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ABSTRACT

Changsin contemporary firms ard their conpeitive ervironments trangate
into anewfocusin organizationd reseach. Thischaterreviews organizationd
behavior reseach reflecting the shift from corporaistorganizationsto organiz-
ing.Keyresachthemesincludeemegingenploymert relaions,maragingthe
performancepaada, god seting ard sdf-managenent discortinuousinfor-
maion processing, organization learning, organizaional changeandindividud
transitions, ard the implications of change for work-nonwak relatons. Re-
seach into organizing is building upon and exterding mary of the field's
traditional cancepts This chaper sugeds tha someassimpions of organiza
tional behavior reeeach arebeing superedel by thosemoreregponsve to the
neworganizaiond era

This chepte is dedcated to Herert Simon on the occasion of his eightieth
birthday.
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INTRODUCTION

Contempoary organizationsare changing,andthe field of organizatiomal be-
havioris changingwith them.This chapterdescribeghe shifts organizational
researchmanifestsasfirms transitionto a neweraof flexible, lateralforms of
organizing(Davis 1987,Miles & Creed1995).It seeksanswergo two ques
tions. First, how arecorefeaturesof organizationatesearchnfluencedby the
changescontemporaryorganizationsare undergoing?Second what new dy-
namicsand features are emergiag importanbrganizationatesearch issues?

The centralproblemsin organizationabehaviorareinfluencedby changes
in organizationsthemselvegBarley & Kunda 1992, Goodman& Whetten
1995). Althowgh Annud Reviewof Psychology(ARP authorsoften have
reportedthe durability of suchtraditional categoriesas work motivation and
performanceabsenteeisnand turnover,climate and culture,and groupsand
leadership(e.g. O'Reilly 1991), otherrecentcommentarieseportmore sub
stantialshifts. The time frame usedto review a body of researchs probably
the greatestieterminanbf whetherwe observechangeor stability. For exam
ple, Barley & Kundds (1992) investgation of trendsin manageriathought
rangedrom the 1870sto the presentandreportedalternating cyclesf rational
(e.g. scientific managementand normative (e.g. humanrelations)thinking
amongmanagersand scholarspredicatedon the degreeof expansioror con
tractionin the economyof the time. From their startingpoint in the 1950s,
Goodman& Whetten(1995)notedanadaptivequality in thefield’s work that
shifts attentiontoward particularapplied problemsfirms face within a given
decadeOrganizationatevelopmentvasa themein the 1950sand1960s,and
organizationaldecline and interorganizatnal relationswere themesin the
1980sand 1990s.In the ARP,the historic reachof chaptergypically centers
aroundthe intervenirg yearssincea subjects lastreview, a practicethat can
highlight stabilty andmask trends.

SeverapreviousARPreviewers have characterizégt field as'moribund”
(O'Reilly 1991)or “fallow” (Mowday & Sutton1993),concludingpessimisi-
cally thatneitherinnovaton nor progress was evidertiowever,boththe time
frameof areviewandthe categorieseviewersocuson shapenow dynamc or
stablethe field appears! conducteda contentanalysisof ARP chaptergde-
scribedin the Appendix of this chapter)to determinethe field’s key content
areasand their stability over time. That analysisprovidesevidenceof both
changeandstability in thefield’s majortopics.It suggestshatthougha stable
core of topicsreappear—focusingn organizationabnd individual perform
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ance, motivaion, and worker responses—He correlationof categoriesover
time is moderatewith issuesemergingandrecedingwith thefield’s advances
and shifts in the problemsorganizatios face.A trendtowardincreasedspe
cializationis evident,which may makeoverallprogressn thefield difficult to
gauge With this in mind, the presentthapterfocuseson researctparticularly
responsiveo contempaoary organizationathangesin contrastwith the con
clusionsof earlierreviewers] showthatthereis causefor optimismaboutthe
progress beingnadein organizationatesearch.

A NEW ERAIN ORGANIZATIONAL RESEARCH

This review is predicatedon the premisethat the meaningof organizationis
changing.The term organizationhastwo principal definitions. “The act or
proces®f organizing”is thelongestestablishedneaning Thesecondefersto
“a body of personsorganizedfor someend or work,” or alternatively“the
administative personnelor apparatuof a business”(Merriam-Websgr Inc.
1989).As Drucker(1994)noted,the seconddefinition—"the” organizatioras
an entity—has beenwidely usedonly sincethe 1950s,which is concurrent
with the eraof theindustial state. Thisecondlefinition hasbeenoperativen
organizationaresearchNow, however,thereis evidencethat organizational
behaviorresearchersre reconnectingwith the more traditional meaningof
organizationas process given the increasingattentionto group-level—pr-
ticularly team-level—penomenasocial networks,manageriakognition and
information processingand entrepreneurshige.g. Arthur & Rousgaul1996,
Drazin& Sandeland$992,Snowetal 1992 ,Weick 1996).In his ARPchapter,
Wilpert (1995) describedthe related“social constructionof organizations”
perspectiveas a respectedradition in EuropearresearchHowever,moreis
goingon here thajusta shiftin epistemolgical assumpons.
Increasinginterestin social constructionoccursat a time whenfirms and
work roles themseles have an emergentquality in responseto an era of
upheavalandtransiton. Changesn severalinstitutional sectorsareinfluenc
ing firms (Davis1987,Handy 1989): Th&®eagan Era conservative approach
to antitrust laws opened upa setof previouslyillegal interorganizatinal
relationshipsglobal competiton hasheightenedinformation technologyhas
explodedin the manufacturingand servicesectorsdistressecducationain-
stitutions are struggling to meetnew skill demandsand escalatingoressures
coupledwith lagging resourcesstressfamilies and other social institutions
caughtin the transiton. Theseinstitutional forcesoften operatequite differ-
ently acrosssocietiesand can yieldlistinctlocal variationsn firms (Rousseau
& Tinsley1996). Inmost industrialiedsocieties, instittional forcesaremant
festingthemselvesn severalrelatedorganizationathangesthe movemento
small-firm employment in the United States(Small BusinessAssociation
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1992), the United Kingdom (Storey 1994), and elsewhere(Castells1992);
relianceon interfirm networksto substitue for corporateexpansionpneprod
uct of which is outsoucing work amongfirms (Bettis et al 1992); new and
more differentiatedemploymentrelations[e.g. core and peripheralpart-time
workersandindependentontractorsguestworkerssuchastechnical-support
peopleemployedby a vendorbut working insidea client firm (Handy1989)];
andnewforms of interdependencamongworkersandwork groups,whichin
turn link rising performancestandardswith the concurrentassertionof the
interestsof many stakehol@rs,suchascustomersyorkers,andstockholders
(Davis 1987).Inevitably, transitian costsoccur,for people firms, andsociety
(Mirvis & Hall 1994,Perrow 1996).

The shift from organizatiorto organizingtranslatesnto activities thatvere
once predomirately repetitive becomingpredominagly novel, networksfor-
merly based on rolesow formingaroundknowledge careersnce firm-based
now dependingmore on personalresourcesand work structuresoncerule-
centerechow constructedoy the peopledoing the work (cf Drazin& Sande
lands1992, Manz1992). The disappearanckold work structures along with
expansiorof smalkirm employmentandthe demiseof hierarchicaladvance
ment—particudrly the declinein middle-manageentpostsandthe concomi
tantrise of professionahndtechnicaljobs—remoescuesprovidedto people
from traditional internd labor marketsandcareerpahs. The shft from mana-
gerial prerogativedo self-managementmovesa gooddealof formal control
overwork. With the erosionof traditionalexternalguidesfor behavior,inter-
nally generatedjuidesareneededo operatewithin andaroundthe morefluid
boundaries ofirms, interfirmnetworks andwork groups. With feweexternal
guidesfor work, greatervalueis placedon improvisationandlearning(Weick
1996).

RESEARCH THEMES REGARDINGORGANIZING

Shiftingto more flexibleways oforganizingwork and employmerintroduces
new elementdo establisled organizationatesearcttopics and, more signifi-
cantly, gives new meaningsto existing conceptsWe can observethe most
significantchangesn those areasheretheeffectsof organizing aregreatesil.

