________________________________________________________________________________________ 

This part of the questionnaire asks you to describe your job as objectively as you can. 

Usually, the best approach is to answer each question fairly quickly. Don't spend too much 
time thinking about each individual response, simply circle the alternative that seems most 
reasonable.  

Please answer all questions from the perspective of the position that you currently occupy, 
even if you are "acting" in this position. 

Please circle one option (1, 2, 3, 4 or 5): 

40. How much autonomy is there in your job?  To what extent does your job permit you to 
decide on your own how to go about doing the work? 

1 2 3 4 5 

Very Little Moderately Very Much 

The job gives me almost no 
personal "say" about how and 
when the work is done. 

Many things are standardised 
and not under my control but I 
can make some decisions. 

The job gives me almost 
complete responsibility for 
deciding how and when the 
work is done. 

 

41. To what extent does your job involve doing a "whole" and identifiable piece of work?  Is 
the job a complete piece of work that has an obvious beginning and end, or is it only a small 
part of an overall piece of work, which is finished by other people? 

1 2 3 4 5 

Very Little Moderately Very Much 

My job is only a tiny part of the 
overall piece of work; the 
results of my activity cannot be 
seen in the final product or 
service. 

My job is a moderate sized 
"chunk" of the overall piece of 
work; my own contribution can 
be seen in the final outcome or 
service. 

My job involves doing the 
whole piece of work, from start 
to finish; the results of my 
activities are easily seen  in the 
final product or service. 

 

42. How much variety is there in your job?  To what extent does the job require you to do 
many different things at work, using a variety of your skills and talents? 

1 2 3 4 5 

Very Little Variety Moderate Variety Very Much Variety 

The job requires me to do the 
same routine things over and 
over again. 

Sometimes doing the job 
provides "variety" for me; 
sometimes it does not. 

The job requires me to do 
many different things using a 
number of different skills and 
talents. 
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43. In general, how significant or important is your job?  Are the results of your work likely to 
significantly affect the lives or well-being of other people? 

1 2 3 4 5 

Not Very Significant Moderately Significant Highly Significant 

The outcomes of my work are 
not likely to have important 
effects on other people. 

Some of the outcomes of my 
work are important to other 
people; some are not. 

The outcomes of my work can 
affect other people in very 
important ways. 

 

44. To what extent does doing the job itself provide you with information about your work 
performance?  Does the actual work itself provide clues about how well you are doing - 
aside from any "feedback" co-workers or supervisors may provide? 

1 2 3 4 5 

Very Little Moderate Variety Very Much 

The job itself is set up so I 
could work for ever without 
finding out how well I am doing.

Some information about how 
well I am doing on the job is 
provided to me; some is not. 

The job is set up so that I get 
almost constant information as 
I work about how well I am 
doing. 

 

45. To what extent does your job require you to work closely with other people (either 
customers, or people in related jobs in your own work group)? 

1 2 3 4 5 

Very Little Moderately Very Much 

Dealing with other people is not 
at all necessary in doing the 
job. 

Some dealing with others is 
necessary. 

Dealing with other people is an 
absolutely essential and 
crucial part of doing the job. 

 

46. To what extent does this job stretch your capabilities? 

1 2 3 4 5 

Very Little Moderately Very Much 

This job does not extend me at 
all. 

This job is comfortably within 
my capabilities. 

This job extends me to the 
limits of my capabilities. 

 



 

401 

CHARACTERISTICS OF YOUR JOB 
________________________________________________________________________________________________________ 

Listed below are a number of statements which could be used to describe how you perceive 
your job. Please indicate whether each statement is an accurate or an inaccurate description of 
your job. Please try to be as objective as you can in deciding how accurately each statement 
describes your job. For each statement, please circle the appropriate number. 

Give a rating for each statement using the scale: 

1  =  Very Inaccurate 

2  =  Mostly Inaccurate 

3  =  Uncertain 

4  =  Mostly Accurate 

5  =  Very Accurate 

How accurately does this statement describe your job? Please circle the response that best 
describes your view. 

Inaccurate Accurate 

 

 

 

47.  Just doing the work required by the job provides 
many chances for me to learn how well I am doing.  1 2 3 4 5 

48.  This job is one where many other people can be 
affected by how well the work gets done.  1 2 3 4 5 

49.  The job requires a great deal of cooperative work with 
other people.  1 2 3 4 5 

50.  The job provides me with the chance to completely 
finish the task I begin. 1 2 3 4 5 

51.  The job gives me a chance to use my personal 
initiative and judgement in carrying out the work.  1 2 3 4 5 

52.  The job is arranged so that I can do an entire piece of 
work from beginning to end.  1 2 3 4 5 

53.  The job is complex and varied.  1 2 3 4 5 

54.  The job itself is very significant and important in the 
broader scheme of things.  1 2 3 4 5 
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How accurately does this statement describe your job?  

