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ABSTRACT 

This study is concerned with furthering an understanding of the behaviour 

of organisational boundary personnel, or more exactly, with how boundaries 

act as psychological environments. The study has two complementary 

aims: to describe the psychological environment encountered by boundary 

personnel and to offer a theoretical model of the organisation as a 

psychological environment, the latter being a prerequisite of the former. 

It is held that a social psychological perspective is needed which can 

deal adequately with organisations as antecedent conditions of behaviour, 

and that situational analysis offers a useful social psychological 

framework for this purpose. 

The empirical investigation is an initial descriptive study of the 

psychological environment encountered by boundary personnel. It is 

argued that initial descriptive studies are necessary when dealing with 

largely unstudied phenomena, and that this stage in the scientific process 

has often been undervalued by social psychologists. 

A diary analysis followed by interviews were used to elicit a range of 

situations encountered by boundary personnel having direct and frequent 

contact with customers and clients. Four organisations were studied, 

each having a different primary task. A self-completion questionnaire 

was administered to elicit judgemental data, using the situations as 

stimuli. 

Multidimensional scaling was applied to analyse the data, treated as 

four sub-sets. This yielded the dimensions underlying each data set 

and the representation of situations according to these dimensions in 

each case. 

The results suggest that three common dimensions (formality, anxiety and 

socio-emotionality) underlie the cognitive representations of boundary 

personnel, and that the psychological environment encountered is complex. 

A taxonomy of situations is constructed and several important hypotheses 

relating to the psychological environment of boundary personnel formulated. 

Implications for future research are discussed. 
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PREFACE 

Initially my interest in organisational boundaries arose from the growing 

importance that has come to be associated with organisation-environment 

relations. Later I saw a different significance in boundaries for I 

realised that their elusive and enigmatic character might reflect 

something of the nature of organisations themselves. Thus it seemed 

that from the point of view of both practice and theory, behaviour at 

boundaries merited close analysis. At the same time a question which had 

puzzled me since I was first made aware of a subject matter known as 
lorganisational behaviour' became more salient in my thoughts. Simply 

put this was the question: 'In what sense is behaviour particularly 

organisational? ' It seemed to me that a social psychological theory 

of organisations was needed, for with the exception of Katz and Kahn's 

work, such a theory appeared almost entirely lacking. It was of course 

comforting to know that Katz and Kahn had expressed this view well before 

me, but their theory to me is more a sociological than social 

psychological one. 

It was somewhat inevitable, therefore, that in focusing on behaviour at 
boundaries I also felt it necessary to try and contribute towards a social 

psychological theory of organisations. I was unable to escape the obvious 
logic that to understand any behaviour in organisations, whether at the 
boundaries or not, it was first necessary to have some theoretical 
framework within which to work. I make only modest claims for this 
theoretical contribution - the task of building a social psychological 
perspective on organisations will be long and difficult. My study is an 
initial one in that situational analysis, the theoretical framework 

adopted, has only recently begun to emerge in social psychology 

generally, and its efficacy has yet to be demonstrated in organisational 

settings; Furthermore, I believe it is important when focusing on 

largely unstudied phenomena (such as situations in orcyanisational contexts) 0 
to begin by describing the phenomena of interest. Indeed this study 
attempts to do no more than that, and so is initial in the sense of 
laying the ground for future work. Initial descriptive studies have too 

often been undervalued in social psychology. 

I must mention here the work of Daniel Katz, Robert Kahn, Karl Weick 

and Joseph Forgas. Their writings have helped to develop my thinking. 
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I ORGANISATIONAL BOUNDARIES AND BEHAVIOUR 

IN ORGANISATIONS 

1.1 introduction 

This study is concerned with furthering an understanding of the behaviour 

of organisational boundary personnel, a subject matter increasingly 

acknowledged by students of organisations to be of major significance 

within their field of inquiry. Boundary personnel are those 

organisational members whose position dictates that they have 

substantial contact with the environment of an organisation - that is to 

say, a significant proportion of their time is spent conducting 

organisational business and pursuing organisational interests across or 

beyond the organisation's boundaries. To be exact the study attempts 

to understand how organisational boundaries may act as psychological 

environments for boundary personnel. Thus the concern is with the 

cognitive antecedents of behaviour rather than with behaviour itself. In 

fact it will be argued that the analysis of behaviour in organisations 

in general would be enhanced by attending to organisations as 

psychological environments. This view is consistent with the emerging 

emphasis on cognition in organisations, evident in the work of, for 

example, Brown (1978), Weick (1979a, b), Calder and Schurr (1981) and 

Pfeffer (1981). It will also be argued that a satisfactory theoretical 

model of the organisation as a psychological environment has yet to be 

developed. 

In effect, therefore, this study has two distinct but complementary 

purposes. Firstly the aim is to offer an analysis of the psychological 
environment encountered by boundary personnel. This is to be regarded 

as a first step towards developing further understanding of behaviour at 
boundaries. Secondly the intention is to offer a theoretical model of 

the organisation as an antecedent of behaviour, that is, of the 

organisation as a psychological environment. This latter purpose is 

really a prerequisite of the former. An understanding of how boundaries, 

or indeed any specifically organisational phenomenainform behaviour 

requires a theoretical perspective on how such phenomena are constituted 

as antecedents of behaviour. In fact it will be suggested that the 

concept of 'behaviour in organisations' or 'organisational behaviour' to 
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use the more commonly applied expression - the distinction between these 

two terms will be brought out later - has yet to be developed to explain 

adequately in what sense behaviour is particularly organisational. 

It must be made explicit before proceeding further that the concern 

here is with social behaviour in organisations. Obviously some 

behaviour which occurs in organisations is non-social insofar as no 
interaction between organisational members or between organisational 

members and outsiders takes place, for example, operating machinery, 

writing letters, reading reports, filling in forms and so on. In fact 

it is not even necessai7ily the case that such behaviours are non-social 

and it is important to keep in mind in this respect that different 

levels of description can be used to characterise behaviour. To take 

but a single illustration: for boundary personnel, filling in forms 

maybe merely one element in a sequence of behaviours described as 
'interviewing clients' or 'taking customer orders'. The units of 
behavioural analysis can therefore have important implications for the 

apparent form of behaviour itself. However, to be clear,, it is social 

behaviour in organisations which is taken here to be of greater 
interest, for as will be suggested shortly, 'Organisations exist as 

psychological environments by virtue of being socially produced. 

In the first part of the study the nature of organisational boundaries 
is discussed and the theoretical framework developed. The theoretical 
model is based on the proposition that an analysis of (social) 
behaviour which has specifically an organisational antecedent will be 
enhanced by adopting a social psychological perspective, a proposition 
so obvious that it would be hardly worth stating but for the fact that 
such a social psychological perspective appears to be generally lacking 
in research on organisations. This absence has been commented on by 

a number of contributors to the field of organisation studies, notably 
Katz and Kahn (1978). Sp4ýcifically it is suggested in the present 
study that the psychological situation is an essential element in the 

psychological environment constituted by an organisation, and that 

situations may be thought of as valuable social psychological units of 
analysis linking cognition and social structure and process. In the 

second part of the study a situational analysis of the psychological 
environment encountered by boundary personnel is conducted. Given the 
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different forms boundaries can take and the many types of boundary 

personnel to be found in organisations, this empirical investigation 

deals with only a limited range of boundary personnel, namely, 

professionals and junior or middle managers who, as part of their 

normal work routines, have substantial direct contact with customers 

and clients of the organisation. 

The study is necessarily offered as a preliminary one. Situational 

analysis has only recently begun to emerge (or more exactly, to 

re-emerge) as a theoretical framework in social psychology generally, 

and not surprisingly it lacks conceptual and methodological refinement. 

Its efficacy when applied to organisational settings has yet to be 

demonstrated. There is a second. sense in which the study must be 

understood as preliminary. Forgas (1979a) has argued forcibly that 

the investigation of new and largely unstudied phenomena can most 

profitably proceed by conducting initial descriptive studies. A 

thorough description of the phenomena provides a valuable basis on 

which to formulate significant and relevant hypotheses so that further 

systematic investigation can take place. Forgas (1979a) also suggests 

that this initial descriptive stage in the research enterprise is a 

particularly important one when the phenomena under investigation are 

complex. Social situations that occur in an organisational setting 

are hitherto largely unstudied phenomena and are most certainly complex 
by nature. The present study therefore sets out to describe the 

phenomena under investigation and so to provide the basis for further 

work. To go beyond this would surely be' over-ambitious. For just 

the task of describing boundaries as psychological environments, let 

alone that of developing a body of knowledge concerning these phenomena 
through systematic verification or falsification of hypotheses, will 

necessarily be t he work of more than one investigator. Thus a research 

programme is being advocated which extends well beyond the scope of 
the present inquiry, and the empirical investigation conducted here is 

intended as a contribution'to the initial stage of this programme, 

that is, description of the phenomena themselves. 

Because this is an initial investigation, and because, as will be seen, 
organisational boundaries are complex and enigmatic phenomena, this 

study inevitably raises many more questions than it answers, many more 
problems than it solves. In a sense this is an outcome researchers 
would wish to avoid, although when dealing'with complex phenomena in 
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need of complex treatment, it must be asked at what cost? In the 

present study the raising of questions not yet worked through is held 

to be advantageous, given the long term research aims being advocated, 

and is therefore a deliberate strategy. However, if the study leaves 

us mostly with a sense of anticipation perhaps we may take comfort 

from Weick's (1979b) advice that the best way to understand 

organisations is to 'complicate yourself'. 

1.2 Outline of the Study 

In the present chapter the two major themes of the study are 
introduced. The problematic nature of boundaries is addressed first 

followed by a discussion of the organisation as a psychological 

environment. Since the psychological environment is taken here to 

represent the 6rganisational antecedents of behaviour, attention will 
be given to what is meant by the concept of 'organisational behaviour' 

Finally, the contribution psychologists have made to investigating 

organisations as psychological environments will be briefly assessed. 

Chapter 2 elaborates the concept of an organisational boundary by 

summarising the relevant. existing literature. In Chapter 3 social 
and individual antecedents of behaviour are contrasted as a prelude to 

proposing that the'situation may be regarded as an important social 
psychological unit of analysis in studying organisations, and to 
assessing the status of social and individual antecedents in 

conceptualising behaviour in organisations. Problems associated with 
situational analysis are then addressed. 

Chapter 4 focuses on methodological considerations which attend a 
cognitive-dimensional approach to situational analysis, the form of 
analysis favoured here, and also describes the research design of the 

empirical investigation. Chapter 5 sets out the results obtained 
from the empirical work, and these are then discussed in Chapter 6. 

Finally Chapter 7 places the findings from the-empirical investigation 

within the context of the longer term research prograrnme advocated 
in this study. 
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1.3 The Nature and Significance of Organisational Boundaries 

Boundaries are paradoxical phenomena; they often circumscribe and 

define objects which are essentially continua. When the objects 

are of a social nature this paradox is especially evident, and 

organisations demonstrate it well; they appear to be at once discrete 

entities and continuous with their environments. Thus boundaries, 

whilst highlighting the interrelatedness of organisation and 

environment, draw our attention at the same time to the fact that 

organisations are distinct from their environments. Boundaries are 

gaps between the two (Starbuck 1976), the point at which organisationý 

become independent entities. However, the gaps sometimes appear 

rather large, suggesting that boundaries represent a gradual transition 

from the 'outside' to the 'inside' of an organisation or vice versa. 

Furthermore, according to Starbuck (1976) there may be as many 

boundaries as there are ways of describing organisations, so that the 

form of a boundary will vary according to the dimensions of organisation 

under scrutiny. Indeed it is probably no coincidence that traditional 

schools within the study of organisations have tended to assume the 

boundaries as given. As Benson (1977) has implied, it is perhaps 

easier to describe organisations in terms of coherence and substance 

than to understand them as dialectical phenomena exhibiting self- 

contradiction. 

Boundaries also vary in time, space and form - they may exist only 

intermittently and in relation to only some part of an organisation 

or the environment. For example, the acquisition of new members is 

not continuous, nor does this process necessarily occur within any 

specified physical setting (indeed it is sometimes carried out by proxy, 

using external agents). Thus boundaries do not circumscribe - 
organisations as they do territory, and uhilst there is obviously a 

sense in vrhich boundaries are represented'by purely physical settings 

such as reception desks, sales offices and interview rooms, or concepts 

like 'property', 'assets' and 'ownership', we must look for rather 

more elaborate distinctions in order to do justice to their complexity 

as organisational phenomena. In particular it will probably be 

important to recognise boundaries as processes as well as structures. 

Adams (1980), for example, cecommends that boundaries be studied in 

terms of the activities which occur across them. This suggests that 
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perhaps part of the conceptual puzzle of boundaries lies in the 

language used to describe them. For if we refer to boundaries as 

'things', with substance and form (as when we speak of 'crossing a 

boundary'), then their location may be inevitably problematic with 

respect to social phenomena like organisations, which as Weick (1979b) 

has pointed out, are themselves elusive when conceived of as 

relatively unchanging entities with an objective-like existence. It 

is for this reason that Weick prefers to use the gerund 'organising' 

to the noun 'organisation'. However, for students of organisations 

to discard the idea of organisations as structure would seem to be a 

dramatic step, as well as a negation of many valuable insights into 

organisations already gained. It appears reasonable to assume, 

therefore, that the concepts of both structure and process may come to 

inform our understanding of organisational boundaries. 