NewEmployment Relations

Since 1987, 7million Americans havdost their jobs (Cascio 1995), and
severalindustrial sectorshaveexpandedheir hiring concomitanty. This evi-

! The present chapr omits areagelevantto omgarizing thatarealread treaedin cortemporary
reviews:teams (Guzzé& Dickson1996), persanel selecton, andotherhumanresouce pradces
(Bormanetal 197, Casciol995).
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dent mobility is tied to the formation of new and more varied employrent
relationshipsacrossindustries as well as within specific firms. Worldwide
shifts in personnelmanagemenpracticesare evident, including decline of
seniority-basedvagesin Japan(Mroczkowski & Hanaokal989), declinein
job securitycoupledwith higherperformancelemandsn England(Herriot &
Pembertor1995),andhigherunemploynent prolongng postsecondaischool
educationand apprenticeshipgn Germany(Robertset al 1994).In addition,
EasternEuropehas undergonea strategicreorientationfrom placementvia
centralizedworkforce planningto recruitmentthrough labor markets (Roe
1995).

Researclon the employmentrelationshipreflects both new employrnent
arrangementsnd the by-productsof transiton. The shift to organizingis
evidentin the weakerrole of hierarchyandgreaterdecentralizatiorof person
nel practicestherole of strategicandenvironnentalfactorsin shapingincen
tives for workersand work groups,and generallyincreasedurbulenceand
uncertaintyin employnent. Central themesinclude rewardsavailablefrom
labor force participaton and performancehow workersunderstandew psy
chological contracts,and the impactof thesecontracts on equity, worker
attachmentandother responses.

ACCESSINGREWARDS Therewardsthatmotivaie workforceparticipaton and
performance—suclas compensatiorand benefits,careeropportunites, and
fulfilling work—are centrato researcton motivation. Accessingrewards
entailsissuesof who distribuesrewards how they areallocated andwhatthe
partiesunderstandhe exchangeo mean Rewarddistributionis amajortheme
in organizationatesearchparticularlyregardingthe locusof decisionmaking
aboutincentivesand personnelactions.Control over hiring, firing, and pay
levelsappearso beincreasinglydecentralizedo permitresponsiveneds local
market conditions (Cappelli 1996). Wagesare now more sensitiveo the
influenceof locallabormarketqKatz & Kruger1991),while rewardshasecdn
seniority have declined (Chauvin 1992). Decentralizingpersonneldecisions
meangrelationswith immedate superiorsand coworkersareimportantin the
accessing of rewards. Impression management—particularly with supe-
riors—hasbeenfoundto impactperformanceatingsandthe ability to access
rewardsbeyondanindividual or grougs actuallevel of performancéAncona
1990,Tsuietal 1995).Mostrewarddistribuion remainamediatedy managers,
even as theiroles shiftunderself-managemerfManz & Sims1987).
Delayering coupledvith broaderspansof control complicatesthe role
leadersplay in distribuing rewardsand motivating employeesHigh-qualty
leader-membeexchange$LMX) havebeenfoundto increasehe opportuni
ties both partieshaveto performwell andaccessewards(Graen& Scandura
1987). However LMX has historicaly dependedupon two conditions—a
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long-temrm supervisor-subordinate relationship and demographic similarity
(Graen& Scandurd 987)—htatareincreasinglyunlikely in a mobile, hetere
geneousvorkforce. Themeaningof quality LMX underconditionsof organiz
ing is unclear.Nonethelesdrust-basedelationsbetweenvorkersandmanag
ersappearo beincreasinglycritical asworkersareheld accountabléor their
performanceacrossmore dimensims (e.g. internal and externalcustomers)
(Miles & Creed1995).Theproblemof howto distributerewardsappropriately
with fewer managerdncreaseghe relevanceof “substitues for leadership”
(Kerr & Jermier1978, Podsakoffet al 1993) suchas membersocializaton,
computer-basegerformancenonitoring, and client/custaner feedbackPod
sakoffetal 1993).Gainsharindhasbeenfoundto increasepeermonitoring of
coworkerbehavior(Welbourneet al 1995), which suggestghat social com
parisonsand peerpressuréncreasevhenanindividuals rewardsaretied to
peer performance.Rearrangedobs anda rising proportion of pay that is
performance-contingerdombineto make individual and team performance
moreobservableasoccursin organizingaroundprojects.Contingentpay and
peer pressure generated by teanesemergings substittes forboth manage
rial influenceandinternalizedmembercommitrrent, in effect creatingshort-
term contractshatare heavilyeveraged on indidual orteam performance.

The rewardsthemselvesre changing Promotiors andformal statusgains
arebeingreducedandreplacedy lateralmovespresenteés“careerbuilding”
assgnments (Arthur 1994, Kanter 1989)In particular, autonomouswork
groups angob rotation tendo breakdownnarrowjob descriptions andeduce
thenumberof job titles, a procesgeferral to as“broadbanding”(Katz 1985).
Employability, the ability to accessalternativework on the externallabor
market (Kanter 1989), is replacingjob securityin somesegmentsHigh-in-
volvementwork systemshave beenfound to offer job securityto valued,
highly skilled workersin whomthefirm hasconsiderablénvestmersg (Handy
1989). Theseshifts are evidencethat externallabor-marketfactorsdrive em
ployee experiencasithin thefirm.

Workers often perceivetraining as a reward, providing self-actualization
andthe motivation to learn;careerdevelopmentvith increasedesponsibity,
autonomy, antlkelihood ofadvancemengndpersonapsychosociabenefits,
including increasedconfidence,new friendships,and better functioning in
nonwork life (Noe & Wilk 1993, Nordhaug1989). However,employer-pro
vided training varieswidely with marketforces.Bartel & Sicherman(1994)
reportedthat training is more frequentwhere unemploynent ratesare low,
which suggestgshat employersprovide skills through training where labor
marketsaretight but thattheyarelesslikely to do sowhentheycanbuy skills
onthe outsde market.Hicks & Klimoski (1987)providedevidencehatreac
tionsto developmenbpportunites canbe enhancedvhenemployeeseceive
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realisticinformation aboutthe benefitsof training; yet environnentaluncer
tainty canmakeit difficult to forecastccuratelythebenefitsof training.In any
case,asthe contextof trainingis altered,the meaningworkersattachto it is
likely to change as well.

Tradtiond organizaional researchhas viewed rewards asdiscrete ex
changege.g. payfor performance). Increasingly, rewarsdotherconditions
of employment areviewedascompensatio “bundles” (Gerhart& Milkovich
1992).Koys (1991)found thatemployeesattitudestowardthe firm areinflu-
encedby their perceptionsof the motivesthat underlie reward systemsand
otherhumanresourcepractices. Thoughincreasinglythreatenedy costcut
ting andshiftsto peripheralemploymentcontractorstemporaries)the availt
ability of benefitsand employee perceptionsof their importance contribute
jointly to employeecommiimentandtheir perceptiorof organizationasupport
(Eisenberger et d1986,Greenbergeetal 1989,Sinclair etal 1995).