Inaccurate Accurate 

  

 

 

55.  After I finish a job, I know whether I performed well.  1 2 3 4 5 

56.  I make really important decisions about my job.  1 2 3 4 5 

57.  My work objectives are very clearly defined. 1 2 3 4 5 

58.  I have freedom to choose the methods for achieving 
objectives or targets. 

1 2 3 4 5 

59.  My colleagues provide me with realistic information 
about work. 

1 2 3 4 5 

60.  The person/s I report to provide me with feedback on 
my performance at work. 

1 2 3 4 5 

61.  In doing my job I get a great deal of support from 
senior management. 

1 2 3 4 5 

62.  I spend a great deal of time dealing with people 
related issues. 

1 2 3 4 5 

63.  Performance on my job requires the use of all the 
work-relevant skills and knowledge I possess. 

1 2 3 4 5 

64.  Most of the skills and abilities I use in my job are 
important to me. 

1 2 3 4 5 

65.  This job requires me to use a number of complex or 
high level skills.  

1 2 3 4 5 

 

66. How would you describe your career development at this point in time?  Please 
answer this question by circling a number above the answer (ie. 1-5) which you 
think most closely applies to you. 

1 2 3 4 5 

Exceeding my 
expectations. 

Meeting most 
of my 
expectations. 

Meeting my 
expectations. 

Meeting some 
of my 
expectations. 

Not meeting 
any of my 
expectations. 

M
os

tly
 A

cc
ur

at
e  

U
nc

er
ta

in
 

M
os

tly
 In

ac
cu

ra
te

 

Ve
ry

 In
ac

cu
ra

te
 

Ve
ry

 A
cc

ur
at

e  



 

403 

OPINIONS ABOUT YOUR JOB 
________________________________________________________________________________________________________ 

First, please think about your job, then choose the answer from those listed below which best 
fits your opinion.  

1  =  Strongly Disagree 

2  =  Disagree 

3  =  Undecided 

4  =  Agree 

5  =  Strongly Agree 

Please circle the response that best describes your view. 

Disagree Agree 

 

 

 

 

67.  I have clear, planned goals and objectives for my job. 1 2 3 4 5 

68.  I know exactly what is expected of me. 1 2 3 4 5 

69.  I know what my responsibilities are. 1 2 3 4 5 

70.  I feel certain about how much responsibility I have. 1 2 3 4 5 

71.  My responsibilities are clearly defined. 1 2 3 4 5 

72.  I often get involved in situations in which there are
conflicting requirements. 

1 2 3 4 5 

73.  I receive incompatible requests from two or more
people. 

1 2 3 4 5 

74.  I have to do things that should be done differently
under different conditions. 

1 2 3 4 5 

75.  I am frequently asked to do things which are against
my better judgement. 

1 2 3 4 5 

76.  I am often asked to perform tasks that are outside of
my stated job responsibilities. 

1 2 3 4 5 

77.  I am constantly subjected to opposing demands on
my time. 

1 2 3 4 5 

78.  I am given inadequate resources to complete the
projects given to me. 

1 2 3 4 5 
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DESCRIBE YOUR WORKLOAD 
____________________________________________________________________________________________________ 

The following questions deal with the amount of workload in your job.  

1  =  Not at all 

2  =  A little 

3  =  Somewhat 

4  =  Quite often 

5  =  Very often 

While working, on an average day at work, to what extent do you find yourself: (Please circle 
the response that best describes your view) 

Often Very Often 

 

 

 

79.  Seeking relief from demanding work? 1 2 3 4 5 

80.  Under considerable pressure to do work on time?  1 2 3 4 5 

81.  With work piling up faster than you can complete it?  1 2 3 4 5 

82.  Having to work faster than you would like? 1 2 3 4 5 

83.  Without enough meaningful work to do? 1 2 3 4 5 

How much do you agree or disagree with the following statements about your job?  Please 
circle the response that best describes your view. 