Yet the elusiveness of organisational boundaries does not disguise 

their significance. For the location of the boundaries may reveal 

something of the nature of organisations themselves - boundaries at 

least in certain respects determine formwhich is why Aldrich (1979) 

argues that the position of boundaries reflects the control an 

organisation has over its membership, afid that membership varies as 
boundaries shift. Furthermore, the examination of boundaries provides 

a viewpoint different to the more traditional focus in the study of 

organisations, that of intra-organisational processes and structure, 
for it ensures that the interrelation of organisation and environment 
is duly acknowledged. In consequence of this it has increasingly been 

recognised that behaviour of and in organisations cannot be adequately 
explained without reference to the nature of the environment, and 
that effective interaction with the environment is oneof the conditions 
of organisational survival. This view has explicitly informed the 

work of, for example, Burns and Stalker (1961), Emery and Trist (1965), 

Lawrence and Lorsch (1967), Thompson (1967), Terreberry (1968), Katz 

and Kahn (1966,1978), Aldridge (1979), Adams (1976,1980). Moreover, 

recognition of the relatedness of organisation and environment has 

drawn attention to the fact that it is other organisations which form 

a significant part of the environment. This in turn has resulted in 

the emergence of inter-organisational relations as an important level 

of analysis, which has of course now become an established research 
focus for organisational sociologists (for example, Pennings, 1981) 

and economists (such as Williamson, 1975). The study of inter- 
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organisational relations has itself further revealed the connection 
between boundaries and organisational form. A number of researchers 
in this field (for example, Starbuck, 1976, Karpic, 1978) have 

suggested that the interdependence of organisations operating within 

a given arena may render the status of boundaries problematic, and 

so call into question the efficacy of the organisation as a conceptual 

unit of analysis. 

It would seem, therefore that the behaviour of boundary personnel 
merits extensive investigation for three fundamental reasons. Firstly, 
if boundary personnel perform activities in relation to the 

environment which are crucial, at least for the prosperity of an 
organisation, if not its survival, then their behaviour may contribute 
in a vital sense to organisational effectiveness. Clearly a 
comprehensive knowledge of such behaviour has both practical and 
theoretical significance. Secondly, it is to be hoped that the greater 
our understanding of the behaviour of boundary personnel, the less 
boundaries will be characterised by conceptual ambiguity, and 
inasmuch as boundaries signify form, the more refined our theoretical 
knowledge of organisations may eventually become. Thirdly, from 

within an inter-organisational perspective, which by definition moves 
beyond the organisation per se as a unit or level of analysis, 
boundaries represent the links between organisations. Thus as 
Adams (1980) has noted, an understanding of the behaviour of boundary 
personnel becomes vital to this perspective. These are obviously 
ambitious aims - the present study is of course modest by comparison 
for the intention here is to begin the task of'investigating boundaries 
as psychological environments, this itself being preliminary to 
developing a more comprehensive understanding of the behaviour of 
boundary personnel. 

1.4 Organisations as Antecedent Conditions of Behaviour 

1.4.1 Some remarks concerning the nature of organisations. 

In considering organisations as psychological environments some brief 

remarks regarding the nature of organisations themselves may be 

apposite. There is a fundamental issue of perennial interest to 
organisation theorists. This concerns the ontological status of social 
entities such as organisations, and one of the notable features of the 
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literature on organisations is the range of theoretical and 

methodological perspectives that are in evidence. These differences 

in perspectives represent fundamental disagreements about the nature 

of social reality. As Albrow (1974) suggests: 

'Programmatic statements to the effect that only 
individuals are real, organizations are fictions, 
ideas cannot influence events, purposes are 
unreal, structures are metaphors and so on are 
the background assumptions of the different schools 
of thought into which much of the academic world 
divides itself'. (p 40) 

Some theorists (for example, Silverman, 1970, or Clegg, 1975) hold the 

view that organisations can only be understood in terms of meanings 

negotiated between social actors, a position which, in the extreme, 
implies organisations to be merely arbitrarily contrived perceptions. 
But whilst the reality of organisations is obviously in some sense 

mediated by perception, organisations themselves are surely more 

than just provinces of meaning created by their members, as many 

commentators, such as Hall (1972), Katz and Kahn (1978), or Ranson, 

Hinings and Greenwood (1980) have pointed out. Organisations persist 
over time and independently of their founders and members, and as 
Payne and Pugh (1978) note, organisational forms appear to be 
independent of individual abilities. Indeed the very concept of an 
organisation, according to Caplow (1964) and Eldridge and'Crombie (1974), 

can only exist because it is possible to identify commonalities 
across all forms of organisation regardless of time, place or cultural 
setting. 

In fact of course these different perspectives are frequently held to 
be complementary rather than competing alternatives and many theorists 
would probably agree with G'iddens' (1976) observation that there is 

an unstable margin between social structure and human agency: 

'To enquire into the structuration of social practices 
is to seek to explain how it comes about that structures 
are constituted through action, and reciprocally how 
action is constituted structurally'. (p 161) 

In other words, as Ranson, Hinings and Greenwood (1980) have indicated, 
it is probably most useful to regard organisational members as 
creating and sustaining organisational structure, and at once being 
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constrained and influenced by its effects. Thus whilst organisational 

members may have their own plans and intentions, there is a sense in 

which the product of their interactions is beyond the control of any 

one individual, appearing to the participants to have an object 
, 
ive- 

like existence. Indeed as Shotter (1977,1980) has shown, individuals 

cannot even necessarily describe that which they have produced 

socially. However, insofar as organisational members are aware, if 

sometimes only dimly, of this objective-like quality of organisations, 

and are influenced by it, the organisation represents a psychological 

environment for them. Whether such apparently objective structures 
have some reality beyond perception, existing 'out there', so to 

speak, would seem not to be a question which in the end social science 

can answer, as Berger and Luckman (1967) have pointed out. 

1.4.2 Organisations as psychological environments 

How, then, does the perceived objective-like nature of organisations 
act as a psychological environment? In his essay on cognition in 

organisations Weick (1979a) employs a dual conception of organisations 
as 'bodies of thought' and organisations as 'sets of thinking 
practices'. This appears to be, a very useful distinction. 

As 'bodies of thought' organisations are 'things' thought about and 
at the same time 'things' that affect cognition. In other words, in 
the process of being socially constructed organisations appear as, 
and to contain, objective-like structures which then constrain and 
influence organisational members. Thus high order abstractions such 
as the organisation's environment, boundaries, or goals represent the 
perceptual facility to impose structure on the flow of experience. 
As Weick (1979a) suggests, experience of the environment, for example, 
may be ordered in terms of means and ends, cause and effect, 
randomness and control, and so on. At the highest level of abstraction 

an organisation itself is. given meaning in cognition such that both its 

members and those outside are able to retain some enduring notion of 
it, despite the fact that organisations change over time, in some cases 
quite dramatically. 

As objects of cognition organisations 'act back' to affect cognition. 
Indeed, the relationship between (perceived) structural properties 
of organisations such as size, hierarchy, f ormalisation or centralisation 
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on the one hand and cognitive factors such as attitudes on the other 

is increasingly well-researched, as several thorough reviews of the 

literature demonstrate (for example, Porter and Lawler, 1965, Payne 

and Pugh, 1978, Berger and Cummings, 1979). Hierarchy in particular 

has attracted attention for as Tannenbaum (1966) states: 

'Hierarchy is a basic organizational characteristic, but 
it has profound psychological implications for the 
individual members'. (p 45) 

Perception of organisational climate has also been a focus for 

research, and again there are a number of comprehensive literature 

reviews which bear witness to this (for example, Payne and Pugh, 1976, 

James and Sells, 1981). However, the relationships between 

structural variables and cognition appear not to be well understood, 

principally because conceptual integration of the different levels 

of analysis has yet to be adequately accomplished. As Berger and 

Cummings (1979) have put it: 

'Simply the explicit awareness that many studies leap 
from the aggregate macro-organizational level (as 
independent variables) directly to the individual 
level of analysis (as dependent variables) should warn 
us that causality cannot be direct and simple cross- 
sectional, bivariate relationships between these two 
discrepant levels of analysis will not provide adequate 
explanation'. (P 202) 

It is for this reason that the present.. study focuses on the psychological 
situation as a social antecedent of behaviour. It will be suggested 
later that the situation may be regarded as an important variable in 

the psychological environment of organisational members because it 

represents an intermediate level of analysis between cognition and the 

organisation as a high order, abstract reference point. 

If organisations are 'bodies of thought' they are also 'sets of 
thinking practices'. By regarding them as 'sets of thinking practices' 
Weick is acknowledging that organisations represent varied and 
complicated modes of cognition, invoking many different states of 
awareness. This of course can include both explicit 'thinking' as 
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well as 'thoughtless' or 'unthinking' psychological processes, 

the latter of which are usually assumed to accompany routine, 
habitual, repetitive and well-practiced behaviours. In fact as 

Weick (1979a) says: 

'Investigation of the mix between habit and thinking 
is crucial in any analysis of cognition in 
organizations'. (p 67) 

Certainly some behaviour in organisations is routine and habitual in 

that as Hall (1972) points out: 

'Although the learning has taken place in a direct 
interactibn situation, the actual behaviour takes 
place without mental reference to the interaction 
process'. (p 11) 

How much explicit thinking occurs in organisations is a rather 
interesting question. As Weick (1979a) has pointed out, one notable 
implication of Mintzberg's (1973) analysis of the nature of managerial 

work is that managers do not appear to spend very much time actually 
thinking. In fact insofar as social interaction generally in 

organisations is routine, it maybe the case that cognition often takes 
the form of invoking background, assumed and implicit knowledge 

structures rather than actively exercising attentional processes. As 

Knowles and Smith (1982) have recently observed in relation to the 

experiencing of routine social interaction: 

'To the extent that the patterns of obtained 
stimulation are considered adequate to account 
for social percepts, the role of elaborate 
intervening cognitive processes is reduced'. (p 55) 

It would seem, therefore, that in order to understand cognition in 

organisations it will'be necessary to discover what in the psychological 
environment engenders what states of awareness. Again it will be 

suggested that situations are important units of analysis in this 
respect, for situations appear to be objects of attention, often 
represented in terms of implicit cognitive structures, yet sometimes 
occasioning explicit thinking, and in both cases constituting frames 

of reference for behaviour. 
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1.4.3 Behaviour in organisatiOns 

Perhaps the greatest potential advantage to be gained from investigating 

organisations as psychological environments is that it may become 

possible to identify what constitutes specifically organisational 

antecedents of behaviour. For clearly not all behaviour in 

organisations is organisational. Indeed the commonly applied term 

lorganisational behaviour' appears ambiguous for this and several 

other reasons. Weick (1969) has expressed the problem in this way: 

'The phrase "organizational behaviour" is troublesome 
because one is never certain whether it means behaviour 
that occurs within some specified place, behaviour with 
reference to some place, behaviour controlled by an 
organization, behaviour that constitutes an organization, 
or just what'. (p 25) 

One might add that the term can be taken to include behaviour of the 

members of organisations or the behaviour of organisations themselves. 
Weick concludes: 

'The term "organizational behaviour" neither sensitizes 
the investigator to anything crucial nor translates into 
any specific questions'. (p 27) 

Yet despite these strictures it is a term which, if anything, has 
gained rather than lost currency, which is perhaps why Weick (1979b) 
has felt it worth making the same point a decade later. 

Rather than 'organisational behaviour' it may be more useful to adopt 
the term 'behaviour in organisations'. It is then at least clear that 
neither the behaviour of organisations themselves nor behaviour that 
might constitute an organisation is being referred to. Moreover, the 
issue has not been pre-empted of in what sense behaviour is specifically 
organisational. Since obviously in certain respects behaviour in one 
social institution is continuous with behaviour in another, this 
issue is essentially a conceptual one, as McGrath (1976) has observed. 
It is suggested here that we require a conceptual framework to account 
for behaviour in organisations which simultaneously accommodates 
individual antecedents of behaviour, social antecedents of behaviour 

which are specifically organisational as well as those which are not, 
together with instances where the ontogenesis of behaviour is an 
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interaction between individual and social antecedents. This would 

appear to be by definition a social psychological project, or at 

least one to which social psychology can make a major contribution. 

However, lest this be misunderstood, we should not expect of social 

psychology that it can reveal to us some essential properties of 

organisations as antecedents of behaviour hitherto unsuspected, 

although conceivably it might do so. Rather its contribution may be 

in showing how organisations, in all their complexity as abstract, 

high order objects of reference, in other words as perceived social 

structures, are translated to become antecedents of social behaviour. 

The possibilities for such a contribution will be addressed at a 

later stage in the present study. 

1.4.4 The contribution of psychology to the investigation of 
organisations as psychological environments 

Given the emphasis in the present study on investigating the 

organisation as a psychological environment, it seems appropriate 

at this point to assess the contribution psychologists have made 

already in this direction. As it would be neither possible nor 

necessary to review thoroughly the work of social, industrial and 

organisational psychologists, the most obvious potential contributors, 

only a few summary observations will be offered. 