Although rewardsare traditiorally thoughtof as static and discrete,with
workershavingsimilar understandingof the firm’s, managemerd, or super
visor's intentionsin rewarddistribuion, the conceptof a psychologicalcon
tract suggestotherwise.Psychologicakontractsare beliefs individuals hold
aboutthe exchangeelationshipbetweenthemselvesand an employer,in es
sence what peopleunderstandhe employment relationshipto mean[e.g. a
high-involvementrelationshipor limited transactionaémploymen{Rousseau
1995)].Introducingthe concepiof apsychologeal contractdistinguishegradi
tional notions of discreterewardsfrom the meaningascribedto the whole
exchangerelationshp. They have beencharacterizedhs schemasor mental
modelsthat capturehow employeesdnterpretbundlesof rewards.The same
reward(e.g.trainingor developmentfansignaldistinctkinds of relationshps
(e.g.short-termincentiveor long-termbenefit)dependingon the employmnent
contextin which it occurs.Contractsare dynamtc, with time playing two
importantroles: First, employmentduration can alter the rewardsaccrued.
Second psychologcal contractscan undergounannounceadhangesn terms
and meaningiving riseto idiosyrcraticwork roles (Miner 1990) andmploy
mentrelationship (Rousseau 995). Trustedseniorworkerswho havemore
flexibility in responsibiliesandwork hoursthando their junior colleaguesre
likely to perceivethemselvesparty to a more relationally oriented contract
with their employer.As mentalmodelsof the employnent relationship psy-
chologicalcontractsareformedtypically atcertainpointsin time (e.g.athiring
or when undergoingsocializationfor new assignmentsand resist revision
exceptwhencircumstancesignalthe needto reviseanold schemaor createa
new one (Rousseaul 995). Thosewho had the strongestattachmento their
employershave beenfound to react more adverselyto contractviolations
(Robinson& Rousseaul994), and theseviolations of promisedcontractual
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commitrrents engendemore adversereactionsthan do unmet expectations
(Robinson 1995)When psychological contracisecongruentvith changesn
work practices,workers have beenfound to more fully implement change
(Roussea Tijoriwala 1996).

INEQUALITY AND SHIFTING REWARD ALLOCATIONS Pollsof public opinionin
theUnited Stateobservahattheoptimistic attitudesof the 1960stowardonés
economicsuccesshave given way in the 1990sto fear of losing affluence
(Yankelovich1993).Workplacejustice,along-standngtopicin organizational
researchjs an increasingconcernwith the often unevenconsequencesf
transitions Critics of organizatioal restructuringshave raised concernthat
short-ternshareholdevalueisbeingincreasetby appropriatingzaluedemploy
ment conditions, such as job security, for which workers have contracted
(Smolowe1996). Compensatin researcthasfocusedon specificdistribuive
issuesjncludingthe disparitybetween “haveand have notsdcross organiza
tional hierarchiefCowherd& Levine1992),particularlythe high salariesand
bonuse®f corporateexecutivesn comparisorto thoseof rank-and-fileemploy
ees.Cowherd& Levine reportedhigher product quality in firms with less
disparityin compensatin betweerexecutivesandtherankandfile. Redistrib
uting rewardsamongworkerswith differentemploymentrelationsraisedssues
of employeesquityandof appropriatenanagemengracticedor firms notused
to dealingsimultaneouslywith distinct typesof workers.Firms mostlikely to
have internal labor markets,that is, firms with more than 1000 employees,
demonstrateéhe greatestexpansionin useof temporaryhelp (Magnumet al
1985). This meansthat firms with the mostextensivecommimentsto some
employeesrealsousingworkersto whomthey makefew commitnents,and
that these firms arestill learning how to manage eatlpe of employee
simultaneouslyFull-time employee®ftenbenefitfrom thepresencef tempe
raries.Although firms requiring greateramountsof technicalskills wereless
likely to usetemporariegDavis-Blake& Uzzi 1993),evena limited presence
of temporaryworkerscanenhancehe quality of work life for full-time core
employeedbecaus@romotion opportuniesaretypically limitedto corework-
ers. Pearce(1993) found that managersare more likely to assigntemporary
workerstasksthat requirelittle knowledgeandto shift complexassignnents
involving teamworkto full-timers. Although wagesare aboutthe samefor
part-time and temporaryworkers as for full-time employees (from a 1988
Bureauof NationalAffairs surveycitedby Cappelli1996,p. 19), benefitswere
perhaps half alikely. This rise in duafor evenmultiple) labor markets within
the sameorganizatiorraisesissuesof socialcomparisorandequity,aswell as
broaderissuesof employnentrelations(e.g.socialquestionssuchaswhether
temporaryor noncorevorkersshouldbeinvitedto holidaypartiesor participate
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in companyorientatiors). Legalissuessurroundingthe contingentworkforce
arestill beingsortedout (Feldmar& Klaas 1996).

NEW EMPLOYMENT RELATIONS BRING NEW MEANINGS TO OLD DEPENDENT
VARIABLES New distinctionsamongcore,peripheraltemporary andcontirt
gentworkersraiseissuesfor microorganizatioal behaviois typical measures
of individual-levelresponsedlraditionally, commitmenthasbeenviewedasan
individual outcome largely motivaed by individual differences(Mathieu &
Zajacl990).Commiment—parttularlyits behavioracomponenttheintention
to remain—hagecentlybeenexaminedasa two-way street(Eisenbergeet al
1986,Shore& Waynel993),the productof aninteractionbetweerindividual
andemployerMeasure®f employee-firmattachmentsuchascommitnent,are
problematicfor new employnent relations.Quite commaly, employeesof
temporary-hel@genciesvork for morethanoneagency(NationalAssociation
of TemporaryStaffing Services1994). Where the employnent relationslip
takeson the form of anorganizedopenmarket,a hiring hall, peoplemay stay
within the sameoccupatiorbut not necessarilyvith the sameemployerfor any
length of time. Thus, occupationakommitmentmay be a betterindicator of
attachmenthanorganizationatommitnent.Increasinglyworkersare“partici-
pants,”if notnecessarilyemployees,’'in severafirms (e.g.thetechniciarpaid
by Xeroxtowork outof anoffice atMotorolaheadquartermsxclusivelyservicing
the Xerox equipment Motorola used)lowever,it is alsopossiblethatoutsour
cinghasmerelyshiftedloyaltiessuchthatoutsourcednformation systens staff
whooncewerecommitiedto amultifunctionalcorporatior(e.g.AT&T) arenow
similarly commited tothe specialtyfirm for whichthey work(e.g. EDS).

Researclon dual commitmentshasfocusedon union and organizational
commitrent(e.g.Gordon& Ladd1990),but we know very little aboutmulti-
plecommtment to severamployersor multiple clientsor customersHunt &
Morgan (1994) testedcompetingmodelscontrastingorganizationacommit
mentasoneof manydistinct commitments(e.g.commitrrentsto work group,
supervisor)with organizationakcommitnent as a mediatingconstructin the
relationsbetweenconstitiency-specificcommiimentsand outcomessuchas
citizenshipandintenion to quit. Their analysissupportedherole of organiza
tional commimentasa mediatorbetweenattachmento different constituen
ciesand outcomesFinding no evidenceof conflict amongdifferentcommit
ments,they concludedhat employeecommitnentsto different partieswithin
the organizationeither promoteglobal organizationacommiimentor arenot
significantly relatedto it. More researchcan be expectedregardingmultiple
commitrrents, that is, commiimentsto occupation.employer,client, internal
customersteam,union,andothers.

Trust, particularly betweenlabor and managementhaslong beenconsid
eredimportantto organizationakuccesgqfor an extensivehistorical review,
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seeMiles & Creed1995).Its baseratemayhavedeclinedin recentyearseven
while its valuehasrisen (Barney & Hansen1994). Trust for the general
managein a chainof restaurantfiasbheenfoundto be significantly relatedto
sales,profits, and employeeturnover (Davis et al 1995). Davis et al (1995)
arguedthattrustfulfills Barneys (1986)requirementsor competitve advan
tage:Trustaddsvalueby reducingtransactiorcosts,t is rarebetweeremploy
eesandmanagementndit is not easily copied.Mayer et al (1995) offer an
integrativeframeworkdefining organizationakrust as “the willingnessto be
vulnerableto another.Underconditiors of organizing,the partiesassociated
with organizationatrustincludebut arenot limited to coworkers,jmmediate
superiors,senior managersand executives,and the organizationin general.
Organizingcan,however signala shift in the dynamicsof trust. Traditionally,
trustderived fromlong-termexperiences of reciprocitCreed &Miles 1996);
however,the rise of temporarywork systemssuchas productdesignteams,
film crews,andcampaignorganizationsequireswhathasbeentermed“swift
trust” (Meyersoretal 1996)supportedyy socialnetworksandvulnerabilty to
social reputation.In organizing,trust plays a fluid role as both causeand
result.