Disagree Agree 

 

 

 

 

84.  There is a need to reduce some parts of my role. 1 2 3 4 5 

85.  I feel overburdened in my role. 1 2 3 4 5 

86.  My work load is too heavy. 1 2 3 4 5 

87.  I have been given too much responsibility. 1 2 3 4 5 

88.  The amount of work I have to do interferes with the quality I
want to maintain. 

1 2 3 4 5 
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89. How typical do you consider your views about your job as compared with the other 
managers you are currently working with?  Please answer this question by circling a 
number above the answer (ie. 1-5) which you think most closely applies to you. 

1 2 3 4 5 

My views are not 
at all typical. 

My views are 
somewhat 
typical. 

Not sure. My views are 
usually typical. 

My views are very 
typical. 

 

HOW WORK AFFECTS YOUR HOME LIFE 
________________________________________________________________________________________________________ 

The following questions are designed to assess the extent to which your work life overlaps 
and impacts on your private life. Please circle the response that best describes your view. 

1  =  Strongly Disagree 

2  =  Disagree 

3  =  Undecided 

4  =  Agree 

5 =  Strongly Agree 

 

Disagree Agree 

 

 

 

 

 

90.  After I leave work, I keep worrying about job 
problems. 

1 2 3 4 5 

91.  I find it difficult to unwind at the end of a workday. 1 2 3 4 5 

92.  I feel worn out at the end of a workday. 1 2 3 4 5 

93.  I regularly have to take work home in order to 
complete it. 

1 2 3 4 5 

94.  I am often faced with a choice between family and 
work demands. 

1 2 3 4 5 
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HOW YOUR JOB AFFECTS YOU 

________________________________________________________________________________________________________ 

This section is concerned with how your job has been making you feel over the past few 
weeks. Give a rating for each statement using the scale: 

1  =  Never 

2  =  Occasionally 

3  =  Some of The Time 

4  =  Much of The Time 

5  =  Most of The Time 

6  =  All of The Time 

Over the past few weeks, how much of the time has your job made you feel each of the 
following?  Please circle the response that best describes how you felt. 

Never All of the time 

 

 

 

95.  Gloomy ___________________________________  1 2 3 4 5 6 

96.  Calm _____________________________________  1 2 3 4 5 6 

97.  Anxious ___________________________________  1 2 3 4 5 6 

98.  Enthusiastic ________________________________  1 2 3 4 5 6 

99.  Motivated __________________________________  1 2 3 4 5 6 

100.  Worried ___________________________________  1 2 3 4 5 6 

101.  Restful ____________________________________  1 2 3 4 5 6 

102.  Tense ____________________________________  1 2 3 4 5 6 

103.  Depressed _________________________________  1 2 3 4 5 6 

104.  Optimistic __________________________________  1 2 3 4 5 6 

105.  Relaxed ___________________________________  1 2 3 4 5 6 

106.  Miserable __________________________________  1 2 3 4 5 6 
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ATTITUDES TOWARDS YOUR ORGANISATION 
_________________________________________________________________________________________________________ 

Listed below are a series of statements that represent feelings you might have about the 
organisations for which you work.  

1  =  Strongly Disagree 

2  =  Disagree 

3  =  Neither 

4  =  Agree 

5  =  Strongly Agree 

Consider your own feelings about your organisation and indicate your degree of agreement or 
disagreement with each statement. Please circle the response that best describes your view. 

Disagree Agree 

 

 

 

 

 

107.  I would be very happy to spend the rest of my career with 
this organisation. 1 2 3 4 5 

108.  I enjoy discussing my organisation with people outside it. 1 2 3 4 5 

109.  I really feel as if this organisation's problems are my own. 1 2 3 4 5 

110.  This organisation has a great deal of personal meaning for 
me. 1 2 3 4 5 

 

111. Do you consider the responses given for your job related psychological well-being would 
be the same as your psychological well-being outside of work?  Please answer this 
question by circling a number above the answer (i.e., 1-5) which you think most closely 
applies to you. 

1 2 3 4 5 

Identical to the responses I 
would give for my life outside of 
work 

Similar to the responses I would 
give for my life outside of work. 