As previously mentioned, social psychologists have not generally 

concerned themselves with a specifically organisational level of 

analysis. As Katz and Kahn (1978) put it: 'The great central area 

of human behaviour in organizations and institutions has been 
ignored' the typical text book ending 'where the most important 

problems of social psychology begin' (p 2). There are of course a 
few writers to have offered a specifically social psychological 

account of organisations, notably Tannenbaum (1966), Weick (1969, 

1979b) and Katz and Kahn (1966,1978) themselves, although the 

latter are somewhat closer to a sociological perspective than the 

title of their book 'The Social Psychology of Organizations' 

suggests, as Silverman (1970) pointed out. Despite Katz and Kahn's 
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observation, the work of social psychologists has nonetheless greatly 
informed our understanding of social processes in organisations, for 

example, leadership and intra- and inter-group dynamics, and has 

contributed to the development of important conceptual units of 

analysis, particularly organisational roles. Indeed the concept of 

role has long been advocated by social psychologists (for example, 

Levinson, 1959) as a means of locating personality and organisational 

structure within one analytical scheme, a project clearly central to 

developing a theoretical understanding of behaviour in organisations. 

For that reason the place of social roles in relation to situational 

analysis will be considered when elaborating the theoretical 

framework suggested in this study. However, the present writer finds 

it necessary to agree with Katz and Kahn that a specifically 

organisational level of analysis has for the most part been ignored 

by social psychologists. Furthermore, within those contributions which 
have been made-it would appear there is little evidence that 

organisations are being addressed as psychological environments, the 

more recent work of Weick (1979a, b) excepted. 

It is probably fairly safe to say that industrial psychologists, given 
their traditional emphasis on the analysis of individual differences 

in relation to tasks' and work roles, have simply been unconcerned 
with organisations per se. Indeed the general limitations of 
industrial psychology, now well-documented (for example, by Bass and 
Barrett, 1972, Argyris, 1976) certainly suggest this. Bass and 
Barrett argue that industrial psychology has traditionally been 

management oriented, atheoretical, fragmented in its subject matter, 
lacking generality across organisations in its analysis, more concerned 

with statistical correctness than the practical significance of 
results, over reliant on survey methods for reaching generalisations, 
guided too much by practical problems, and concerned with inventing 

problems to fit existing research methods. Given this catalogue of 

criticisms it is perhaps not very surprising that industrial 

psychology has failed to contribute to a general theory of behaviour 
in organisations. As Argyris (1976) suggests, within this scheme of 
things, organisations are treated as simply unknown, unimportant and 
more or less unchanging backdrops against which individuals behave. 

The specifically organisational referent attested to by the denomination 
vorganisational psychology' suggests that researchers within this field 
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might be concerned with the organisation per se as a level of 

analysis and indeed with organisations as psychological environments. 

Unfortunately it is especially difficult to evaluate the contribution 

of organisational psychology to the investigation of organisations 

as psychological environments because as Bass and Ryterband (1979) 

have indicated, it is often assumed not to be a discipline in its 

own right but rather, a field of study drawing on many established 
disciplines. In fact, inasmuch as these include social and 
industrial psychology the observations made above with respect to 

those disciplines apply also to organisational psychology. The 

following generalisations must therefore be treated with due caution. 

In the present writer's view there exists only limited evidence 
that organisational psychologists have conceptualised and studied 
organisations as psychological environments. Most certainly the 

research on organisational climate, together with studies linking 

organisational structure and attitudes referred to earlier represents 

an important contribution in this direction. Moreover, to the 

extent that organisational psychologists have generally conceptualised 
organisations as motivational systems -a review of this voluminous 
literature being obviously impossible here - the psychological 
environment of organisational members has been a focus of concern. 
However, we must surely admit of more in the psychological 
environment than just incentives, or risk abusing the concept of 
motivation. For in the extreme, motivation can be invoked to explain 
all behaviour such that, as Evans (1981) has recently observed of 
Skinnerian behaviourism: 'Motivation becomes at once everything 
and nothing' (p 61). 

The other major theme within organisational psychology which 
must be mentioned is that concerned with the linkages between 

the organisation and personality needs. Engendered by 
Argyris's (1957,1960) formative work on the inimical relationship 
between formal organisation and the mature personality, this has 

provided a major focus for organisational psychology. In fact 
Argyris (1976) appears to define organisational psychology in 

terms of this theme alone, thereby disagreeing with the view that 
organisational psychology lacks substance as a discipline. 
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At the heart of this theme lies a concern for the impact of the 

organisation on personality and as Schein (1970) suggested, for 

the integration of individual and organisational interests. However, 

whilst the organisation obviously is treated as a psychological 

environment, in this respect, it may be argued that organisational 

psychology is perhaps more a science of personality than a science of 

organisations, and that as such, it has yet to advance a general 

theory of behaviour in organisations. Certainly its characterisation 
by Alderfer (1972) as clinical and humanistic would support that 

view. For the same reason the application of a psychoanalytic 

approach within the general perspective provided by organisational 

psychology, evident in the work of Jaques (1955) and carried forward by 

others such as Menzies (1970) and De Board (1978), has not yielded 

an integrated framework within which to understand organisations as 

psychological environments. 

Finally, in the light of the above remarks it is interesting to note 

a recent observation by Spector (1982) who, in suggesting that locus 

of control may moderate the relationship between incentives and 
performance, concludes: 

internals seem to behave in ways that validate 
much theory in organizational psychology. That is, 
internals respond to reinforcement contingencies 
(incentive systems) on the job, they seem to prefer 
participative supervision, they demonstrate 
initiative, and they tend to take personal action on 
the job. Externals on the other hand seem 
unresponsive to incentives (they want them but will 
not neces ' sarily work harder for them) and prefer 
directive supervision. Thus much organizational 
theory might-well be limited to internals'. (p 495) 

If Spector's analysis is correct then the significance attributed to 

personality by organisational psychologists may be about to assume 

new proportions. 

1.5 Summary 

The aims of the present study are twofold: firstly to offer an analysis 
of the psychological environment encountered by boundary personnel, 
and secondly to suggest a theoretical model of the organisation as an 



- 17 - 

antecedent condition of social behaviour. In this chapter the 
importance of studying behaviour at organisational boundaries and the 

problematic nature of boundaries themselves were considered, and the 

concept of the organisation as a psychological environment introduced. 

Finally the need for a major social psychological contribution to the 

study of behaviour in organisations was discussed, together with the 

contribution that psychologists have made so far to the investigation 

of organisations as psychological environments. 
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THE CONCEPTUALISATION OF ORGANISATIONAL BOUNDARIES 

2.1 Introduction 

This chapter documents the conceptualisation of boundaries within the 

existing literature. As well as being of interest in its own right, 

existing knowledge of organisational boundaries is of importance 

within the context of the present study for two reasons. Firstly it 

may be of assistance in interpreting empirically derived representations 

of the psychological environments encountered by boundary personnel, 

once these have been obtained. It is of course the aim ofýthe 

present empirical enquiry to construct such representations. 

Secondly existing knowledge may be of value in formulating relevant 

hypotheses relating to these cognitive representations. It will be 

recalled from the previous chapter that in initial studies, of which 

the present inquiry is an example, description of the phenomena under 
investigation and subsequent formulation of relevant hypotheses 

relating to these phenomena are major concerns. 

A feature of the literature on boundaries is that boundaries have 

tended to be of interest to researchers as an outcome of a primary 
concern for the relationship between the organisation and its 

environment. Thus whilst certainly some have made boundaries per se 
their point of investigative departure, many have studied them 
indirectly, or perhaps more accurately, by implication. It is 

possibly for this reason that a comprehensive documentation of the 
literature on boundaries themselves seems to be lacking, and it is 
hoped that the present chapter will contribute towards filling this 
apparent gap. The environment and its relationship to the organisation 
will therefore be focused on initially, followed by a discussion of 
the different conceptualisations of boundaries evident in the 
literature. Five such conceptualisations are identified. 

2.2 Environment, organisations and Boundaries 

Amongst students of organisations there has been an increasing awareness 
of the importance of studying organisational boundaries such that 
there now exists an extensive and diverse literature which bears either 
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directly or indirectly on boundary issues. This interest is relatively 

recent - March's (1965) 'Handbook of Organizations', for example, 

makes no reference to organisational boundaries whereas a decade 

later Dunnette's (1976) 'Handbook of Industrial and Organizational 

Psychology' contains two chapters devoted specifically to the 

environment and boundaries. The traditional approaches to the study 

of organisations were concerned almost exclusively with internal aspects 

of organisations. Neither the literature on bureaucracy, emanating 

from the ideal type Weberian model, on the one hand, nor the 

prescriptions of scientific management, industrial psychology, and the 

human relations movement on the other, speak in any significant way 

of the relationship between an organisation and its environment. All 

are silentabout the nature of organisational boundaries and by 

implication, have treated them as unproblematic. Indeed it was not 

until the 1960s with the appearance of empirical studies such as those 

by Burns and Stalker (1961) or Lawrence and Lorsch (1967), together 

with some significant conceptual analyses, especially those of Emery 

and Trist (1965), Katz and Kahn (1966), Thompson (1967), and Terreberry 

(1968), that organisational environments and hence boundaries were 

afforded any real consideration. Since then there has been a rapidly 

growing number of contributions concerned with, in the language of 
Emery and Trist, L 12 ,L 211 and L 22 relationships - where L denotes 

some potentially lawful connection, the suffix 1 signifies the' 

organisation and the suffix 2 the environment, so that L 11 refers to 
intra-organisational processes, L 12 and L 21 to exchanges in either 
direction between an organisation and its environment, and L 22 to 

relationships that exist between parts of an organisation's environment, 

or to the 'causal texture' of the environment. 

This interest in L 12 ,L 21 and L 22 relationships has produced an 
awareness that the environment is a complex and ill-defined phenomenon, 
and that by implication the connections between the environment and 
an organisation may be no less problematic. Indeed the more that the 

environment is assumed to include, and the more abstract the level of 
analysis, the less easy the organisation-environment distinction is 

to make. It is of course L 22 relationships that form the basis of 
inter-organisational dependencies. In fact at this macro level of 
sociological analysis, the significance of L 22 relationships is such 
as to have engendered questions concerning the viability of 'the 
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organisation' as a useful conceptual distinction. Thus Karpic (1978) 

in the preface of his reader 'Organization and Environment' comments 
in an editorial capacity: 

I do not think I would be travestying the ideas of 
most of the authors here if I say that there is a 
certain re-examination of, or at the very least a 
doubt concerning the relevance of the organization as 
an analytical unit ... (for) the force of our 
explanations might be enhanced were we to uncover the 
general and invisible determinations acting upon the 
manifest properties of organizations and had we the 
means to analyse the one or several institutions to 
which they belong in their singularity and their 
interdependence'. (p 11) 

Certainly this line of thinking appears to inform more recent research 

on inter-organisational relationships as, for example, the work of 
Boje and Whetten (1981). Aldrich and Whetten (1981), Hjern and 
Porter (1981), or Galaskiewicz and Shatin (1981) demonstrates. Indeed 

Pennings (1981) advocates the use of a conceptual level such as 
'market' or 'industry' to analyseSinter-organisational relationships. 
He suggests, for instance, that the economist's notion of the kinked 
demand curve produced under conditions of oligopoly, is in fact an 

example of an analysis at this level since it reflects inter- 

dependencies amongst organisations operating in limited competition. 

Inasmuch as L 22 relationships raise questions concerning the 
organisation as a unit of analysis, they serve to emphasise the complex 
nature of boundaries themselves. However, clearly an understanding 
of the nature of L 22 relationships is beyond the scope of the present 
inquiry and is unnecessary except insofar as such relationships hold 

a direct significance for what takes place at organisational boundaries. 
The concern here is with what has been tem. ed by, for example, Evan 
(1966) and Adams (1980), the 'focal' organisation, and its 

environmentý, that is to say with the L 12 and L 21 relationships of any 

one organisation within the inter-organisational structure. L, 2 and 
L 21 relationships relate to an organisation's immediate or first order 
environment whereas L 22 relationships refer to potential and actual 

connections within the second to n 
th 

order environment. Thus LI'2 and 
L 21 relationships have direct significance for what occurs at the 
focal organisation's boundaries. However, as Adams (1980) has observed, 



- 21 - 

L 22 relationships may also hold certain implications for an 

organisation's boundary functions, especially with respect to the 

extensive and broadly based intelligence gathering activity necessary 
for survival in what Emery and Trist (1965) referred to as a 
'turbulent field' environment one in which dynamic processes are 

generated by the field itself not just by the interactions of 

components. To that extent, therefore, L 22 relationships can have a 
direct bearing on what takes place across a focal organisation's 
boundaries. 

Of course the distinction between the first to n 
th 

order environment 
is to a degree an arbitrary, if convenient one, and reflects 

fundamental problems inherent in any attempt to comprehend the 

environment. Furthermore, anything outside of an organisation can 

potentially be treated as the environment. Hall (1977), for example, 
identifies the general environmental conditions of organisations as 
being technological, legal, political, economic, politico-economic, 

demographic, ecological and cultural. Yet a further difficulty arises 

from the fact that within a turbulent field an organisation is linked 

to the environment in mutual causal loops and as Adams (1980) puts 
it, 'is both subject to and a cause of the process effects' (p 327). 