Organizationatitizenshipis a correlateand possilde outcomeof trust (Or-
gan 1990). It hasbeenfound to be influencedby perceptionsof procedural
thoughnotdistributive fairness(Ball etal 1994, Moorman1991).As competi
tive pressurencreaseperformancalemandsthe meaningof citizenshipmay
shift as“performance beyondxpectationsbecome®xpected. Perhaps dige
organizationaltransitions,there has beena shift in the typesof citizenship
behaviorsnvestigatedwith increasingfocuson morenegativecitizenship or
retributivebehaviorgsuchassabotager theft) thatdirectly work againstthe
interestsof the organization.Using multidimensionalscaling, Robinson &
Bennett(1995)developeda typology of deviantworkplacebehaviorthatvar-
ies along two dimensiors: minor vs serious,and interpersonals organiza
tional. Consstentwith distinctions made by Hollinger & Clark (1982), organi
zationally relevantbehaviorsfall into two types: production deviance(e.g.
leavingearly, taking excessive breaka¥sessed aslativelyminor; and prop
erty deviance(e.g. sabotagingequipment,stealingfrom the company),as
sesseds serious.In their frameworkfor researchon organizationdy moti-
vated aggressionO’Leary-Kelly et al (1996) proposedthat organizational
insiders(e.g.membersareprimarily responsibldor violencein theworkplace
(as opposedto outsiders),but that poor treatmentby the organizationand
hierarchicalor control-orienéd organizationahormsinfluenceboth the inci-
denceandtargetsof violence.Surveyinghumanresourcananagemergxecu
tives in public corporationsGriffin (R Griffin, unpublshedmanuscript)re-
spondentgeportedthat violencein the form of threats,verbal attacks,and
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racial and sexualharassmenis increasingin their organizatios. Humanre-
source(HR) managerattributedthesechangedo the effectsof downsizing,
reengineeringand increased employaerkload.

In conclusia, researcton the employnentrelationshipin the new organ
izationd era has two overarching themes: the greater complexity of the
worker-firm relationshipthan appreciatedpreviously and the often-negative
consequencethat haveresultedin the shift from organizationto organizing.
Awareneshasincreasedegardingthe importanceof trustin the employnent
relationshipas well as how misleadng it canbe to atomigically study that
relationships terms inisolation.

PerformanceMeasuremenand Mangement

Performancéssueshavelong beena centralthemein organizationatesearch.
Escalatingcompetiton and expandedperformance-measuremecepabilities
havemadegreaterscrutinyof organizationaperformancevidentin all sectors
of the economy.This attention hasled to the recognitionof a phenomenon
referredto as the “performanceparadox” (Meyer & Gupta 1994, National
ResearchCouncl 1994). This paradoxhastwo features:First, measureof
performanceoften are observedo be only loosely interrelated Second per
formanceimprovementsin subunis do not necessariljtranslateinto produe
tivity gainsfor thefirm. An exampleof thefirst featureis thatorganizational
successn obtainirg marketshareoften bearslittle relationslip to otherper
formanceindicators:Thoseorganizationgjoodin someareasmay be poorin
others.Although this patternwas observedn early studiesof organizational
performancde.g.Seashoretal 1960),it largelywentunnoted An exampleof
the secondwould be a division whosesuccessfulnnovatons do not lead to
firm-wide innovaton (e.g.the Saturndivision of GeneralMotors). As com
petitive pressuresand performanceexpectationshave increased,both re-
searchersand managersare becomingmore awareof the two featuresof this
paradoxcalling attentbn to the needfor enhanceatoordinationwithin firms
(Goodmaretal 1994)aswell asperformancenonitoring, reconcilingdiverse
sourcenf performancenformation (client, peer,subordinag, task/technical),
customerresponsivenesgrganizationallearning, and more systenatic per
formance manageme(Rritchard 1994Sink & Smith 1994)?

2 In this sectim, we focus primarily upon researckperinentto the first featue of the paralox.
The seconds addessedn the later section on within-firm orgarizational learring. Researk into
high-reliahility organizations indicateshat majao—ard sometmescatastrphic—eirorscan occur,
while otherperformarceindicators arepaositive (Perrav 1984, Sagan993). Organizational factas
cortributing to high peformarce in indicatos such as custaner satisfadon are likely to be
differert from thosecontibuting to safetyor costconainment Firms may alsdawve limitedfocus
of attenion, which can corstran their abiity to gaher information and provide support for
performarce inmorethana fewareas.
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So what doesorganizationaresearchsay for firms seekingto be good at
severathings atonce™ore maturefirms havebeenfoundto be mostsuccess
ful in their efforts to performwell on severalindicatorsconcurrently which
suggestghat it takestime to learn how to do severalthings well at once
(Meyer & Guptal994). A meta-analysi©f managemenby objectives(an
amalgamof participative managementgoal setting, and performancefeed
back)andits impacton organizationaproductivity indicatethe critical role of
top managementommiment[56% averagegain underhigh commimentvs
6% underlow commiiment(Rodgers& Hunter1991)]. Absenceof top man
agementommimentwasreportedalsoto give rise to local innovatons that
go unusedy thelargerfirm andto coordination problemsfor unitsseekingto
obtain a high-priority objective that conflicts with the goalsof anotherunit
with which it is interdependentt is a truism that top managementommit
mentpromotkes productivity improvenent. As firms becomesmallerandless
hierarchical the critical processe$or productivityimprovenent may change.
Researclis neededntheeffectsof concurrenteedbackrom amultiplicity of
performanceandicatorsfor groups,individuals, and organizatios, in decen
tralized as well as hierarchicalsettirgs. Effects might rangeanywherefrom
responsivenesand highperformance teigilanceandoverload.

The goal of high-performanceavork teamsis to performwell on multiple
dimensiors (financial, custoner satisfactionemployeewell-being).Huselids
(1995) study of 968 firms in major industriesindicatesthat humanresource
managemenpracticesassociatedavith high-performancevork systemgbun
dling training, participative decision making, incentive systemsand open
communicatns)impactboth employeeoutcones(turnoverandproductiviy)
andcorporatdinancialresults.Findingssuggesthatfirms thathavetop man
agersfocusedon a setof clearly defined goals supportedby integratedHR
practices are less liketp manifesthe suboptnal performance paradox.

ProMES(ProductivityMeasuremenand Enhancemen®ystem)a method
ology for measuringand managingorganizationaperformancelevelopedcoy
RobertPritchard(1990),is designedo addressomeof the difficulties related
to the performanceparadox.Using consensus-buildg amongstakeholders,
ProMEScombiresthe integrationof multiple conflicting goalsand perfornt
ancefeedbackthat canbe readily understoocand actedupon,with incentives
and other manageriakupportfor performancemprovement As the demand
for high performance esalates, successul new performane-manaement
methodolgiesarelikely to find waysof increasinghefirm’s capacityto focus
its attentbn broadly enoughto reflect major constitientsandinterestswhile
beingsulfficiently selectiveto providefeedbackusefulin directingandcoordi
natingefforts toimproveperformance.
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Goal SettingBecomesSelf-Management

Goal settinghasbeenessentiato organizationakesearclon motivation and
performancet manylevels:individual, group,andorganizationlts centrality
makesit a bellwetherfor issuesin the new organizationakra.Goal settings
stylized fact hasbeenthat moderatelydifficult goalsmotivate high perform
ance(Locke & Latham1990).However,researchers this areaacknowledge
thatit largely hasfocusedon repetitivetasks(seelLocke et al 1981),oftenin
the contextof assignmenof performancebjectivesby a hierarchicabuperior.
Thereis a striking shift toward studying goal setting as it relatesto more
complextasksand social arrangementge.g. Smith et al 1990). In field set
tings, researchinvesticatesthe role of goal settingto a firm’s (aswell asan
individual's or groups) planningprocessesstrategy andperformance (Rodg
ers& Hunter1991)andhasshownsignificanteffectsof goal settingon firm
productivity.