Different to the responses I would 
give for my life outside of work. 
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HOW SATISFIED ARE YOU WITH YOUR JOB? 
________________________________________________________________________________________________________ 

The following set of items deal with various aspects of your job. Please circle the appropriate 
number to indicate how satisfied or dissatisfied you feel with each of these features of your 
present job. Give a rating for each statement using the scale: 

1  =  Very Dissatisfied 
2  =  Moderately Dissatisfied 
3  =  I'm Not Sure 
4  =  Moderately Satisfied 
5  =  Very Satisfied 

Overall, how dissatisfied or satisfied are you with: 

Dissatisfied Satisfied 

 

 

 

 

112.  Your physical work conditions?  1 2 3 4 5 

113.  Your hours of work?  1 2 3 4 5 

114.  The amount of variety in your job?  1 2 3 4 5 

115.  Your rate of pay?  1 2 3 4 5 

116.  Your fellow workers?  1 2 3 4 5 

117.  The recognition you get for good work?  1 2 3 4 5 

118.  Your job security?  1 2 3 4 5 

119.  The person/s you immediately report to?  1 2 3 4 5 

120.  Your chances of promotion?  1 2 3 4 5 

121.  Employee relations between management and 
workers in your organisation.  

1 2 3 4 5 

122.  The way your organisation is managed?  1 2 3 4 5 

123.  The opportunity to use your abilities?  1 2 3 4 5 

124.  The attention paid to suggestions you make?  1 2 3 4 5 

125.  The amount of responsibility you are given?  1 2 3 4 5 

126.  The freedom to choose your own method of 
working?  

1 2 3 4 5 

127.  Feedback on your performance?  1 2 3 4 5 
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THANK YOU FOR COMPLETING SECTION 1 

PLEASE PROCEED TO SECTION 2: 

 

MANAGERS' PERFORMANCE 

 

 



 

410 

 

 
SECTION 2: MAANGERS' PERFORMANCE 

 
 

The following questions are designed to assist in rating your achievements 
and behaviours on a range of job tasks. There are two parts. 

In Part 1 you are asked how accurately the various statements describe your 
behaviour at work that is beyond job specific task performance. This is 
called "Contextual Performance". In Part 2, you are asked to consider how 
well you perform your job tasks, or "Task Performance". 

Select the option that best describes each behaviour or task described in the 
following statements using the scale below: 

1  =  Poor 

2  =  Acceptable 

3  =  Very Good 

4  =  Excellent 

5  =  Outstanding 

NA  =  Not Applicable 

Then, circle the alternative (1 - 5) you have chosen, or NA if appropriate. 

Please avoid giving generalised high or low ratings. Focus on the specific 
behaviours or characteristics described by the statement. Managers are 
unlikely to score uniformly Poor ("1") or Outstanding ("5") on all aspects of 
their job. 

For any questions that do not apply to you don't guess, circle the "Not 
Applicable" (NA) response.  
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PART 1:  MANAGERS' CONTEXTUAL PERFORMANCE 

_______________________________________________________________________________________________________ 

The following questions are designed to rate your contextual performance  

(ie. general work behaviour beyond your formal job tasks) 

How accurately does each statement describe your behaviour at work? 

Please circle the alternative (1 - 5) you have chosen, or NA if appropriate. 

Poor Outstanding 

  

 

 

 PERSISTING WITH ENTHUSIASM AND EXTRA 
EFFORT TO COMPLETE TASK ACTIVITIES 
SUCCESSFULLY 

      

1.  Demonstrating perseverance and conscientiousness. 1 2 3 4 5 NA

2.  Persisting with effort to complete work successfully 
despite difficult conditions and setbacks.  1 2 3 4 5 NA

3.  Putting extra effort into your job. 1 2 3 4 5 NA

4.  Trying to make the best of the situation, even when 
there are problems. 1 2 3 4 5 NA

 VOLUNTEERING TO CARRY OUT TASK 
ACTIVITIES THAT ARE NOT FORMALLY PART OF 
OWN JOB 

      

5.  Suggesting organisational improvements. 1 2 3 4 5 NA

6.  Assisting others with work related problems. 1 2 3 4 5 NA

7.  Attending functions that are not mandatory but are 
important to the organisation. 1 2 3 4 5 NA

8.  Taking initiative and extra responsibility. 1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 HELPING AND COOPERATING WITH OTHERS       

9.  Helping others with heavy work-loads. 1 2 3 4 5 NA

10.  Helping others who have been absent. 1 2 3 4 5 NA

11.  Maintaining effective working relationships with co-
workers.  1 2 3 4 5 NA

12.  Consulting with those who might be affected by 
decisions. 

1 2 3 4 5 NA

13.  Informing others before taking any important actions. 1 2 3 4 5 NA

 FOLLOWING ORGANISATIONAL RULES AND 
PROCEDURES 

      

14.  Adhering to organisational values and policies. 1 2 3 4 5 NA

15.  Obeying the rules and regulations of the 
organisation. 1 2 3 4 5 NA

16.  Treating organisational property with care. 1 2 3 4 5 NA

17.  Paying attention to announcements, messages, or 

printed material about the organisation. 
1 2 3 4 5 NA

 ENDORSING, SUPPORTING AND DEFENDING 
ORGANISATIONAL OBJECTIVES 

      