Again to quote Karpic (1978): 

'The notion of environment refers to both a problem 
and a reality. A problem because it concerns the 
study of the reciprocal relations between the internal 
and the external and a reality which ill lends itself 
to analysis, moreover, -as it appears to be arbitrary, 
residual and undifferentiated. The organization's 
boundaries are in point of fact imprecise, and the 
environment encompassingall. that is not part of the 
organization combines a great many heterogeneous 
phenomena, and we can never hope to enumerate them 
all. All we can say about the environment is that 
it exists, and that we have to study it'. (p 15) 

In fact Clegg and Dunkerley (1980) suggest that there are at least four 

conceptual analytic schemes to have emerged as means of thinking about 
the environment: the causal texture perspective in which parts of the 

environment are seen as interrelated in such a way as to encourage 
some organisational actions and inhibit others; the natural selection 
perspective which views organisations as attempting to achieve the best 
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possible fit with their environments; the information perspective 

which focuses on information from the environment as a means by 

which managers reduce the uncertainty of decision making; and lastly 

the political economy perspective in which the environment is seen 

as being the basis of a superordinate control mechanism, typically 

operating at the level of markets or inter-organisational networks. 

The environment, then, is a complex and problematic phenomenon, and 

its relationship to the organisation equally so. Against this 

background, how have boundaries themselves been conceptualised? 

2.3 The Conceptualisation of Boundakies 

The literature on organisational boundaries is potentially immense 

since as mentioned already, it must necessarily be taken to include 

the general field of organisation - environment relations. Indeed 

Starbuck (1976) refers to his own attempt to summarise the literature 

concerned with organisation-environment relations as being 'symbolised 

by Jonah trying to swallow the whale' (p 1070). The most obvious 

conceptual distinctions within the literature have been engendered by 

the different levels of analysis adopted. There appear to be four 

such conceptually discrete distinctions: 

1. Boundaries as system and structural features 
2. Boundaries as functions and activities 
3. Boundaries as organisational roles 
4. Boundaries as organisational member-client/customer 

relationships and interactions 

One further conceptualisation - boundaries as the limits of 

organisational membership-is also identified. This conceptualisation 
is distinct from the other four in that it is concerned with a 
defining characteristic of organisations themselves. 

2.3.1 Boundaries as system and structural features 

An obvious sense in which boundaries are related to or are aspects of 
the structure of an organisation (or its environment) is through the 
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system concept. It is widely recognised amongst organisation theorists 

(for example, Katz and Kahn 1978, Aldrich 1979) that boundary 

maintenance is a central feature in organisational functioning, and 

is essentially a problem of control since the integrity and autonomy of 

an organisation eventually depend on being able to regulate inputs and 

outputs. Boundaries therefore represent the limits of appropriate 

system activity and are crucial in defining the core processes of 

importing to and exporting from the system. Since by definition there 

is often no discontinuity of process between organisation and environment 

within the open system concept, organisations are constantly faced with 

the problem of effective boundary control, as Miller and Rice (1967) 

pointed out. Moreover, without the existence of boundaries the system 

concept becomes untenable since it is no longer possible to distinguish 

between organisation and environment. Conceived at the system level 

therefore, boundaries are to be understood according to Katz and 

Kahn (1978) as, 'qualitative breaks between the activity within the 

system and the activity on the outside' (p 66), and boundary control 

as a process of preserving those breaks. 

It is worth noting that any difficulty in empirically locating these 

theoretically grounded system boundaries may to some extent dissolve 

if, as Starbuck (1976) suggests, environments are partly organisational 
inventions: 

'To no small degree, an organization's environment is an 
arbitrary invention of the organization itself. The 
organization selects the environments it will inhabit, 
and then it subjectively defines the environments it has 
selected'. (p 1078) 

In other words, clues to the whereabouts of a system boundary may be 

most readily gained from a perspective within the system itself. 

However, as Ranson, Hinings and Greenwood (1980) have argued, environments 

can influence organisations'independently of the perceptions of 

organisational members and so are not merely organisational creations. 

To that extent, therefore, it is probably not sufficient to locate 

boundaries by reference to perceptions within the system alone. it is 

also interesting to note that implied in the notion of boundaries being 

arbitrary organisational perceptions is a view of the organisation 

possessing choice in the determination of its environment. Child (1972) 

in particular has been the architect of this idea. Again, insofar as 
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organisations do not invent their environments, presumably this choice 

is limited. Infact as Aldrich (1979) and others have pointed out, the 

extent of or limits to such choice will tell us whether organisations 

inhabit environments as a result of natural or rational selection 

processes, these two alternatives having rather different implications 

for boundary form. 

As structural features of organisations how are boundaries determined? 

In effect this amounts to asking how organisational structure itself 

is determined. To the extent that environmental constraints exist they 

are argued by many commentators to have an impact on organisational 
form and so on boundaries. Pfeffer and Leblebici (1973), for example, 

have suggested that if significant elements in the environment become 

concentrated as, for example, when pressure groups join forces, a 

corresponding change in the dimensions of an organisation's structure 

may emerge - in particular an increase in the formalisation and 

centralisation of boundary spanning activities tends to occur. Aldrich 

and Herker (1977) hypothesise that boundaries will be more prominent 
(measured as a high proportion of boundary roles within a given 

organisation) when the environment is heterogeneous, rapidly changing, 

when it contains a concentration of the important elements, and is 

'lean' or lacking in resources. In a similar vein Mericle (1980) has 

shown that the allocation of resources to boundary activities is 

positively correlated with environmental complexity. To give but one 
further illustration, Wheeler, Mansfield and Todd (1980) and 
Mansfield, Todd and Wheeler (1980) have elaborated upon the 
environmental constraints theme by questioning the efficacy of 
'environment' as an all-embracing concept, suggesting that dependence on 
different sectors of an organisation's environment such as owners or 
customers may have different structural implications. 

Aside from the environment there are in particular two essential 

parameters of organisations themselves which have been considered to 
impose structural imperatives, and which therefore have implications for 

organisational boundaries. These are technology and organisational 

size. Since the publication of Woodward's (1965) work there has been 

a concern with the contingent relationship between technology and 

organisational structure. When the variable of size is introduced 

however, the connection appears less certain; indeed Pugh and Hickson 
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(1976) have suggested that size is a better predictor of organisational 

structure than technology, but it should be added that the debate 

concerning the technology-structure nexus is compounded by differing 

definitions of technology within the literature. In an important 

contribution Aldrich and Herker (1977) draw on Thompson's (1967) 

concepts of mediating, long-linked and intensive technology to argue 

that, acting as a source of internal organisational differentiation, 

varying technology types are responsible for different forms of 

organisation-environment interaction. Mediating technology (which links 

clients or customers with one another) generates a higher proportion 

of boundary roles than long-linked technology (which is designed to 

buffer most of the organisation's units from the environment) or 
intensive technology (which has a form dependent upon the object being 

worked on). Furthermore, organisations with a mediating technology are 

less inclined to separate boundary spanning activity from their 

technical cores, whereas organisations employing long-linked or 
intensive technology exhibit an opposite tendency. 

Setting aside the problem of the extent to which size is a major 

determinant of organisational structure, it does at least seem likely 

that small organisations will be less differentiated than large ones, 

as Child (1973) has pointed out, and so be less reliant on formalised 

boundary activities. However, a caveat must be added for despite 

extensive empirical investigation, the size-complexity relationship 

remains ambiguous, as Clegg and Dunkerley (1980) note in summarising 

this research. 

2.3.2 Boundaries as functions and activities 

The second form in which boundaries have been conceptualised is as 
functions or activities. This would seem to be a logical outcome of 

treating organisations as goal-directed entities, a perspective 

certainly implicit and usually explicit throughout the literature on 

organisations, although, we should note, not without its critics as the 

work of, for example. Weick (1969,1979b), Silverman (1970), Georgiou 
(1973) or Manning (1982) suggests. There appears to be little 

disagreement that organisational boundaries can be thought of as 
activities or functions, as numerous contributions in the literature 
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demonstrate, for example, Kahn et al (1964), Aldrich and Herker (1977), 

Adams (1976,1980), Pfeffer and Salancik (1978), Katz and Kahn (1978), 

Aldrich (1979). It appears that any differences in usage that exist 

between the terms are for the most part dictated by level of abstraction. 

Activities seem to convey a more empirical reference than functions. 

Adams (1980) suggests that, 'As activities, organization boundaries ... 
are the functional linkages between any given organization and its 

environments' (p 322). 

This conceptualisation is of course very much a process view of 
boundaries. One particular difficulty lies in determining what 
functions and activities are actually constituted by boundaries. This 

is largely a matter of deciding which functions or activities are 
included in or subsumed by. others. For example, it is problematic 

whether the acquisition of inputs and the disposal of outputs are 

subsumed as functions under external representation, are subsumed by 

something else, or are themselves a superordinate class (as they of 

course are from within a purely systems perspective). This being so, 

any classification is somewhat arbitrary, and the problem is compounded 
by the fact that different functions and activities may often be 

performed simultaneously. As Adams (1980) notes: 

'Traditional (boundary) role titles - ticket agent, 
salesman, public relations representative, for 
example - are misleading simplifications of the 
activities performed, the organizational functions 
served, and the psychological implications for the 
role encumbents, no matter how suggestive the titles 
may be'. (p 351) 

However, certainly some distinctions are possible and the four classes of 
functions and activities considered below do appear relatively 
independent of one another. These are: the processing of inputs and 

outputs; the gathering of intelligence; externally representing the 

organisation; and lastly, mediating between the organisation and its 

environment. This schema generally follows that proposed by Adams 
(1980) in his. analysis of boundary functions and activities. 

The processing of inputs and outputs contains two important 
distinctions: firstly the acquisition of inputs and disposal of outputs, 
and secondly the filtering of those inputs and outputs. Generally 
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speaking, inputs have received more attention than outputs, as 

Adams (1980) notes, although the significance of output transactions 

was pointed out by Thompson (1962) at an early stage in the history of 

research into organisation-environment relations. 

As Miller and Rice (1967) made clear, the acquisition and disposal 

functions are directly supportive of the primary task, and what Katz 

and Kahn (1978) refer to as the maintenance and adaptive structures, and 

so are critical for the survival of the organisation. In their pure 
form, or to the extent that they can be isolated from other functions, 

acquisition and disposal are often carried out according to routinised 

work patterns, at least at lower hierarchical levels in the 

organisation. But these functions cannot always be separated from 

external representation as Aldrich (1979) has observed, since they may 
involve 'selling' the organisation to the outside world. Moreover, 

according to Adams (1976), acquisition and disposal sometimes 

necessitate negotiation and bargaining and to this extent may be 

activities which also contain an element of mediation (the last 

boundary function to be considered below), since those who negotiate 

on the organisation's behalf are interceding between different 

preference orderings found within the organisation and its environment. 

Closely allied to acquisition and disposal, but in some respects 
distinct from them, is the filtering of inputs and outputs. The 

filtering of people, information and materials in either direction at 

the boundaries of organisations is likely to be universal, although 

obviously other types of inputs and outputs are also important here. 

Filtering often occurs as an outcome of acquisition and disposal, but 

may also be a separate activity carried out by specific individuals, 

for example, those who are concerned only with admission to or release 
from an organisation. 

The filtering of people as inputs is to be commonly observed in 

organisations. For instance, customers are frequently screened (for 

example, for their credit-worthiness) and as McKinlay (1975) has 

noted, 'people-processing organizations' such as client-centered 
bureaucracies have a tendency towards 'creaming', or in other words, 
towards accepting the most reliable and placeable clients at the 

expense of the more troublesome ones. Selection of new employees is 
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of course an obvious further example of filtering people as inputs. 

The filtering of people as outputs most obviously occurs in total 

institutions, but is by no means confined to such organisations alone. 

Filtering of information as input and output tends to be conceptually 

indistinct as a discrete activity since it often appears possible to 

subsume it under other boundary functions. Filtering information input 

refers to selectively reducing environmental cues. The environment is 

a source of much information which may be potentially of relevance to 

an organisation, as many have pointed out, for example, Dill (1958, 

1962), Lawrence and Lorsch (1967), Aldrich and Mindlin (1978). 

According to the information perspective on organisation-environment 

relations identified by such theorists as Aldrich (1979) and Clegg and 

Dunkerley (1980), information is a means of reducing the uncertainty 

of decision-making, and its processing across boundaries will 

accordingly have important implications for the organisation. This 

leads Aldrich and Herker (1977) to propose that: 

'An organization's ability to adapt to environmental 
contingencies depends in part on the expertise of 
boundary role incumbents in selecting, transmitting, 
and interpreting information originating in the 
environment'. (p 219) 

Filtering information as input is therefore a process of making it 

relevant to those members of the organisation not immediately in 

contact with the environment. As March and Simon (1958) showed, 

information is interpreted, summarised, stored, withheld and otherwise 

selectively acted upon before being transmitted and disseminated 

throughout the organisation. However, insofar as such information 

filtering is concerned with reducing uncertainty and protecting the 

organisation against information overload, it may be as much a 

mediating function as specifically one of filtering. This issue is 

raised again below in discussing mediating functions. 