Perhapghe mostsignificant shift is a new (or perhapsenewed)ocuson
self-managemenin goal setting (Gist et al 1990, Latham & Locke 1991).
Self-regulationhaslong beenimplicit in goal-settingtheory, becausesetting
goalsandtranslatingtheminto actionis avolitionalprocess (Lathar& Locke
1991),whereacceptancef goals,whenthey are noself-set, isritical to their
achievement. Frederick Kanfer (1975) focused attention on self-control
mechanismasa basisin clinical practiceto modify addictive behavior train-
ing peopleto stopsmokingor overeating Self-managemerteachegpeopleto
assessheir problems,setspecifichardgoalsto addressheseproblems self-
monitor the effectsof the environmenton goal attainmentandappropriately
adminiser rewardsor penaltieswhile working toward the goals. Although
goal setting and self-managementave beenlinked theoreticallyfor many
years, “classic” goal-setting researchemphasizedyoal setting alone, while
self-managemerfbcusedattentdbn on thelearningandorchestratiorof cogni
tive processedor acquiring skills, self-monibring progress,and providing
self-reinforcemen(Gist et al 1990).Gist et al foundthatgoal settirg perseis
lesseffectivein novel, complextasksthanis self-managemeng processn
which moreskills arelearnedandactively displayed evenwhenthe effectsof
goallevel arecontrolled.Goal settingandthe cognitive andbehavioralproc
essessurroundinggoal achievementemain at the core of self-management
practices,but the latter focus attention on learning, adaptation knowledge
transfer, and thlexibility to adapt tachangingcircumstances.

Organizationatlelayeringand the risef smaller, often entrepreneur-based,
firms give sdf-management new meaning [including self-leadng teams,
(Manz 1992)]. This new meaninggives rise to debatesover the distinction
betweenthe personalautonomyof self-managemerand the interdependent
forms of sharedgovernancewherethe self in “self-managed’canmeanper
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son(Gist etal 1991),work group(Manz 1992),or broaderinstitution (Welch
1994). At the heartof this shift in meaningsis a debateover who setsthe
strategicgoalsfor the firm, coupledwith questionsaboutthe legitimacyand
competencef stakeholdersnvolved in thesestrategicchoices(Manz 1992).
Caseanalysisof W.L. GoreandAssociatesthe firm thatdevelopedhe prod
uct Gore-tex,providesevidencethat self-managemeryracticeswherelearn
ing is emphasized¢anyield a fluid ad hocwork systemreflectingorganizing
processesatherthan formal structureand resultirg in innovatian, high per
formance,and collaborativeshapingof the firm’s goals (Shipper& Manz
1992).In Brazil, similar self-managemergractices—basedn a combinaton
of profit sharing,collaborativedecisionmaking,andsharedinancialinforma
tion—arereported tdoe successfyiSemler 1989).

Self-managemerih the achievemenbf personaland organizationaboals
introducesa newtwist to researcton organizationaleadershipbothstretching
and challengig how leadership is conceptualizéd@odsakoffet al (1993)
conductedan empirical investigaion of Kerr & Jermiers (1978) model of
Substitutedor LeadershipOriginally developedo accountfor the often-lim-
ited effect of managers and supervisor®n subordina performance, this
modelidentified factorsthat might neutralizethe effectsof (or minimize the
needfor) leaders.Podsakoffet al reportedthat contingentrewards,profes
sional orientatian, nonroutne work, organizationaformalization,and spatial
distancerom otherscontributeto employeecriterionvariableswhile reducing
the impact of leaderbehaviors.However,leadersupportappeardo aid em
ployeesexperiencingrole ambiguiy. Under conditionsof organizing, self-
managemenpracticescoupledwith appropriaterewardsand developnents
appearto enhanceperformancen the absenceof formal leadersIn a highly
turbulentbusinessenvironmentHowell & Avolio (1993)found thattransfor
mationalleadershippositively predictedousiness-uiiiperformanceveraone-
year interval, while transactionalleadership,including contingentrewards,
was negativelyrelatedto business-uniperformanceThey suggesit may be
counterproductivdor leadersto spendtoo much time focusing on meeting
goalsas opposetb promoing freedomof actionin dynamc environments.

The conceptof stretchgoals(Shermanl996)is predicatecbn the ideathat
seeminglyimpossble goals can motivae high performance bynandating
creativity and assumptiorbreakingthinking that takesthe performer“out of
thebox.” On thesurface stretch goals appetr violate anessential premisef
goal theory, that workers cannotaccepta goal that doesnot seemfeasible.
Relatedto the conceptsof transformatioal leadershipwhere performance
expectationsare elevatedwell beyondthe limits of pastexperience(Bass
1985),and double-looplearning(Argyris & Schoenl1996),wherepreviously
successfuframeworksarequestionedrevised,or discardedthefact thatprior



OB IN THE NEWORGANIZATIONAL ERA 529

experiences often a poor guide for stretch-goakchievemenshifts the per
formers attention awayfrom old routinesandassumptias towardnovel and
creative approachesWood et al (1987) reportedthat “do-your-best” goals
worked bettethan difficult, specific goalsvhen the task wasovel and highly
complex.Plausibly,bothworker self-efficacyandthe credibility of the people
seting the stretch goal contribute to the reailting performarce. Kelly &
McGrath(1985)havesuggestedlysfunctionalkconsequence®r groupswork-
ing on especiallydifficult tasks,suchasstringenttime deadlineswherethey
spendlesstime discussingtaskideas(e.g. agreement®r modifications) that
might affectproductquality or interpersonalssuege.g.conflicts, needsthat
can affect membersupportand well-being. Further,they reportedthat these
negativeinteractionprocessegarry over evento later trials for which time
limits have changed.

Employersthat rewarcnly extreme performandevebeenfoundto foster
someunexpectedonsequencesn a study of high-technabgy firms, Zenger
(1992) reportedthat performance-basedompensatiorthat aggressivelyre-
wardsextreme performance whilargelyignoring performance distictionsat
moderatelevels yields retentionof extremelyhigh and moderatelylow per
formers. In contrast,moderatelyhigh and extremelylow performerswere
likely to departNew issuesariseasorganizationg@ndgoal-setting researchers
turn their attentionto morecomplexcircumstanceandevermorechallenging
levelsof performance.

InformationProcessing Discontinuousand Multiphased

Turbulentcompetitive environmers, technologicakophistcation,andflexible
organizinggive riseto greatemoveltyandcomplexity in work, which contrib
utesto anexpandingnterestin individual andmanageriatognition (Kiesler&
Sproull1992)andthe broaderdomainof information processindy firms and
individuals (Fiol 1994, Louis & Sutton1991). Evidencethat peopleprocess
information differently in novel vs routine situaions hasled to the develop
mentof the concepbof “discontinuausinformationprocessing{Sims& Gioia
1986).Organizingpromotesuseof controlledinformation processingwhere
informationis actively soughtandcarefully processedo makea quality dect
sion whenthereis littl e experienceon which to rely. This phenomenorhas
beenusedto characterizehe vigilance and flexibility requiredto operate
American aircraft carriers as “high-reliability organizations (Weick &
Roberts1993), where evenhierarchymust be adaptableModels of rational
decisionmaking suctasexpectancyheory(Vroom 1964)tendto work well in
accountingfor behaviorin nonroutne decisionssuch as choosinga career
(Wanouset al 1983) but do lesswell in explaining routine behaviors.In
routinesituatonssuchassustainegerformancén astablesituaion overtime,
controlledprocessegive way to relianceon automaticprocessesisingestab
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lishedmentalmodelsandroutines(Bartunek& Moch 1987,Fiol 1994,Sims&
Gioia1986).

An individual's capacityto switch back and forth betweenroutine and
nonroutine information processng [“shifting the gears’ (Louis & Suton
1991)]is postulatedo beinfluencedby personalitycharacteristic¢e.g.locus
of control)asis an individuals capacityto enacthe “weak situatins” charae
teristic of work settirgs whereorganizingis required(Weick 1996).Research
is needeabn theimpactof personalityandcognitivestyleson both discoritu-
ousinformation processingand enactmentf weak situatons. Cascio(1995)
hassuggestedhat personalitytestsoffer important predictivepowerfor suc
cessful performance imew formsof work.