18.  Showing loyalty to the organisation. 1 2 3 4 5 NA

19.  Exhibiting concern for organisational objectives. 1 2 3 4 5 NA

20.  Working within the organisation to effect change. 1 2 3 4 5 NA

21.  Representing the organisation favourably to 
outsiders.  1 2 3 4 5 NA

22.  Demonstrating concern about the image of the 
organisation. 1 2 3 4 5 NA
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PART 2: MANAGERS' TASK PERFORMANCE 
________________________________________________________________________________________________________ 

The following questions are designed to rate your task performance. 

How well do you consider you perform the following tasks: 

Please circle the alternative (1 - 5) you have chosen, or NA if appropriate. 

Poor Outstanding 

  

 

 

 

 PLANNING AND ORGANISING       

23.  Planning and forming goals. 1 2 3 4 5 NA

24.  Allocating resources to meet goals. 1 2 3 4 5 NA

25.  Formulating strategies in response to anticipated 
challenges. 1 2 3 4 5 NA

26.  Planning and organising own time. 1 2 3 4 5 NA

27.  Organising and prioritising others' work. 1 2 3 4 5 NA

 GUIDING, DIRECTING, AND MOTIVATING STAFF 
AND PROVIDING FEEDBACK 

      

28.  Reviewing staff performance against standards. 1 2 3 4 5 NA

29.  Providing guidance and direction to staff. 1 2 3 4 5 NA

30.  Motivating staff with recognition, encouragement, 
constructive criticism and feedback. 1 2 3 4 5 NA

 TRAINING, COACHING, AND DEVELOPING STAFF       

31.  Training, teaching, and coaching subordinates. 1 2 3 4 5 NA

32.  Identifying staff training needs. 1 2 3 4 5 NA

33.  Monitoring training results. 1 2 3 4 5 NA

34.  Ensuring training programs and materials are 
developed.  1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 

 COMMUNICATING EFFECTIVELY AND KEEPING 
OTHERS INFORMED 

      

35.  Communicating effectively, thoroughly, and 
accurately. 

1 2 3 4 5 NA

36.  Keeping staff, superiors, and others informed. 1 2 3 4 5 NA

37.  Communicating orally. 1 2 3 4 5 NA

38.  Communicating in writing. 1 2 3 4 5 NA

 REPRESENTING THE ORGANISATION TO 
CUSTOMERS AND THE PUBLIC 

      

39.  Representing organisation to customers and public. 1 2 3 4 5 NA

40.  Communicating in written form. 1 2 3 4 5 NA

41.  Contributing professional expertise in response to 
community needs. 

1 2 3 4 5 NA

42.  Dealing with customer and client problems. 1 2 3 4 5 NA

 TECHNICAL PROFICIENCY       

43.  Keeping technically up-to-date. 1 2 3 4 5 NA

44.  Providing technical advice to others in organisation. 1 2 3 4 5 NA

45.  Solving technical problems. 1 2 3 4 5 NA

46.  Applying technical expertise. 1 2 3 4 5 NA

 ADMINISTRATION        

47.  Ensuring accurate records are kept and important 
actions are documented. 

1 2 3 4 5 NA

48.  Performing administrative duties, such as 
comprehending and interpreting paperwork, 
reviewing reports and approving routine requests. 

1 2 3 4 5 NA

49.  Implementing and administering policies, practices 
and procedures. 

1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 

 MAINTAINING GOOD WORKING RELATIONSHIPS       

50.  Maintaining a work unit that functions with minimal 
conflict and disruption. 1 2 3 4 5 NA

51.  Backing up and supporting staff as appropriate. 1 2 3 4 5 NA

52.  Displaying personal concern for staff. 1 2 3 4 5 NA

53.  Fostering effective working relationships with co-
workers. 1 2 3 4 5 NA

 COORDINATING STAFF AND OTHER RESOURCES 
TO GET THE JOB DONE 

      