Filtering information as output concerns the selective dissemination of 
information to the environment, which clearly is a widespread boundary 

activity. Yet as with filtering information input, there is some 
difficulty in knowing whether filtering information as output can be 

seen as a distinct activity since it obviously is related to the 
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boundary function of external representation. 

Filtering materials as input and output is a somewhat less ambiguous 

activity, typically involving processes such as selective buying and 

quality control. 

To the extent that filtering of inputs and outputs occurs in relation 

to specific criteria, errors are possible which produce costs for the 

organisation. As Adams (1980) points out, errors may be of two kinds - 

either 'admitting an input and emitting an output that should not have 

been (or) not admitting an input and not emitting an output that 

should have been' (p 338) - and suggests that there is a tendency 

towards the latter type, particularly when such mistakes are less 

visible. 

The second function or activity to be identified is the gathering of 
intelligence. The differences between this and the information filtering 

function just discussed lie in the degree of active searching, the 

breadth of interest, and the temporal perspective involved. Intelligence 

gathering is associated with deliberately setting out to collect 
information, possibly from a wide range of sources, and often with no 
immediate end in view except to store that information for some 

possible use at an unspecified future time. Information filtering, by 

contrast, typically concerns reacting to information received 
(possibly unsolicited) and is oriented more towards the current 

operating practices of an organisation. The gathering of intelligence 

is a speculative activity focused towards the long term survival of the 

organisation and the collection of data is more important than 
interpretation of its relevance. Marketing or research and development 

activities, for example, are often of this type, and it may be 

suggested that intelligence gathering as a boundary activity can have 

a significant effect on the innovation process in organisations. 
Indeed a number of researchers, for example, Miller (1971) and 
Tushman (1977) have pointed to the importance in general of boundaries 
in the innovation process. 

The third major function to be performed at boundaries is external 
representation of the organisation. Although representation inevitably 

occurs as an outcome of any transaction with the environment, and is 
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therefore an inescapable aspect of boundary functions, it also takes 

place as specific activities. These include, for example, advertising, 

public relations, or 'ambassadorial' presentation, the latter often 

occur, fng at organisational 'outposts', as Adams (1976) has pointed 

out. External representation is a twofold process of making the 

organisation (more) visible on the one hand, and on the other, as 

Katz and Kahn (1978) have suggested, of maintaining (or enhancing) 

the image and political or social legitimacy of the organisation. 

This involves selective communication of information about the 

organisation at both an overt and covert level, and is supposed to 

reflect the policy decisions of the organisation. Since such decisions 

are theoretically taken somewhere in an organisation other than at the 

boundaries, boundaries themselves are not information sources, and the 

process of external representation is a one way flow to the environment 

of information emanating from within the organisation. Adams (1980) 

notes that representations may be true or false, in other words, 

organisations may choose between accurately portraying and deliberately 

misrepresenting themselves. It is also the case that representations 

may be unwitting, although such instances are not strictly aspects of 

the boundary function. Rather, they are inescapable features of the 

image formation process which takes place in relation to the 

environment and which occurs regardless of whether an organisation has 

a deliberate policy of impression management or not. 

The final boundary function or activity identified is that of mediating 
between the organisation and the environment. As with representation, 

mediation is necessarily a feature of all interactions between 

organisation and environment. Nevertheless, it also involves 

specifically created boundary activities such as security maintenance 

and other forms of policing, the reception of outsiders, negotiation 

processes (conducted, for example, by industrial relations specialists), 
legal representation, or performance of the 'spokesman' function. 

Indeed it can be argued, as Mintzberg (1973) has done, that mediation 
is an important aspect of the general function of leadership in 

organisations. 

Thus the essence of mediation lies in boundary activities designed to 
intercede and intervene between the organisation and its environment. 
This is because there is a sense in which organisations need to remain 
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isolated and to be preserved from their environments. Mediation takes 

several forms. Firstly as mentioned already boundaries have the 

function of absorbing uncertainty and of acting as a defence against 

information overload. Mediation takes place in that inferences are 

drawn about the condition of the environment and passed into the 

organisation. As suggested, this is the direct counterpart of filtering 

information input. Secondly mediation concerns protecting and 
buffering the organisation by absorbing representations from awkward 

and hostile elements in the environment, which as Adams (1980) points 

out, may include preventing face-to-face confrontations. Finally a 

third form of mediation, identified by Aldrich and Herker (1977), is 

apparent in the compromise that sometimes has to be effected between 

organisational policy and environmental constraints. Frequently it 

falls upon those organisational. members directly in contact with the 

environment to achieve this balance, which as suggested earlier, implies 

a form of negotiation since some agreement must be reached between 

different preference orderings. 

2.3.3 Boundaries as organisational roles 

The concept of role has been widely employed in the study of 

organisational boundaries. Kahn et al (1964) define a boundary role 

as: 'one for which some members of the role set are located in a 
different system' (p 101) which is a systems way of saying that boundary 

roles are organisational positions involving contact with the 

environment. As most organisational members have at least some 
contact with the outside Kahn et al invoke the idea of 'boundary 

relevance' in order to identify boundary roles. Boundary relevance 
depends on the time spent engaged in boundary activities and the 

salience of outside contacts for effective role performance. The 

earlier discussion of boundary functions and activities would suggest 
that it is those aspects which may determine boundary relevance for a 
given role. 

Boundary roles possess particular structural characteristics, four such 
features being identified in the following discussion. Firstly the 

extent to which boundary roles are routinised, and as a concomitant''of 
this, the amount of discretion they permit represents an important 

defining property. The degree of routinisation depends on a number of 
factors, particularly the extent to which an organisation needs to 



- 32 - 

control the behaviour of boundary personnel. Secondly boundary roles 

are noteworthy for the power bases used by role incumbents. Thirdly 

the position of boundary roles creates for their occupants an effect 

of psychological distancing from the rest of the organisation, and 

finally such roles are often held to be experienced in terms of structurally 

produced conflict. 

Boundary roles vary in the degree to which they are routinised, this 

depending on a number of factors. At a general level routinisation will 

vary according to the particular function(s) carried out within a 

specified boundary role. It will also depend upon the type of 

organisation and environment. When an organisation (such as a government 
bureaucracy) provides a service for a large client population, 

Thompson (1967) suggests that routinisation may be necessary to allow 

boundary personnel to cope with the volume of interactions and to 

prevent overload. Aldrich (1979) argues that standardised products 

also generate a tendency towards routinisation, as do stable 

environments. Yet a further source of variance may be the status or 

hierarchicalposition of a particular boundary role; for example, 

such roles are frequently performed by professionals as has often been 

noted (for instance, by McKinlay, 1975, Danet, 1981); indeed, 

professionals by definition may be argued to occupy boundary roles. 

The amount of discretion that a role incumbent can exercise is also a 
function of physical proximity to the organisation and of work 

pattern. For example, Bittner's (1967a, b) studies suggest that police 

officers on patrol apply wide discretion in dealing with the public. 
Furthermore, Aldrich (1979) points out that routinisation may be 

implemented as a deliberate form of control and will occur particularly 

when in Etzioni's (1961) terms, boundary members have a low commitment 
to the organisation. In fact the problem of commitment may exist 

precisely because of the extensive outside contact afforded to boundary 

role personnel, as Katz and Kahn (1978) have observed. Routinisation 

will therefore be a function of the organisation's need to control 
behaviour in boundary roles. 

Aldrich and Herker (1977) suggest that the power which accrues to a 
boundary role will vary inversely with routinisation. Boundary roles 
are a distinct class of organisational roles by virtue of their 
location and the functions they fulfil, and this has some important 
implications for the manifestation of power in such roles. A second 
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structural characteristic of boundary roles, then, is the scope of 

power that exists, and the use and form of that power. The most 

important source of power is the ability to act as a 'gatekeeper' - 

to filter inputs and outputs, particularly the former - and the filtering 

of people, information and materials has already been especially 

emphasised. To mention but a few examples in the literature which 

attend particularly to the filtering of people: Deutscher (1968) 

showed how gatekeepers decide which clients will be given preference; 

Hall (1971) demonstrated that in a social service agency receptionists 

had far greater discretion than was admitted to in the official version 

of their role; and Nagi (1974) argued that: 'gate-keeping decisions 

constitute a point of leverage which ... professionals use in the 

pursuit of their interests. Such decisions become more manipulatable 

when they are of a non routine nature' (p 56). Information 

gatekeepers are also powerful. Whilst as Schneider, Parkington and 

Buxton (1980) note, some people at boundaries have relatively little 

control over information, it must inevitably arise as suggested 

earlier, that organisations have to rely on the expertise and discretion 

of their information gatekeepers. Pettigrew (1972), for example, 

showed how a gatekeeper was able to gain strategic advantages during 

an organisational decision-making process through the control of 

information flow. 

Thus when boundary personnel can act as gatekeepers they possess an 
important source of power - the control of certain resources in both 

an inward and outward direction. However, when such power is not 

available or when its use would be inappropriate, what are the bases 

of power used by boundary personnel? Adams (1976,1980) has argued 

that in general boundary personnel do not have the same forms of 

power available to them as do other organisational members. This is 

especially evident in interactions across the boundaries themselves. 

Transactions with outsiders cannot be conducted according to the 

exercise of legitimate power, and only limited use of reward and 

coercion is possible. As a result boundary role occupants must rely 

more on the application of what French and Raven (1960) called referent 

and expert power. Mathiesen (1972), for example, in a study of two 
Scandinavian prisons, found that senior prison officials had to rely 

on establishing friendship relations in their communication with 

officials from outside agencies in order to obtain cooperation; 

moreover, it became apparent that intra-organisational sharing of 
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information was obstructed largely because extra-organisational 

relationships were (necessarily) based on friendship, for they created 

an aura of external conspiracy. 

The particular position of boundary roles suggests that their incumbents 

are psychologically distant from the organisation. Adams (1976) 

claims that this 'potentially weakens (their) organizational bonds as 
does (their) relative closeness to the outside environment' (p 1176), 

which in turn induces suspicion of the boundary role occupant by other 

organisational members and a consequent desire to monitor the 
behaviour of boundary personnel. Sometimes social control is applied in 

the form of symbols such as uniforms and titles (Tannenbaum, 1966) or 

rotation of staff in and out of boundary roles (Aldrich, 1979). 

Powerful boundary role persons like gatekeepers are able to reduce the 

effects of control; Rosen and Adams (1974), in a laboratory setting, 
found that the severity of discipline administered to subordinate 
information gatekeepers guilty of 'organizational coverups' and 

concealing or distorting information was partly a function of the 

superior's dependence on the subordinates - high dependence tended to 
induce only mild disciplinary measures. 

There is one other structural characteristic of boundary roles which 

requires particular attention. Adams (1980) describes this as being the 
'dynamic, dual conflicts with outsiders, on the one hand, and with 
insiders, on the other hand' (p 331). Many studies have drawn 

attention to role conflict experienced by boundary members, for 

example, Kahn et al (1964), Miles (1976,1977), Miles and Perrault (1976), 

Adams (1976,1980). This conflict is said to be produced as a result 

of the boundary member's attempts to influence outsiders whilst 

simultaneously being the object of their influence. It is also an 

outcome of that same boundary member's efforts to influence 

organisational colleagues in line with the demands of outsiders, whilst 
being the object of demands and controls imposed by those colleagues. 
In addition, Adams (1976) suggests that role conflict experienced in 
dealing with organisational colleagues is brought about because the 
organisational requirement of optimal outcomes may be incompatible with 
the demand for boundary persons to display loyalty and conformity. 
For instance, offering a high discount to secure long term business may 
be seen as suspicious by a boundary member's colleagues. Indeed the 
behaviour of organisational colleagues can have an overriding effect on 
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the boundary role person. For example, Wall and Adams (1974) have 

demonstrated under experimental conditions that the behaviour of 

organisational members in contact with boundary personnel can be 

predicted as a result of two main effects: the output effectiveness 

and obedience of the boundary role person. However, as Aldrich (1979) 

has noted, the research in general has tended to over-emphasise the 

degree of role conflict experienced by persons in boundary roles and 

neglected the mitigating factors of opportunities for power 

aggrandisement and resource accumulation available to such individuals. 

2.3.4 Boundaries as orgnisational member-client/customer relationships 
and interactions 

A further form in which organisational boundaries have been conceptualised 
is as relationships between boundary personnel and outsiders. The focus 

here has been almost exclusively on the nature of the relationships that 
V 

exist in what are essentially diadic interactions between organisational 

members and clients or customers. In other words, at this level of 

analysis, the concern has been with establishing some of the properties 

of typical member-client/customer relationships at the point of inter- 

face between individuals. Within the literature attention has been 

focused on boundary members' relationships with the individual clients 

and customers of an organisation, as distinct from individuals acting 

as representatives of client and customer orgamisations. Indeed it 

is only recently in Adams' (1976,1980) work that any attempt has been 

made to deal more fully with the dynamics of inter-organisational 

relationships at the level of interaction between boundary persons. 
Moreover, the literature tends to be oriented towards relationships 
between public service organisations and their clients rather than 
towards organisation-client and customer relationships in general. 