“Shifting thegears”in cognitive processess evidentin researcton training
(Heskethet al 1989),socialization (Louis & Sutton1991),andorganizational
learning(Argyris 1991,Nicolini & Meznar 1995)In training,unpredictabiliy
andvariationtendto causedifficultiesfor the learner.Yet thesefactorsalso
enhancehe ability to applytrainingin the future,whendiversecircumstances
arisethat are not necessarilyanticipatedat the time of training (Neal et al
1995).1n socializatia, individuals may be opento learningaboutthe organt
zationonly at certainpointsin time (Guzzo& Noonanl1994,Louis & Sutton
1991). Organizationalearningbasedon active thinking hasbeenadvocated
(Fiol & Lyles 1985),while strategicfailings havebeentracedto overreliance
uponautomaticprocessindStarbuck &Millik en 1988).

Organizationd Learning

Although organizationalearninghasplayeda rolein theorganizatioal litera-
ture for decadeqe.g. Congelosi& Dill 1965), until recentlytherewaslittle
empirical researchon the subject.Rising compettive pressuresave fueled
interestin organizatioal learning asmajor determinantf sustaimbleorgan
izational performancewhich suggestghat to survive and thrive firms will
needto learnat anincreasinglyrapid rate. Compettion hasbeenobservedo
promote organizationallearning in single-unit firms, typically small, fre-
quentlyentrepreneuriaénterpriseswhile largermultiunit firms tendto mank
fest lesslearningin responseto compettion, insteadlevering their market
positionto obtaincompetitive advantagéBarnettet al 1994).Learningneces
sitatesa facility for discontnuousinformationprocessingn the partof both
firms andindividuals, the capability to deploy knowledgeand demonstrable
skills in novel ways and flexible combinatios (Argyris & Schoen1996).
Organizationalearningcanoccurwithin a firm whenit involvesdiffusion of
knowledgebetween memberand across unitée.g. Epple etl 1996) or
betweenfirms, with disseminatin and implementationof new knowledge
obtainedthroughexternalmonitoring or benchmarkingandinterpersonaton
tact (Miner& Robinson 1994).
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WITHIN-FIRM: MEMORY AND SHARED UNDERSTANDING To a point, organiza
tional learningdisplaysseveralfeaturesof individual learning,particularlyin
its needfor memoryandthetransferof learningto newsettingsandproblems.
The major distinction is organizationalearnings requirementhat members
conveytheirlearningto oneanothergdevelopsharedinderstandingsr common
cognitivestructuregegardingapplicationof sharecknowledge andotherwise
externalizewhattheylearn(Lyles & Schwenkl1992;Goodman& Darr 1996).
Theprevalencef thesecondeatureof theperformanc@aradoXabove)where
innovatiorsin asubunitdonotnecessarilyranslaténto innovatiansfor thefirm
asawhole, suggestshatwithin-firm learningis difficult. Nonethelesst does
occur.In anempiricalstudyof alargefinancial firm, Fiol (1994) observed that
gradual consensus building with interactions among different subgroups
played ecritical rolein overcomingesistanceéo changend ledto acollective
understandinghat acknowledgedoth differencesand agreementegardinga
newventureln pizzafranchisesunit costdeclinedsignificanty asstoreggained
experienceén production(Darretal 1994).Knowledgetransferredicrosstores
ownedby thesamefranchiseédut notacrossstoresownedby differentfranchi
seesEmployedurnovercontributedo “forgetting,” orknowledgedepreciation,
in thishigh-turnoveiindustry.

The repeded finding that turnover leadsto organizational“forgetting”
raisesquestionsabout whether organizationallearning has really occurred
whenperformanceainsaremanifestlt canbedifficult to distingushbetween
gains due to individual learning among many members as opposed to organiza-
tional learning embedded in new processes and procedues. In a laboratory
simulation, paired subjectsdevelopedinterlockedtask-performancgatterns
that displayedcharacteristicof organizatiomal routines(Cohen& Bacdayan
1994). Proceduralmemory explainshow such routinesarise, stabilze, and
change. Procedures can become enduring propeftiesyanizations.But
unlessthey are externalized(e.g. written down or incorporatednto training
programs),they may not be effectively retainedwhen knowledgeablendi-
vidualsleave.

Internalorganizatioml barriersofteninhibit within-firm learning.Goodman
& Darr (1996) report that evena multiunt firm ostensiblycommited to
learning may find it difficult to dissemnate information and createshared
understandings abonewprocesseandcapabilities. Ifshareccognitivestruc
turesarecritical for organizationalearning,thesemay be easierto achievein
smaller, single-unit firms. Embedding knowledgein technologyhas been
found to facilitate transferacrossshifts (Epple etal 1996). This research
suggestaseful directionsfor researchinto transfermechanismge.g. repre
sentationsflow diagramsand procedures}hatinhibit forgettinginducedby
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employeeturnover. Thesetransfermechanismghemselveamay distingush
organizationalearningfrom that ofindividuals.

LEARNING BETWEEN FIRMS: CAREERSAND SOCAL NETWORKS New organiza

tionalformssuchasjoint venturesputsourcingamongorganizationahetworks,
researchconsortia,and other forms of organizing(Aldrich & Sasaki1995)
provide evidencethat organizationalearningwill occur acrossincreasingly
blurry boundariesWhile outsourcig hasbeenlinked to declinesin organiza

tionallearningin outsourcedunctions(Bettis etal 1992),networkedorganiza

tions with flexible membershipsan promot it (Snow et al 1992). These
“boundaryless’organizationsdefined hereas organizationsvhosemember

ship, departmentaidentity, andjob responsibities areflexible (Kanter1989,
Miner & Robin®n 1994),yield a patternof moreflexibly structuredcareers.
Careelpatternsarefoundto contributeto organizationalearningby generating
diverseframesof referencdor problemsolving,redirectingold routinesin new
ways, and harvestingorganizationamemory (Miner & Robinson1994).Job
transitiongloss,rehire rotation transfersinternationabssignmentsorizontal
moves,demotiony becomecommonpéce andtan promot@rganizatioal and
individual learning(Miner & Robinson1994).Transitionsout of firms compli

cateretentionbut createopportunties for learningin new firms, particularly
giventhe movemenof employeedrom largeto smallerfirms whereroutiniza-

tion is oftenlower. Nonhierarchicatareergecombinepersonabndorganiza

tional learning in novel ways andthemseles can becomeaepositores of

knowledge(Bird 1994).

Socialnetworksoutsidecorporationsandotherfirms havebecomesources
of career advantag®eFilippi & Arthur 1994)and expertis€Miner & Robin
son 1994), functiomig in ways similar to occupationebmmunitesthat influ-
encecareerdecisionsand transitionsof members(Van Maannen& Barley
1984).Firms that cultivate relationshipswith educationainstitutions suchas
high schoolsimprove their accesso appropriatelyskilled workers (Rosen
baumet al 1990). The impactsocialnetworksoutsidethe firm haveon career
advancenment may be particularly impatant tothe careerdevelopmentof
womenandminorities.Evidencesuggests thatvithin-firm socialnetworkscan
work to the advantageof white men over women (Ibarra 1992) and over
African-Americans (Thoma& Higgins1996).

In sum,organizing—wih its flexible work arrangementgersonnemove
ments,relianceupon personalexpertise and systemat: information process
ing—places a premium on experimentation and collective learning. As
boundaries betweditrms blur, we carexpectmore rapid organizational learn
ing and possiblya similar rate of forgetting, along with greaterattenton to
mechanismdor retaining knowledgewith or without a stablememberstp.
The shift towardnetworkorganizationgSnowet al 1992)suggestshatknow-
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ing who is becomingas important as knowing how (DeFillippi & Arthur
1994).

Managirg OrganizationalChange andndividual Transitions

Transitionsaboundin the new organizationalera both for firms andfor the
workforce. Managingorganizationalchangeand individual transitons is an
overarching research theme.