54.  Negotiating to achieve optimal utilisation of 
organisational resources. 1 2 3 4 5 NA

55.  Coordinating the work in own area. 1 2 3 4 5 NA

56.  Coordinating functional work groups within a larger 
system. 1 2 3 4 5 NA

57.  Balancing interests of own unit with those of the 
whole organisation. 1 2 3 4 5 NA

 DECISION MAKING/PROBLEM SOLVING       

58.  Making sound judgements based on all relevant 
available information. 1 2 3 4 5 NA

59.  Anticipating and responding to change by innovative 
problem solving. 1 2 3 4 5 NA

60.  Developing effective solutions to organisational 
challenges. 1 2 3 4 5 NA

61.  Anticipating the consequences of decisions. 1 2 3 4 5 NA

62.  Backing own judgement when making difficult 
decisions. 1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 

 STAFFING       

63.  Deciding on criteria for positions; interviewing, 
selecting, hiring, transferring, or promoting 
individuals. 

1 2 3 4 5 NA

64.  Building and maintaining a cohesive management 
team. 

1 2 3 4 5 NA

65.  Developing personnel practices in work area. 1 2 3 4 5 NA

66.  Maintaining an effective career development system. 1 2 3 4 5 NA

 PERSISTING TO REACH GOALS       

67.  Persisting with special effort to reach goals. 1 2 3 4 5 NA

68.  Overcoming obstacles to get the job done. 1 2 3 4 5 NA

69.  Acting with urgency when necessary. 1 2 3 4 5 NA

 HANDLING CRISES AND STRESS       

70.  Responding to urgent unexpected situations. 1 2 3 4 5 NA

71.  Problem solving and troubleshooting in urgent, 
unexpected situations. 

1 2 3 4 5 NA

72.  Responding to tight deadlines. 1 2 3 4 5 NA

73.  Handling crises effectively. 1 2 3 4 5 NA

 ORGANISATIONAL COMMITMENT       

74.  Applying policies, procedures, rules and regulations 
to meet organisational standards and objectives. 

1 2 3 4 5 NA

75.  Producing constructive criticism of organisational 
goals, policies, and practices. 

1 2 3 4 5 NA

76.  Accepting reasonable criticism from higher 
authorities in the organisation. 

1 2 3 4 5 NA

77.  Working effectively within the framework of 
organisation policies, procedures and rules. 

1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 

 MONITORING AND CONTROLLING RESOURCES       

78.  Controlling budgets by allocating funds internally. 1 2 3 4 5 NA

79.  Monitoring and overseeing appropriate use of funds 
within existing constraints and guidelines. 1 2 3 4 5 NA

80.  Monitoring and overseeing utilisation of funds. 1 2 3 4 5 NA

81.  Controlling personnel resources. 1 2 3 4 5 NA

 DELEGATING       

82.  Assigning staff duties and responsibilities consistent 
with their abilities as well as the organisation's 
needs. 

1 2 3 4 5 NA

83.  Effectively delegating responsibility and authority. 1 2 3 4 5 NA

84.  Avoiding interfering with areas of responsibility 
delegated to others. 1 2 3 4 5 NA

85.  Delegating authority and responsibility to assist 
staff's professional development. 1 2 3 4 5 NA

 INFLUENCING OTHERS       

86.  Influencing others inside and outside of the 
organisation. 1 2 3 4 5 NA

87.  Persuading others in the organisation to accept your 
ideas and position. 1 2 3 4 5 NA

88.  
Convincing those holding opposing or neutral 
opinions and promoting own positions or ideas. 1 2 3 4 5 NA

89.  Presenting own position clearly and decisively. 1 2 3 4 5 NA
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Poor Outstanding 

 

 

 

 

 COLLECTING AND INTERPRETING DATA       

90.  Collecting, analysing, interpreting, compiling data to 
help solve problems and make decisions. 1 2 3 4 5 NA

91.  Knowing what data are relevant to address a 
problem or issue. 1 2 3 4 5 NA

92.  Drawing correct inferences from information. 1 2 3 4 5 NA

93.  Making recommendations for future actions from 
analysis of data. 1 2 3 4 5 NA

 CONTRIBUTING TO ORGANISATIONAL 
EFFECTIVENESS 

      

94.  Aligning and contributing to the organisation's 
purpose and goals. 1 2 3 4 5 NA

95.  Contributing to organisational productivity. 1 2 3 4 5 NA

96.  Contributing to organisational stability, continuity and 
cohesion. 1 2 3 4 5 NA

97.  Enhancing organisational morale. 1 2 3 4 5 NA

98.  Contributing to organisational adaptability. 1 2 3 4 5 NA

 

99. During your last performance review, how did your supervisor describe your 
job performance?  Please answer this question by circling a number 
above the answer (ie. 1-5) which you think most closely applies to you. 

 

1 2 3 4 5 

Needs 
considerable 
Improvement. 

Needs some 
Improvement. 

Meets most 
expectations. 

Meets all 
expectations. 