Despite its focused nature the literature on organisation-client/ 

customer relationships is potentially diverse since many contributors 
write from a perspective outside the area of organisation theory itself. 

For this reason the literature is difficult to summarise although several 
helpful attempts have been made, for example, McKinlay (1975), Danet 
(1981). The following discussion, in which the literature covered is 

necessarily selective, draws out five important aspects of boundaries 

conceptualised in terms of member-client/customer relationships and 
interactions: - 
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1. General structural properties of member-client/customer relationships 

2. The significance of 'in-role' behaviour in member-client/customer 

interactions 

3. Extra-role influences on boundary personnel behaviour 

4. Resolution of boundary role conflict, tension and ambiguity 

5. Boundary personnel as agents of social control. 

Conceived of at the level of relationships boundaries have certain 

obvious but nevertheless noteworthy structural properties. Boundary 

interactions may be either face-to-face encounters or take several 

other forms (such as telephone conversations and correspondence). 
They may occur in particular settings similar to Goffman's (1959) 

'front regions' - areas specifically designed for 'performances' by 

boundary personnel - although it should be noted that as arrangements 

of social space, such settings may give the appearance of being more 

like 'back regions' because boundary members personalise them in various 

ways (for example, receptionists do not always conceal their personal 

belongings from view). Boundary interactions may occur at random in 

time or only on specified occasions (such as during 'opening hours'). 

They may also be the subject of organisational records to be used on 

other occasions by different people, as Garfinkel (1967) has noted. 

Furthermore, Hearn (1974) has suggested that the relationships between 

boundary personnel and clients or customers are a 'stable type' and 

so less liable to transformation over time to another type than, for 

example, stranger relationships (or even colleague relationships). The 

significance of this is augmented by the fact that boundary personnel 

and clients or customers are often strangers to one another, at least 

initially. Of course the relationships may become transformed in some 

circumstances, for in practice organisations do have their favoured 

customers and clients, and moreover, relationships with particular 

outsiders (such as troublesome ones) may in reality restrict the 

theoretical replaceability of boundary personnel. However, a relation- 

ship which to the If avoured I customer is af riendly and pref erential one, 

may be perceived by the boundary member as but a special case in a 

series of routine interactions. 

In addition to these general structural properties of organisation - 

client and customer relations there are several other aspects of such 
interactions which have been afforded particular attention in the 
literature. The first of these concerns the importance of 'in-role' 
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behaviour in interactions between boundary personnel and clients or 

customers, for it is a prerequisite of the member-client/customer relation- 

ship. For example, boundary interactions are less easily sustained as a 

stable form when clients are unable to deal with bureaucratic practices 

and procedures. This is particularly well illustrated in the findings 

of some extensive research carried out over a number of years concerning 

the assimilation of immigrants into a new culture: - Katz and Eisenstadt 

(1960) were able to observe the way that officials coped with 'Clients' 

quite ignorant of role requirements and reported, for example, how after 

a period of initial confusion, bus drivers would stop their vehicles to 

give impromptu lessons on the rules of queue-forming; Danet (1971) and 

Danet and Gurevitch (1972) showed how in appeals to customs officials, 
immigrants from developed countries were more likely to maintain role 

specifity as 'clients' than were their counterparts from less developed 

countries. Indeed Katz and Danet (1966) and Katz et al (1969) argued that 

clients' conceptions of their role and of the organisation may be 

inferred from the reasons clients give in support of their appeals for 

services. 

It would appear that the in-role behaviour of clients and customers is 

generally more problematic than that of boundary personnel. Moreover, 

the question of whether in particular a client's behaviour is in-role or 

not in-role is compounded by the recognition that in some circumstances 

clients are unwilling participants in encounters with boundary personnel. 
Kahn, Katz and Gutek (1976) discuss the distinction between boundary 
interactions that are 'service-seeking' and those that are 'reaching 

out'. In the former the boundary member acts 'for' the outsider, who 
typically approaches the organisation in a client role seeking a service, 
whilst in the latter the boundary member acts ', on' the outsider who is 

more of a target than a participant in the interaction (as, for example, 

occurs in law enforcement encounters). In a 'reaching out' encounter, 
in-role behaviour on behalf of an outsider is not critical and may be 
irrelevant to sustaining the boundary member-client relationship. 

The importance of in-role behaviour on behalf of boundary personnel has 

of course received considerable attention. According to the classical 
Weberian view of bureaucracy relationships with outsiders are as an 
ideal type impersonal. Katz and Danet (1973) describe the relationship 
between boundary officals and clients asbeing governed by powerful norms 
which specify that appropriate behaviour on behalf of boundary personnel 
should be universalistic, highly specific and affectively neutral. 
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However, there is growing evidence to suggest that even when the 

organisation can exert such a high degree of control, the behaviour 

of boundary personnel may be strongly influenced by extra-role factors. 

This in fact is another aspect of member-client/customer interactions to 

have received increasing attention by researchers. Several investi- 

gations have shown how when the social definition of a boundary encounter 
is unstable or precarious, interaction may be governed by factors ex-- 

traneous to the normative member-client/customer relationship. To 

mention only a few examples: - Emerson (1970) looked at the problem 

faced by doctors and patients of maintaining a medical definition of the 

situation in gynaecological examinations; Henslin (1968) showed how cab 

drivers consider a variety of observable biographical details of a 

potential passenger (such as sex, age, sobriety and behaviour) before 

deciding whether to trust and thereby accept that customer; Kraut and 

Poe (1980), in a laboratory setting, demonstrated that customs officers 

based their decisions to search travellers on aspects of the latters' 

comportment - travellers were more likely to be searched if they were, 

for instance, young, lower class, apparently nervous, or avoiding eye 

contact. There is also some evidence, based on a study of administrative 

organisations by Scherer and Scherer (1979), that although boundary 

personnel may exhibit normative behaviour, extra-role factors such as 

personal values and attitudes intrude in that they are communicated to 

clients non-verbally. 

A further theme to be discerned in the literature on member-client/customer 
relationships has to do with the mechanisms by which boundary personnel 
resolve the role conflict, ambiguity and tension they experience. 
Again only a few examples may be mentioned. Whyte (1949), in his well- 
known study of restaurants, described how in order to resolve conflict 
between meeting customer demands and pacifying 'higher status' restaurant 

staff such as cooks, skilful waitresses did not simply respond to the 
initiative of customers but. rather, in various obvious and sometimes subtle 
ways, manipulated them so that they fitted into their (the waitresses') 
work patterns. Blau showed in two important ca se studies (1955,1960), 

the first of a public employment agency, the second of a public welfare 
agency, that the tensions of dealing with clients were relieved by peer 
group discussions amongst organisational colleagues. Interstingly in 

the former case, this tended to establish and perpetuate anti-client norms 
whilst in the latter, it allowed boundary personnel to be less defensive 
towards clients and so enabled them to maintain a concern for client 
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welfare. At a more abstract level Bar-Yosef and Schild (1966) have 

identified four possible defence mechanisms employed by bureaucrats in 

boundary positions: to overconform, to debureaucratise the role, to 

act independently of the role using criteria rooted in personal values, 

and to act erratically, bowing expediently to the strongest and most 

immediate pressure. 

The final aspect of member-client/customer relationships to be identified 

here is contained in the thesis that boundary personnel act as agents 

of social control. Obviously this relates particularly to boundary 

personnel in client-centered bureaucracies rather than client-- and 

customer- serving organisations in general. Indeed with respect to 

member-client/customer relationships in general, social control is 

often not slanted in the boundary person's favour - as Shamir (1980) 

has observed, there is a distinct class of boundary personnel (such 

as waiters, receptionists or cashiers) who occupy 'subordinate service 

roles'. 

Frequently within the literature there is an implicit value emphasis 
to be observed, articulated as a concern for the way in which clients 

are treated by-organisations. The research on total institutions, 

stimulated particularly by Goffman's (1961) influential contribution in 

'Asylums' provides one such example. A further example is evident in 

studies of the 'creaming' tendencies of some client-centered bureau- 

cracies referred to earlier. Encounters between clients and organisations 

such as public welfare agencies are shown to be problematic in that 

these organisations have a tendency to dissociate themselves in certain 

ways from the clients they are intended to assist. Moreover, as has 

been pointed out by, for example, Sjoberg et al. (1966). Levin and 
Taube (1970). this may particularly occur when clients are of low 

socio-economic status or socially handicapped, and in that sense, most 
in need. 

At the level of interaction the most obvious way in which boundary 

personnel have control over clients is by virtue of asymmetrical status 
relationships that may exist. Sykes and Clark (1975), for example, 
have argued that in encounters with the police, deference on behalf of 
'clients' may be accounted for by the fact that police officers are 
frequently of a higher occupational status than their clients. More 
generallYs, asymmetry in relationships may arise in interactions between 



- 40 - 

professionals and clients, as has been pointed out by, for exampleo 

Friedson (1970), Martin (1981), although as McKinlay (1975) has 

suggested, the freedom and authority of professionals is often 

restricted by virtue of the organisational context within which many 

work: 

'Professionals with a basic mandate to provide a personal 
service to some individual may find this mandate directly 

or indirectly challenged by organizational priorities 

which require either the practitioner or his client to 
give primacy to other considerations'. (p. 346) 

As Bidwell and Vreeland (1963) argued, this may particularly apply in 

client-inducting organisations - those that actually admit clients (for 

example, hospitals or universities). In this situation the professional's 

power is lessened since the normative contract with the client occurs 

at an organisational rather than individual professional level, and 

is therefore more symmetrical. However, as Martin (1981) puts it: 

I ... relations between professionals and clients ... are 
fundamentally power relationships. No amount of wishing 
it otherwise or well-intentioned denial alters this'. (p. 45) 

The significance of this value emphasis to be discerned in the literature, 

then, lies in its wariness of the control a boundary member may possess 

over clients and in its implicit concern with the maintenance of demo- 

cratic principles. In fact sometimes this concern is raised to an 

explicit level and there are examples of research such as the work of 

Filet (1976) and Rosenthal (1976) commissioned specifically to study 

boundary encounters with democratic and participatory ends in view. 

This of course does not imply that boundary personnel themselves lack 

democratic values-in their dealings with clients, even in the, case of 

total institutions, where member-client relationships are least visible 

and, it is often held, particularly open to abuse. Indeed Rosenberg 

and Pearlin (1962) in their analysis of the power orientations of 

nurses in a mental hospital found that persuasion andýbenevolent manipulation 

were preferred to coercion, despite the necessities of practice demanding 

the use of the latter. Rather, the concern evident in the literature is 

with how member-client relationships typically may contain an element 

of social control, and the implications this has in terms of social values. 
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2.3.5 Boundaries as the limits of organisational membership 

The four conceptualisations of boundaries considered so f\ar- loosely 

represent a descending order of analytical levels ranging from boundaries 

understood as system and structural features to boundaries conceived of 

as relationships and interactions. However, there is an additional 

conceptualisation evident in the existing literature in that organisational. 

membership is understood to represent or indicate the presence of a 

boundary. In effect boundaries are conceptualised as the limits of 

organisational membership. This conceptualisation is therefore i, n an 
important respect distinct from the other four since it is concerned 

with a defining characteristic of organisations themselves. Membership 

is quite obviously a necessary condition for the existence of an 

organisation and so represents an essential organisational parameter. 

However, as many commentators have noted, for example, Starbuck (1976), 

Aldrich (1971,1979), membership is a matter of degree and is therefore 
in certain respects problematic. Thus in turn the boundary presupposed 
by membership is also problematic such that the underlying concern in 

this conceptualisation is in fact one of drawing attention to the imprecise 

nature of the boundary. This being so, this conceptualisation of 
boundaries might equally well be referred to as 'the problem of membership'. 

Clearly within such a conceptualisation the notion of boundary personnel 
also becomes rather problematic. In fact it seems unlikely that a 
meaningful definition of boundary personnel could be derived from this 

conceptualisation of boundaries alone. However, the conceptualisation 
will have implications for boundary personnel and these will be considered 
towards the end of the following discussion. 

The conceptual isation of boundaries as the (problematic) limits of 
organisational membership contains two complementary formulations, 

represented by the questions: - 

1. Who are the members of an organisation, or in other words, where is 

the boundary? 

2. How do outsiders become assimilated into an organisation, or in 

other words, to what does crossingthe boundary refer? 