ORGANIZATIONAL CHANGE Changemanagemerfocuseson theimplementa
tion andultimately the successfuinstitutionalizationof newtechnology,cul-
ture, strategy, and related employment arrangements. Organizational
Development (OD)thetraditional practicesideof organizational researchas
long hadashakyreputatioramongorganizationascientiss for its lack of rigor
and“pop” style.However theboundarpbetweerOD andorganizationascience
hasbecomeblurredasmoreresearchertacklethe problemsof implementing
change (e.g. Kiesl&& Sproull 1992,Novelli et al 1995).

Organizingis typically aradicaldeparturédrom thetraditioral wayspeople
think andactin firms. Stableand enduringmentalmodelsor schemashave
beenfoundto contribut to reactiongo changge.g.Bartunek& Moch 1987).
Lau & Woodman (1995) identify three features of schemagsertinentfor
change:causality(attributiors usedto understand¢causef change)yvalence
(meaningand significance),and inferencegpredictionsof future outcomes).
They reportedthat organizatioml commiimentis relatedto thesefeaturesof
changeschemasgonsistentvith the argumenthata fundamentatealignment
in how peopleunderstandhe firmis neededo fosterorganizationathange.

Organizationathangealsohasbecomea justiceissue(Novelli etal 1995).
Distributive justice, the perceivedfairnessof the outcomes,is a particular
focus becausehe departurefrom the statusquo that constitutechangeare
commonly experiencedas losses,and gains from changemay take time to
realize, particularly when masteryof a radical new organizationalform is
required.Offsettinglossesfrom work systemchangeshasbeenfound to im-
prove distribuive fairnessby helping people gain the skills neededto be
successful andain rewards undehe new systerKirkman etal 1994).

Interactionaljustice pertainsto the communication processin managing
change Presentingoad newswith politenessand respect(Folger 1985) and
providing credibleexplanationsor social accountsfoster more positive reac
tions (Bies & Moag 1986).In labor dispues,the generalpublic wasfound to
reactwith strongerperception®f unfairnessmore sympathy,andmoresup
portfor grievancedasecdbn interactionajusticeratherthanprocedurajustice,
which in turn generatedmore intensereactions than grievances based on
distribuive injustice (Leung et al 1993). For victims of change when out
comesareparticularlyseveregxplanatios high on specificity werejudgedto
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be more adequateand led to more positive reactionsthan did explanations
emphasizingnterpersonasensitvity. Effectsareenhancedvhenthe explana
tion is delivered orallyrather tharvia memoor letter (Shapiro eal 1994).

Procedurajusticein changerefersto the processesvherebyimplementa
tion decisionswere made.Voice mechanismghat allow affectedpeopleto
participatein deciding upon the changeor planningits implemenation en
hanceprocedurajustice, asdo procedurego correctfor biasesor inaccuracy
of information usedin the process(Shepparcet al 1992).In a study of new
technology impg¢mentationemployee strain increasddring theimplementa
tion phaseandwashighestamongthoseindividuals who werenotincludedin
the implemenétion process(Korunka et al 1993). However, voice had no
effectin reactiongo sevenfacility relocationgDaly & Geyer1994),although
the researcherspeculatethat employeesmay not have expectedto have a
voicein relocationdecisions. Thé&ming andphase®f changenayalsoplay a
role in effective implementation(Jick 1993), but thesehave receivedless
systematiattenton.

INDIVIDUAL TRANSITIONS Employmentdisplacementsareoccurringat faster
ratesthanin the pastandarepredictedto continue(Handy1989).Joblosshas
beenassociatedvith lower self-esteen{Cohn 1978), increasedanxiety,and
psychologicaldistress(Winefield et al 1991). Moreover, workers who are
pressured teave bubptto stayreport unusuayl high levels opsycholaical
distress (Pric& Hooijberg 1992) Reemploynentcanmeansettling for unsat
isfactory newjobs(Liem 1992) which canengendetong-termadverseonse
guencedn alongitudinalstudyof laid-off industralworkers L eana& Feldman
(1996)found that financial pressureslevels of optimism andself-blame,and
the amountof problem-focusednd symptan-focusedcopingindividuals en
gagein weresignificantpredictorsof reemploymentwhich supportsprevious
researchon the importanceof individual differencesin successfukearches
(Kanfer& Hulin 1985).Jobsprogramscoupledwith interpersonasupportave
been foundo playa role insuccessfuteemploymentVinocur et al1991).

Forecastingepeatedyclesof employmentand unemploynent for skilled
aswell as unskiled workers, severalorganizationakesearcherpredict that
transitionswill becomdessdisruptive aspeopledevelopskills for adaptingto
change(Weick 1995)andaspersonakxpectationanddefinitionsof psyche
logical successecast‘unemployment” asan opportuniy for personaldevet
opmentor family benefit (Mirvis & Hall 1994). A major factor in worker
adaptationis likely to be the broadersocietalsupports—educainal, cultural,
and economic—foworkers anchonworkers alike.
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Leisure,Nonwork, and Community: Personal aimgtitutional
Supports

Escalatingpressuresn the workforce due to restructuringmanifestin the
attentionpaid to work-nonworkrelations(Mirvis & Hall 1994). Decline of
corporatistfirms andtheir traditionalbenefitsraisesconcernsaboutthe infra-
structureneededo supportbothnewformsof employnentandorganizingand
individual workers and theifamilies—evient inan emergingrea of scholar
shipon socialcapital(Etzioni 1993,Perrow 1996).

Socialcapitalrefersto civic life andpublic trust, the societalinfrastructure
from which workersandorganizatios receivesupport.Socialinstitutionssuch
asfamily andschoolsare reportedo havedifficulty respondingo theprevait
ing economicpressureqEtzioni 1993), a fact suggestingthat more active
individual involvementin commurity life may be requiredto sustainthese
institutions. Greaterinvolvementin off-the-job activitieshasbeenassociated
with reducedrole interferenceand psychologicalstrain (Gutek et al 1991,
O'Driscoll etal 1992).Kirchmeyer(1995) found that employeecommitnent
is enhancedvhen organizationgprovide resourcedo help employeedulfill
family and other nonwork responsibities. Shefurther reportedthat workers
prefer benefitsthat let them managetheir responsilities themseles (e.g.
flexible schedulingyatherthanhavethe firm doit for them(e.g.on-sitechild
care).

Kanter (1977) suggestedhat early in the twentiethcentury,corporations
tried to “swallow the family andtakeoverits functions.” Subsequentlyfirms
movedto separatevork andfamily in orderto excludecompetingloyalties.
Demographicchangesparticularly working mothersand dual income-career
families, haveincreasedhe interdependencef work andfamily andintenst
fied conflicts, particularly regardingtime allocation. Recentstudiessupport
thesignificanceof institutionalfactors,including societabeliefsabouttherole
of womenandwork-family relations,in expandedrganizationaemphasion
work-nonworkrelations(Goodsteinl994,Ingram& Simons1995).Consisent
with institutional arguments, largér.e. more publicly visible) firms seek
legitimacy by adoptirg child-care benefitsand work flexibility (Goodstein
1994).However, Ingram &8imons(1995)reported thainstitutional pressures
explainlate adoptionof “family friendly” HR practiceswhile early adopters
arelikely to do soinsteadto gain strategicadvantagde.g. professionafirms
coping with labor shortagedby filling positions with qualified women and
dud-carea spouseg. Early adoption is linked to significant numbers of
womenin a firm’s workforce,while late adoptionsarelessaffectedby firm-
specific demographig&salinsky& Stein1990,Goodsteinl994).

Traditional corporatefirms havebeenimplicatedin an erosionof commu
nity and civic life (Etzioni 1993, Perrow 1996). If corporationsdid in fact
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erode social capital, the shift to organizing does not reversesuch effects.
Organizingmay requiremore social capitalthandid organizationswith huge
internal infrastructures, particularly nespectto education (Handyli989),
portableretirementand health-caréenefits(Lucero& Allen 1994),andfam-
ily support(Mirvis & Hall 1994).As a result,organizationatesearcherare
likely to expandtheir consideratiorof work-nonworkrelationsto include a
broader arrapf supportsystemsandcommuniy institutions.