Exceeds 
expectations. 
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YOUR COMMENTS PLEASE 

 
 

Are there any comments you wish to make about your working 

environment or your job performance? 

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

 

Are there any issues you consider we have not covered in this 

questionnaire? 

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  

___________________________________________________________________________________  



 

420 

 

 

 

 

THANK YOU FOR COMPLETING SECTION 2 

PLEASE PROCEED TO SECTION 3: 

 

BACKGROUND QUESTIONS 
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SECTION3:  BACKGROUND QUESTIONS 

 

In this section you are asked some biographical questions. The following information is 
important for analysing the information gathered from this questionnaire. 

All responses will be kept strictly confidential 

1. On what date did you fill in this questionnaire? 

e.g. day / month / year 

e.g. 05   /   07   /   1998 

 /  /  
2. Gender (Please circle the appropriate number) Male………………… 1 

Female……………… 2 

 

3. Marital Status.................................................... Married….. 1   Separated/Divorced....2 

Single….... 3    Other……………….… 4 

4. We would like to match - using your date of birth - the information that you have provided in 
this survey with information that you will provide in a follow-up to this questionnaire. This 
information is for research purposes only. 

Please write your date of birth in the space below. For example: 

e.g.  day / month / year 

e.g. 05   /   07   /   1998 

 /  /  
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What is the highest educational level you have completed?  Indicate the approximate 
equivalent if you have other education/qualifications, such as from overseas.  

(Please circle one option) 

High school ....................................................................1 
Certificate l-IV ................................................................2 
Diploma..........................................................................3 
Advanced Diploma.........................................................4 
Bachelor Degree............................................................5 
Graduate Certificate/Diploma ........................................6 
Masters Degree .............................................................7 
Doctorate Degree ..........................................................8 
Other..............................................................................9 

6.  On average, how many hours do you work a week for this organisation? .............  
7.  How many years have you worked for this organisation?......................................  
8.  How many years have you worked as a manager in this organisation? ...............  
9.  How many years have you worked as a manager? .................................................  
10.   What is the name of the organisation you work for? 

 

11.  What is the title of your job? (OPTIONAL) 

 

12.  What Region do you work for? 

 

13.  What Branch/Section/Unit do you work for? (OPTIONAL) 

 

14.  Who do you report to in your organisation?  

(This information is necessary to permit us to compare your assessment  
of your performance with the person to whom you report) 

Surname First name 
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15. Do you directly supervise the work of others?      Yes….1 - How many ?  

No…..2 

16. Please indicate the option which best describes the area of the 
organisation in which you work  (Please circle one option) 

Generalist Administration/Manager ..........................1 

Policy/Planning .........................................................2 

Research/Development ............................................3 

Engineering/Technical ..............................................4 

Information Technology............................................5 

Marketing/Sales/Public Affairs..................................6 

Accounting/Finance..................................................7 

Human Resources/Training......................................8 

Corporate/Executive .................................................9 

Other (please state) _________________________  

 

17.  What is your Classification/Organisational Level? ...............................................  
 

18. How many levels are you from the CEO/MD of your organisation? .....................  

 

19. Please indicate what your current position or level and responsibilities are within your 
organisation.  Answer these questions from the perspective of the position that you currently 
occupy; even if you are "acting" in this position (Circle one option) 

 

Executive 
Chief Executive Officer, Executive 
Director, Director-General, Managing 
Director, President, Vice President 

Strategic position at or above general managers' 
level, controlling substantial resources and 
personnel.......…………………………………...1 

Senior Manager 
Upper middle-manager 

Major responsibility at a senior level for 
implementation, which may require control of 
resources and/ or 
personnel....................……………...........…....2 

Middle Manager 
Superintendent 

Above direct supervision of  employees and below 
department, function or area 
responsibility.......…..……………………...…...3 

Frontline Manager 
Coordinator, Firstline manager, Team Leader, 
Foreperson, Supervisor, Leading hand 

Responsible for a number of work-groups or 
teams...........................……………………..….4 
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20.  Interview (OPTIONAL) 

We would like to take time to discuss the issues raised in this questionnaire with 
participants in this study. An interview would take about an hour and is strictly confidential. 
If you are interested in participating in the interview phase of this research could you please 
indicate how we might contact you: 

Surname First name 

   

Address 

 

 

 

 

 

Telephone number email 

   

 

Please return the completed questionnaire before the 19 March 1999 in the 
attached self-addressed, pre-paid envelope. 