These questions are now considered in turn. 
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It has long been recognised that membership of an organisation cannot 

be defined simply in terms of a distinct body of individuals; Barnard 

(1938,1948) pointed out that customers can be thought of as possessing 

membership of a sort; Parsons (1956) suggested that the recipients of an 

organisation's service can become 'operative members' of the service- 

providing organisation itself, as is the case with universities or 

hospitals. Clearly membership cannot be just a matter of contractual 

or voluntary employment. Aldrich (1979) has argued that membership 

is essentially a matter of being 'under the direct control of organi- 

zational authorities' (p. 222) although is well aware that organisations 

are limited in the extent to which they can control the entry and exit 

of members to the organisation, as well as being restricted by the 

degree to which members and potential members control their own 

participation: 

'Dependence on other organizations or on members having 
free choice of entry and exit limits organizational au- 
tonomy and makes authorities responsive to the wishes 
of outsiders. The rational selection model of 
organizational change works best when applied to situations 
where member autonomy is limited and organisations control 
entry and exit, but these conditions are lacking for 
many types of organizations.; Boundary-control problems 
open organizations to external influence and may generate 
variation, either through strategic manoeuvres by 
authorities or actions taken by outsiders'. (p. 242) 

We should perhaps note that Aldrich's definition contains an inevitable 

circularity which reflects the dilemma inherent in examining organisational 

membership. For in order to define membership Aldrich has first to 

assume the existence of the organisation (and its controlling 'authorites'), 

the character of which he is attempting to explain in the first place. 

However, that objection aside, the definition makes possible generalisations 

concerning the conditions under which organisations vary their boundaries. 

Again to quote Aldrich (1979): 

'organizational boundaries - defined in terms of 
membership - may vary, depending upon internal needs 
and the degred of threat posed by an organization's 
environment'. (p. 16) 

Thus, for example, if the organisation is threatened it can either 
contract its boundaries and so deny membership, or expand the boundaries 
thereby making troublesome outsiders part of the organisation. Using 
Etzioni's (1961) typology Aldrich suggests that utilitarian organisations 
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are likely to use boundary expansion as a strategy, normative organisations 

to use boundary contraction, whilst coercive organisations are in the 

unique position of permanently having to devote most of their resources 

to social control in order to preserve the boundaries. 

It follows from Aldrich's analysis that anyone is a potential member 

insofar as the organisation may gain control over their behaviour. 

Moreover, since such control is itself problematic, as Aldrich duly 

acknowledges, the boundary will often beindistinct. Starbuck (1976) 

has come to much the same conclusion, arguing that the determination of 

membership status, understood as degree of centrality to an organisation, 

will depend on the organisational dimension being considered. By 

taking as examples the four dimensions of psychological investment, 

social visibility, influence on resource allocation, and immediacy of 

impact on an individual of system change, he suggests that even if it is 

possible to classify 'insiders' and 'outsiders' on one dimension, once 

several dimensions are considered very few 'insiders', or for that 

matter, 'outsiders', are identifiable. 

A notable illustration of the problematic nature of membership, and 

one which has received some attention in the literature, concerns the 

status of individual clients and customers in relation to the organisation. 

Clients and customers may in some circumstances be regarded as both part 

of the organisation as well as part of the environment. Indeed the 

terms 'client' and 'customer, although often used interchangeably, 

actually represent a distinction between ideal types of organisation 

- outsider relationship and hence have differing implications with respect 

to the potential incorporation of such outsiders into an organisation. 
Blau and Scott (1963) consider clients to be distinct from customers 
in that although like clients, customers receive a service, 'they must 
look after their own interests' (p. 59). Presumably, therefore, if 

organisations are more inclined to look after the interests of clients, 

they are more likely to incorporate them since clients are bound to an 

organisation in a way that customers are not. Clients such as 'inmates, 

'patients' or 'students' illustrate this well. In fact Parsons (1970) 

suggests thAt one way to understand the idea of client integration into 

an organisation is in terms of reciprocity of relationship (somewhat 

akin to a psychological contract) and argues that this reciprocity 
contrasts with the almost wholly one way nature of the ideal typical 
relationship between organisations and market consumers. In practice, 
of course, such a distinction is not often upheld - salesmen have their 
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established customer 'clienteles' where mutual understandings have been 

created, customers who purchase prestigious and exclusive products are 

rarely simply left to look after their own interests, customers such 

as 'passengers' and 'guests' are constrained by organisational rules and 

regulations, and so on. By contrast, as suggested in the earlier 

discussion of the 'creaming' tendencies of public bureaucracies, some 

clients are effectively alienated and excluded from the organisation. 

Thus clients and customers may become 'members' to the extent that they 

are incorporated into the organisation. This is most obviously apparent 
in the case of client-inducting organisations. Hasenfeld (1972) has 

argued that here the organisation is attempting to achieve changes in 

the client, not by altering basic personal attributes, but by conferring 

on clients a public status and relocating them in a new set of social 

circumstances. The public status afforded to clients is in effect 

temporary membership of the organisation. Lefton and Rosengren (1966) 

in describing the relationship between organisations and clients suggest 

that organisations vary in their concern for clients according to 

two dimensions: biographical time and biographical space. An organisation's 
interest may range from a highly discrete and specific span of time (such 

as in a hospital emergency case) to an almost indeterminate one (as 

occurs, for example, with chronic illnesses). Lefton and Rosengren 

refer to this as the 'longitudinal' dimension. Interest in the client 

also ranges along a 'lateral' dimension - some organisations (like 

employment agencies) are concerned only with limited aspects of a 

client's social and personal situation whilst others (such as prisons) 
have a more extended interest in the client. These two dimensions may be 

thought of as indications- of the extent to which clients are 
incorporated into organisations. We might note in passing that particular 

client characteristics may be relevant in terms of the service pro- 

vided, but somewhat ironically, as Lefton (1970) observed, unless the 

organization has structural mechanisms with which to express the saliency 

of these factors they are seen as extraneous' (p. 21). 

In some circumstances incorporation may*be so complete as to establish 

clients as fully fledged organisational members. When this happens 

there are two limiting cases that are especially noteworthy. One is 

when the client is both a consumer of the service and an object of 
conversion which, as Bidwell (1970) has pointed out, occurs in the case 
of schools. The other is when clients, as Perrow (1970) puts itlare 
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both a primary source of raw materials for the organization and also 

consume a substantial part of the output' (p. 97). Voluntary organisations 

are of this type. 

This brief consideration of the incorporation of individual clients and 

customers into an organisation illustrates well the generally problematic 

nature of membership implied in the first of the two questions posed 

earlier - who are the members of an organisation? The alternative and 

complementary formulation of boundaries as the limits of membership is 

represented by the second of these questions - how do outsiders become 

assimilated into an organisation, or in other words, to what does 

boundary-crossing refer? 

Boundary-crossing or organisational entry in the sense of being 

assimilated as an organisational member refers essentially to the 

socialisation of outsiders. As with the difficulty considered above 

of locating the boundary defined in terms of membership, so the 

crossing of that boundary is also problematic. For if membership is 

a matter of degree it is also acquired and conferred by degree, and it 

is to precisely that which socialisation refers. Whilst the literature 

has been concerned primarily with the socialistation of those newly 

recruited to an organisation according to contractual or voluntary 

employment, clearly as a general phenomenon organisational socialisation 
takes place during the incorporation of any outsider into an organisation. 
There is a sizeable literature concerned with organisational entry, a 
thorough review of which is neither possible nor necessary here. Again, 

therefore, the following discussion is intended only to draw out the 
important aspects of the existing literature. 

The organisational socialisation theme has an important historical 

antecedent in what Simmel (1950) referred to as 'the phenomenon of the 

stranger' (p. 402), for new members typically come to organisations as 

strangers. It is worth pausing to consider this idea. McLemore (1970) 

has suggested that there are two major research traditions which may be 

seen to issue from Simmel's (1908) famous essay 'The Stranger' - the 
study of the stranger as a 'marginal man' and as a 'newcomer'. The 
'marginal man' frame of reference, given impetus by the seminal writings 
of Park and Burgess (1921), Park (1928) and Stonequist (1937), is 

concerned with a particular social position within a group which involves 
both a degree of inclusion and of exclusion. But it is the conceptualisation 
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of the stranger as a 'newcomer' which appears to contain a more obvious 

significance for an understanding of organisational socialisation. In a 

widely acclaimed essay Schuetz (1944) argued that as a 'newcomer' the 

stranger does not share certain basic assumptions with the group being 

approached, and that assimilation only takes place as the newcomer undergoes 

a process of social adjustment: 

'The adaptation of the newcomer to the in-group which at first 
seemed to be strange and unfamiliar to him is a continuous 
process of inquiry into the cultural pattern of the approached 
group. If this process of inquiry succeeds, then this pattern 
and its elements will become to the newcomer a matter of 
course, an unquestionable way of life, a shelter, and a 
protection. But then the stranger is no stranger any more, 
and his specific problems have been solved. ' (p. 507) 

Obviously it would be misleading to reduce issues of organisational 

socialisation simply to social psychological formulations of the stranger 

condition. Nevertheless, organisational socialisation is predicated in 

an important sense upon the idea of assimilating newcomers. Grusky (1960), 

in his analysis of administrative succession explicitly recognised this: 

'The successor is almost always a stranger in an experimental 
sense; that is to say, he has rarely previously occupied 
that precise position in the organization. If he is an 
outside man, he is also a stranger socially in addition to 
the fact that even the surroundings are new to him. ' (p. 108) 

An analysis of the incorporation of newcomers then, can provide a useful 

starting point in considering organisational socialisation. Louis (1980) 

has summarised this idea in the following way: 

'The individual's adaption to the organization occurs with-the 
passage from newcomer to insider ... (and) the state of being 
adapted, of having assumed an insider role are indications 

of the completion of socialization. ' (p. 231) 

There is awealthof research which seeks to describe. the nature of 

organisational socialisation and an even larger body of literature concerned 

with generalised forms of secondary or adult socialisation (for example, 
Goslin, 1971, Brim and Wheeler, 1966, Brim, 1968 or Rosow, 1965) and which 
therefore bears indirectly on this theme. Organisational socialisation has 

been viewed from within one or more of three underlying perspectives: as a 

process, in terms of its content and structure, and adcording to the 
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experience it engenders. Commentators such as Becker and Strauss (1956), 

Van Maanen (1976,1977) or Van Maanen and Schein (1979) have looked upon 

organisational socialisation as a process in which the newcomer acquires the 

knowledge, values and (expected) behavioural repertoires essential to 
becoming a member. The process is often understood to occur in stages 
(Berlew and Hall, 1966, Schein, 1968) during which the newcomer moves from 

a condition of anticipatory socialisation to a state of full socialisation, 

although the present author has argued elsewhere (Butcher, 1974) that it may 
be an oversimplification to assume 'fully socialised' members are produced 

at some 'end point' in the socialisation process. For example, socialisation 

may not be related only to the length of time already spent in an organisation, 
but also to the length of time remaining to be spent. In fact Wheeler 

(1961) and Garabedian (1963) have suggested, albeit in the context of 
inmate incorporation into correction institutions, that the process of 
individual adaption is strongly influenced by the duration of time left to 

serve, since that itself represents a form of anticipatory socialisation. 
This may well have a correspondence with respect to the career moves of 
individuals generally. The point here is that the idea of complete 

assimilation, of 'full' membership, may not be very illuminating in under- 

standing the process of boundary-crossing. 

According to Schein (1971) socialisation content may be described in terms 

of three forms of boundary-crossing. Newcomers cross functional boundaries, 

which relate to the task; they cross hierarchical boundaries, which concern 
the individual's position in the organisation's authority structure; and 
they cross inclusion boundaries which refer to the individual's position 
in the organisation's informal influence system. As a broader cate- 
gorisation, socialisation can be said to contain two basic classes of 
content (Louis*1980); rolL-related learning of particular expectations on 
the one hand, and a general appreciation of the organisation's culture on 
the other. In addition to content the structure of socialisation has 

also received attention. - Van Maanen and Schein (1979)-have analysed this 
in terms of the tactics organisations employ to integrate newcomers, 
arguing that these practices will be instrumental in determining 

newcomers' later orientations to their roles and the organisation. 

One other perspective evident in the study of organisational socialisation 
concerns the experience newcomers undergo during assimilation. This theme 
is often implicitly suggested through reference to newcomer expectations 
(Wanous, 1976,1977), and it may involve what, for example, Berger and 
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Luckman (1967) think of as constructing meaning, of interpreting events, 

or what McHugh (1968) refers to as producing a 'definition of the 

situation'. Butcher (1974) and Louis (1980) have argued that a key 

feature in the experience of organisational socialisation is surprise, 

which may be thought of as a difference between anticipation and subsequent 

experience in a new setting. Surprise may therefore be an indication that 

a (re)definition of a situation is taking place. The important point here, 

is that an understanding of newcomer experience draws attention to the 

cognitive processes involved in acquiring organisational membership. 

The conceptualisation of boundaries as the (problematic) limits of member- 

ship, then, contains two complementary formulations. If membership defines 

a boundary there is first of all the difficulty of knowing who are the 

members of an organisation and hence the whereabouts of the boundary. In 

addition there is the problem of knowing when the boundary has been 

crossed, that is, how assimilation of outsiders occurs. 

The significance of this conceptualisation lies in the theoretical connection 
it makes between a boundary and membership as a defining property of 

organisations. As mentioned earlier, and as will be evident from the 

above discussion, such a conceptualisation represents a frame of reference 

outside the four conceptualisations of boundaries considered previously. 
In fact, as suggested already, the very notion of boundary personnel 

appears somewhat meaningless from within this frame of reference alone. 
Nevertheless this conceptualisation would seem to hold important impli- 

cations for boundary personnel. In particular it draws attention to the 

potentially suspect membership of boundary personnel, whose structural position 
in the organisation may give rise to real and apparent disloyalty. Again 

it draws attention to the fact that a boundary may extend beyond boundary 

personnel because parts of the environment have been incorporated into the 

organisation and conversely, that boundary personnel may operate from 

beyond the boundary, for example, by becoming highly dependent on a client 

or customer. Finally it alerts us to the part played by boundary personnel 
in the socialisation of newcomers to an organisation, and in the potential 
assimilation of elements in the environment generally. 