CONCLUSION

The evolution from organizationto organizingchangesoth the phenomena
traditionally studiedby organizatiomal researclandthe meaningof sometradi
tional conceptsThe answerto the openingquestionf this reviewareappar
ent. Corefeaturesof organizationatesearchincluding its focuson perform
anceandworker-firm relations,endure but they do so with new dimensims.
Performancenow involvesa multiplicity of resultspursuedconcurrentlyand
with an expandedocus on adaptiveand sustainedearning.Goal settirg and
leadershipmay convergeinto self-managementiowever,new dynamicsare
evidentin the shift towardaninteractiveview of theemploynent relationstp,
reorientedfrom a focus on what managersoffer workers to how workers
acrossall ranksaccessewardscontingentuponthe firm’s strategicconcerns.
We seean increasinglycomplexview of information processingreflectinga
more rapid cycling from novel to routine and back again,characteristiof a
more dynamicenvironment Thereis alsoa broaderconcernfor the personal
and societalmpactof theway work isorganized.

This chapterhasfocusedon topicsparticularlysensitve to the dynamicsof
organizing.Assumingthe shift from organizationto organizingwill not be
quickly undone,what are its implications for organizationalresearchas a
whole?Barley & Kunda(1992)maintainthatperiodsof economiccontraction
leadto more emphasison relationshipbuilding, organizatioal support,and
strengtheningpf employee-firmcommitment (witnessElton Mayo's Human
Relationsmovementduring the depressionof the 1930s). Formerly, firms
displacedwvorkersonly when the economyasshrinking.Therecent coupling
of massie terminatbns with economicexpansionfragmentsthe managerial
ideologiesthatbothjustify andguideorganizationahctions.They may do the
same forresearchideologies. Asa result,we mightexpect to find more
researchergvestigathg competinghypotheseg$rom moredistinct and often
divergentframeworks.A centralthememay be the drive to increaseshare
holdervaluecoupledwith concernaboutthe costsof displacemenandtranst
tion for the workforce which createsthat value. Clearly, organizationalre-
searcmeeddo dig into themessyproblemsof servingmultiple constitiencies.
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This chapteris not an attemptto createa “short” list of researchopics;no
prescriptionsare intendedfor future researchersbouttopicsto “buy” or to
“sell.” Severalkey researctthemesjncluding customerservice(Schneide&
Bowen 1995), quality (Dean& Bowen1994),andthe adoption of newtech
nology (Leonard-Bartor& Sinhal993)wereomitted becausef spacdimita-
tions. Rather this chapterhighlights broadareaswherethe effectsof organiz
ing are more visible, whereour learningprogressegvenas further research
needsappearlf the pastis a prologue,we canexpectthatrelevantorganiza
tional changeswill manifestthemselesin otherareastoo. However,while
new topics such as the performanceparadoxappear,establishecbneskeep
their labelsbut shift their focus. Perhapst is for this reasonthatin the many
yearsof ARPs reviewedin preparationfor this chapter,certaincore themes
haveenduredYet, at somepoint, we might needto acknowledgehatchanges
in firms areprofoundenoughto alter further basicassumgbns on which the
field is basedln anycasea new erain organizationabehaviorappeargo be
in themaking.

APPENDIX

In preparingthis chapter,a contentanalysiswas conductedon the 23 ARP
chapters since197 dealing with orgarizationd research (organizatonal beraw
ior, industrial/organizationa psychology, personnel and human resource manage-
ment,traininganddevelopmentandorganizationatlevelopmenand change).
Substantivetopics coveredwere categorizedoy havingtwo ratersreadeach
chapterandidentify their centralconceptsRatersgenerated a sef categories
and then coded chaptersaccordingto their content(rate of agreemenivas
85%).In the caseof the 1979ARP,for example Mitchell’s (1979)chapteron
organizationalbehavior was coded as including personality,job attitudes,
commitrent, motivation, and leadership.That volume containeda second
organizationallyrelevantchapter,Dunnette& Bormaris (1979) “Personnel
Selectionand Classfication Systems,"which was codedasincluding catege
ries of validity, job analysis,performanceatings,equalopportunty, andse
lectionpractices. Comint codingdentified94 discretecategories altogether.

Correlatims computedbetweencategorymatricesfor eachtime period
assesghe degreeof stability in categorypatternsover time. Using the QAP
correlationtechnique(Krackhart1987), correlationswere computedbetween
entriesin two matrices,and the observedcorrelationswere comparedo the
frequencyof randomcorrelationsto provide a test of statisticalsignificance
(basedon 500 permutations)This analysis,usingnormalizeddata(Table 1),
indicatesmoderatestability in ARP categorieswith slightly greaterconver
gencein categoriesn ARPchaptersacrossperiodsl and3. It alsosuggesta
fair degree of variety oveéimein theissuesaddressed.
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Table1l Annual Reviewof Psychdogy: summaryinformaion

Time peiod ARP# of ARP# of Times ARP
articles categoies

Time 1: 9 47 1x2 .23

1979-1984

Time 2: 8 57 2x3 .24

1985-1990

Time 3: 6 44 1x3 .34

1991-199%

Total 23 94

&Coarrelaionsaresigrificanty differert from .00, the average coe
lation acrossall cells inmatrix.

bRepesentstotal number of total distinct categoies where many
categoies mayappearin severatime periods.

Examiration of frequentlycited categoriesacrossthe threeperiods(Table
2) suggestghat categoriegelatedto the generaltopics of performancge.g.
predictorsof individual performance measurementyrganizationalperforn:
ance,ineffectivenessandfailure), motivation (e.qg. effort resultingfrom goal
settingor rewardsoffered),and employeeresponsege.g. stress satisfaction,
and commitnent) form a stablecore. Thesecategoriesomprisewhat appar
ently arethe centraldependentariablesor outcome®operationalized organ
izationalbehaviorresearchOtherdurablecategoriewith basicallyconsistent
levelsof research/citatiothroughaut this extendedoeriodincludethe person
nel-relatedareasof job analysisand performanceappraisal. Topics where
reports of research activitiaseincreasing over time include inddual cogr
tion, organizationalchange,and organizationalperformance A multidimen
sionalscaling(MDS) of the ARP categorieswithin eachtime period (Krack-
hardt et al 1994) suggestghat the field has moved from three core areas
(ChangePersonnelandMicro OB) of earlieryearsto a morehighly differen
tiated set of categoryclusters(Personnel, MicroOB, Context Power and
Influence,Organizationenvironment) Figures1 and 2 display MDS for the
first andthird periods.Categoriedn ellipsesbridge two or more areasthus
Pers (Personality)bridges Personneland Micro-OB in both periodswhile
Operf (OrganizationalPerformancemergesas a bridge amongMicro OB,
Personneland Contextin period 3. Bridging categoriegrovide an opportu
nity for integration acrossdisciplinesandparadigmsNonethelessfrom 1979
to 1995, a trend toward specializatio is evident. Furtherinformation about
this analysigs availablefrom theauthor.
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Table2 Frequert categries

ARP
TIME 1 Perfamarce predttors=5
Stress =5
Jobanalysis= 4
EEO=4
Motivation = 4

Persanrel selecton= 3
Satsfacton=3

Equity =3

Perfamarce appaisal= 3
Jobdesigr =2
Methodology =2
Farness= 2
Organizaticnal perfaomance= 2
Persmality = 2

Individual differerce =2
Persarel training = 2

TIME 2 Jobanalysis= 6
Leacership=6
Motivaton =5
Perfamarce predttors=3
Affect =2
Organizational culture =2
Organizatinalchang = 2
Perfamarce appaisal= 2
Persanrel selecton= 2
Persarel layoffs = 2

TIME 3 Organization cortextcross leel effects= 3
Motivaton = 2
Stress =2
Perfamarce predttors=2
Organizational techrology = 2
Organizational perfamance= 2
Perfamarce appaisal= 2
Persmality = 2
Jobanalysis=2
Legalissues= 2
Organizaticnaldemaraghy = 2
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merits specialthanksfor help with the multidimensionalscalinganalysisand

the figures.Michael Arthur, Kathleen Carley, Paul Goodman, and Laurie
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