Thank you for taking the time to complete this questionnaire. A follow-up 
questionnaire will be sent to you in about three months to ensure we have 
accurately gauged your responses. 

Peter Hosie  
The Graduate School of Management 
The University of Western Australia 
Myers Street Building 
Nedlands, Western Australia 6907 
 
Telephone: (08) 9383 1167 
Mobile:         0417 927809 
e-mail:          phosie@ecel.edu.au 
 



 

425 

STUDY INTO THE RELATIONSHIPS BETWEEN JOB-RELATED 
PSYCHOLOGICAL WELL-BEING AND MANAGERS' PERFORMANCE 

Australian organisations are facing unprecedented challenges.  In dynamic 
markets, successful organisations require managers capable of achieving and 
sustaining optimal levels of performance.  As a result, managers are now being 
placed under more pressure than ever before to produce results in shorter 
periods of time.  Achieving high performance outcomes in this environment is 
impacting on managers' psychological well-being.   

This trend is particularly evident in the case of middle-managers, where stress 
and burnout are becoming endemic. Managerial performance is central to 
sustaining and improving an organisation's productivity.  Reductions in 
managers' psychological well-being may adversely impact on an organisation's 
performance.   

With these challenges in mind, The Graduate School of Management of The 
University of Western Australia has invited your organisation to participate in 
a research project to determine the links between managers' psychological 
well-being and their performance.  

This study has clear practical benefits for your organisation.  From the data 
gathered, it will be possible to identify which characteristics of jobs and 
aspects of psychological well-being determine managers' performance.  
Analysis of this information will permit recommendations to be made for 
improving those aspects of managers' jobs which influence their psychological 
well-being and performance.  

Direct benefits to your organisation 

• Independent, confidential and accurate organisational profile of 
managers'  psychological well-being and performance using leading-
edge measures 

• Identify and benchmark managers' job characteristics, psychological 
well-being influencing performance 

• Provide timely information to assist managers and employers initiate 
specific actions to improve job designs, psychological well-being and 
performance 

• Improve motivation and direct managers activities to achieve business 
objectives more effectively 

• Enhance productivity, morale, profitability and reduce labour turnover  

• Improve managers' quality of working life 
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Methodology 

Two identical questionnaires, which take about 30 minutes to complete, will 
be administered three months apart.  Job characteristics and psychological 
well-being will be assessed by self-report.  Managers' performance is also 
assessed by self-report as well as by the person to whom they report. 
Confidential interviews will be conducted with managers who volunteer to 
discuss the issues raised in the questionnaire.  An interview would take about 
an hour and is strictly confidential.  

All the information provided will be treated in the strictest confidence.  Only 
the researcher will have access to the completed questionnaires.  Results of 
this questionnaire will only be reported to organisations at the aggregate level 
(ie. averages of responses at the organisation, division, section and branch 
levels) to ensure the privacy and integrity of the data collected. Under no 
circumstances will individual level reports of psychological well-being be 
available to any third party.  Participants are free to withdraw from this study 
at any time. 

 

 

Thank you for taking the time to help us 

 

The Graduate School of Management 

The University of Western Australia 
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Appendix 21: 
Canonical correlations of managers' self-report 

 
Table  10.14: 

Canonical correlation (n = 125) with DV  
based on superiors' rated performance 

Variables First Canonical Variate Second Canonical Variate 

 Cross-
Loadings 

Standardised 
Coefficients 

Cross-
Loadings 

Standardised 
Coefficients 

Performance Variable Set 
(DV) 

    

Technical -.014 -.027 -.019 -.038 

Monitoring -.139 -.262 -.307 -.615 

Delegating -.212 -.398 .001 .003 

Influencing .334 .627 .305 .611 

Persisting .300 .564 -.177 -.354 

Helping -.086 -.161 -.073 -.147 

Following .046 .086 .243 .486 

Endorsing .165 .311 -.228 -.457 

Percent variance   21.818  14.315 

Total = 36.133 

Redundancy   6.173  3.569 

Total = 9.74 

Affective Well-being 
Variable Set (IV) 

    

PA .335 .630 -.082 -.164 

NA .010 .019 -.269 -.539 

Depression .002 .004 .202 .404 

Enthusiasm -.098 -.184 -.452 -.905 

Anxiety -.015 -.029 -.230 -.460 

Relaxation .001 .001 .241 .483 

Intrinsic Job Satisfaction .369 .694 .302 .606 

Percent variance   34.572  10.570 

Total = 45.142 

Redundancy   9.781  2.635 

Total = 12.416 

Canonical Correlation  .532  .499 

 