2.4 Summary 

The objective in this'chapter has been to describe the existing literature 

concerned with organisational boundaries. For as well a's being of interest 
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in its own right, this body of knowledge can be of considerable value in 

interpreting cognitive representations of the psychological environments 

encountered by boundary personnel, once these have been obtained, and in 

facilitating the development of hypotheses which may form the basis of 

further work aimed at constructing a knowledge of these environments. 

Since the relevant literature is potentially very large the discussion has 

necessarily been selective. The purpose has been to draw out the different 

conceptualisations of boundaries in use, and five have been identified. 

Firstly boundaries are conceptualised as system and structural features. 

Boundary maintenance is required for the survival of the system. At the 

same time the open system concept implies that there may often be no 
discontinuity of process between organisation and environment. As structural 
features of organisations boundaries are in part determined by the nature of 

the environment and also by two fundamental parameters of organisations 
themselves - technology and size. Boundaries are also conceptualised as 
functions and activities. Four in particular were outlined: - the processing 

of inputs and outputs (which consists of acquiltion and disposal on the one 
hand, and filtering on the other); the gathering of intelligence; external 

representation of the organisation; and lastly, mediation between the 

organisation and its environment. It was noted that there is some difficulty 

in deciding to what extent these functions and activities are discrete, 

the implication being that boundary personnel often perform them simul- 

taneously. Thirdly boundaries are conceptualised as organisational roles. 
Such roles possess several important structural characteristics: - they 

vary in their degree of routinisation; boundary role incumbents use 

particular forms of interpersonal power; role occupants also experience a 

psychological distancing from the organisation; finally boundary roles are 

said to produce structurally based conflict. The fourth conceptualisation 

of boundaries considered refers to boundaries as member-client/customer 

relationships and interactions. Several significant aspects were 

considered: - the general structural properties of member-client/customer 
relationships; the importance of 'in-role' behaviour in member-client/ 
customer interactions; extra-role influences on boundary personnel 
behaviour; the resolution of boundary role conflict, tension and 
ambiguity; and the potential for boundary personnel to act as agents of 
social control. Finally, boundaries are conceptualised as the limits of 
organisational membership. Boundaries defined in this way are held to be 

problematic in that the membership of an organisation is to a degree 

ambiguous, and in that membership is acquired or conferred by degree, 
through socialisation. 
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The overarching themes in these different conceptualisations are surely 

those of complexity and ambiguity, themes which it would seem are inherent 

in the nature of organisational boundaries. Indeed the more abstract the 

level of analysis, the more inevitable conceptual dissolution of boundaries 

appears to be (as the inter-organisational perspective demonstrates). But 

at the level of roles, relationships and interactions boundaries are often 

no less complex and problematic, not least because the different conceptua- 
lisations are of course implied in one another. Thus we may expect that the 

complex and enigmatic nature of boundaries will be reflected in the 

psychological environments to which they give rise, so that these 

environments themselves may appear to exhibit such characteristics. As 

will be seen, this would seem to be the case. 
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3 SITUATIONS AS ANTECEDENT CONDITIONS OF BEHAVIOUR 

IN ORGANISATIONS AND AT THEIR BOUNDARIES 

3.1 Introduction 

It was suggested in Chapter 1 that within the study of organisations a 

unified model has yet to emerge which accounts for the organisation 

specifically as an antecedent of behaviour and which accommodates 
individual and social antecedents of behaviour in one theoretical schema. 
As a result, it was argued, it is not always clear conceptually in what 

sense behaviour in organisations is particularly organisational. The 

remedy, it was proposed, lies in developing a more explicit model of the 

organisation as a psychological environment than hitherto exists, so 

that conceptual integration of individual and social antecedents of 
behaviour in organisations can occur. This project would seem by 

definition to be one to which social psychology can make a major 

contribution. 

Of course it is not being argued here that organisation theorists have 

never recognised organisations per se to be social antecedents of behaviour. 

Obviously much organisation theory in predicated on precisely that 

recognition. Rather it is suggested thatas antecedents of behaviour, 

organisations appear conceptually indistinct because their psychological 

relevance has not in general been satisfactorily addressed. More than 

anything else this is a problem of locating meaningful units in the 

psychological environment which may be said to represent antecedent 

conditions for the behaviour of individual organisational members. As 

mentioned in Chapter 1, there is a tendency in theoretical accounts of 

organisations to juxtapose directly an individual and organisational level 

of analysis. As a consequence it is unclear in what circumstances the 

psychological environment itself is responsible for the behaviour of 

-organisational members, when it interacts with individual antecedents 

of behaviour, and when individual antecedents alone give rise to behaviour. 

The closest so far organisation theory has come to identifying an inter- 

mediate unit of analysis is of course through the concept of role. As 

mentioned, the place of roles in the theoretical framework to be suggested 
here will be considered in due course. 

The central issue, then, is one of understanding how organisations act as 
psychological environments. Yet it seems that much of organisation theory, 
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insofar as it deals with the behaviour of individuals, is predicated on a 

view of organisations as social entities which somehow 'requisition' or 

'harness' aspects of personality (understood in a broad sense), this 

arising through the provision of incentives, the imposition of sanctions, 

the 'modification' of individuals (for example, through socialisation), 

selection of 'appropriate' personalities in the first place, and so on. 

As was suggested in Chapter 1, such a view tends to inform organisational 

psychology in particular. 

The notion of partial inclusion, for example, especially well illustrates 

this view of the link between personality and organisation. Originally 

developed as a concept by F. H. Allport (1933), partial inclusion refers 

to the idea that only segments of personality are relevant to behaviour 

that takes place within particular social groupings. The term has been 

appropriated by some students of organisations in order to portray the 

notion that although 'whole' people enter organisations, only 'parts' of 

their personality are actually required. Katz and Kahn (1978), for 

example, note that: 

not all of the individual is included in organizational 
membership. The organization neither requires nor wants 
the whole person. ... People belong to many organizations 
and the full engagement of their personalities is generally 
not found within a single organizational setting. ' (p. 46) 

The organisation, then, is seen to 'engage' the personality, so that 

implied here is a view of behaviour being determined by organisational 

antecedents only by virtue of the mediating mechanism of personality. It 

is held in the present study that we need to know how organisations deter- 

mine behaviour regardless of personality antecedents, and also 
, 
precisely 

how organisational and individual antecedents interact to produce behaviour. 

In this chapter, therefore, the aim is to suggest a theoretical model of 

the organisation as a psychological environment. As already indicated, 

the key concept in this framework is the psychological situation, which 
in general appears to be a much neglected variable in organisation theory. 
It is held that the situation may be thought of as an important conceptual 

unit in the psychological environment of organisational members. Moreover, 

from the standpoint of developing a social psychological perspective 

which can satisfactorily accommodate the organisation as a level of 

conceptualisation, situational analysis has an additional significance. 
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For as will be suggested, situational analysis appears to be emerging as 

a unifying theme in social psychology itself, a discipline which has 

traditionally been divided. 

In the first part of the chapter the ontogenesis of behaviour in general 
is discussed. This is necessary in order to consider the relevance of 
individual and social antecedents of behaviour and interactions between 

these in conceptualising behaviour in organisations. It is particularly 
important given the significance attached to the personal ity-organisation 

nexus in organisation theory, and granted also the need expressed in the 

present study to develop a theoretical view of the organisation as a 

specific form of behavioural antecedent. The proposed theoretical model 
itself is then discussed, and this is followed by a summary of existing 

studies of situations in organisational contexts. Finally the problems 

associated with situational analysis are addressed. 

3.2 Antecedent Conditions in the Behaviour of Individuals 

It was indicated at the outset of Chapter 1 that our interest here is with 

social behaviour in organisations, social behaviour being defined as that 

which occurs in the course of interaction between individuals. It was also 

noted that the level at which description of behaviour takes place is 

important since behaviour which might appear as non-social (for example, 
'filling in forms') may at a higher level of description (for instance, 

'taking customer orders') be regarded as social. Thus the term 'social 

behaviour' refers to a level of description of the behaviour of individuals 

where orientation towards some person(s) or a social object is the all 
important defining quality. 

Although from a social psychological perspective the study of diadic inter- 

action, behaviour in groups and the behaviour of groups must obviously 
be major concerns, it is the social behaviour of individuals - behaviour 

that takes account of others or some social object - which may be said to 

represent the paradigm for the foundation of social structure, the basis 

of social reality. As a level of analysis the strength of social psychology 
lies in its potential to embrace more than one level of what Sarup (1975) 

refers to as 'organization': 

'A set of phenomena is regarded to have acquired a distinct 
level or organization when its characteristic functioning 
cannot be predicted from any knowledge of the independent 
properties of its components. ' (p. 756) 
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In other words a 'level or organisation' exists when a set of phenomena 
is irreducible in form. Sarup argues that if social psychology is a 

distinct discipline (that is, distinct from psychology and sociology) 
it exists as such by virtue of admitting of both an individual (psy- 

chological) and a social structural level of 'organization', and in 

seeking to understand how the two levels feature in the ontogensis of 

social behaviour. Social psychology therefore necessarily acknowledges 

the importance of both individual and social antecedent conditions in 

determining behaviour. The individual antecedents of social behaviour are 

of course personality factors (broadly conceived). Social antecedents 
have been taken to include a vast array of stimuli few of which, it must 

be said, have provided any strong conceptual links between the individual 

and social structural levels. As indicated earlier, however, the 

'situation' has begun to emerge as a conceptual unit of analysis in 

social psychology, and it is held here that this may be a promising 

development for both social psychology in general and of course the study 

of behaviour in organisations in particular, since the situation may - 

represent an important theoretical link between cognition and social structure. 

Personality theorists too have become much concerned with the situation 

as a social antecedent of behaviour, and indeed, insofar as they have 

found it necessary to consider factors residing outside the personality 
in order to explain the behaviour of individuals, their interests and 

those of social psychologists are to all intents and purposes very 

similar. Only their points of departure differ. In fact, somewhat 
ironically, some of the most convincing evidence that situational ante- 

cedents play a vital part in the determination of behaviour has been 

generated in pursuit of an exact science of individual differences. It 

must be noted, however, that there is no clear definition of situational 

antecedents in the work of either social psychologists or personality 

theorists, or for that matter more generally amongst psychologists or 

sociologists who have appropriated the term. The 'situation' has often 
been used to refer to anything from specific stimuli to the environment 
in general. 

Much therefore turns on the relationship between individual and social 
antecedents of behaviour and it is important to examine this relationship 
before proceeding towards the development of a theoretical model of the 
organisation as a psychological environment, as a determining condition 
in the behaviour of its membbrs.. Specifically we need to consider the 
role of personality (P) and that of social antecedents (S) in the ontogenesis 
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of social behaviour. The extent to which an interaction between individual 

and social antecedents (P x S) may in its own right constitute an ante- 

cedent condition of behaviour must also be taken into account. As, ' 

suggested already, inasmuch as the behaviour of individuals is addressed 
in organisation theory, there has been a tendency to concentrate on P and 
(P x S) antecedents rather than S antecedents per se. 

3.2.1 Personality and situations as antecedents of behaviour 

That some underlying, essential personal consistency exists for every 
individual can hardly be in doubt. Even the most radical critics of 

traditional personality theory do not seek to question that individuals, 

in some fundamental sense, possess stable and enduring qualities. 

Similarly, the most clearly articulated personality theories do not ignore 

altogether the relevance for behaviour of environmental factors. Thus the 

examination of the relationship betweenindividual and social antecedents 

is really a problem of determining the relative significance of each in 

explaining behaviour. 

There are of course no clear,, answers to such a fundamental question. 
What is apparent, however, is the considerable doubt which has systematically 
been cast on the explanatory power of personality as a determinant of 
behaviour. And as suggested above, much of this doubt has been generated 
by personality theorists themselves - social psychologists have not in 

general sought to question the relevance of personality as an antecedent 

condition of behaviour. Moreover, within the many theoretical and 

empirically based contributions which have attempted to understand the 

relationship between individual and social antecedents, there is a distinct 

bias to be observed. For the thrust has tended to be towards challenging 
the supremacy of personality as an explanatory concept. By comparison 
little attention has been afforded to the explanatory power of either 

environmental (situational) factors or (P x S) interactions as antecedent 

conditions of behaviour. Thus this bias will necessarily be reflected 
in the discussion to follow. 

I 
It is generally recognised that personality theory has yielded three 

distinct models of the individual antecedents of behaviour: the psycho- 
dynamic model, the trait model, and its forerunner, the type model. All 

three assume behaviour to be determined by latent, stable dispositions. 
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Psychodynamic theories conceive of the individual in terms of a personality 

nucleus in which developmental aspects such as early interpersonal 

experiences are afforded paramount importance. Moreover, according to 

this model inferences about the personality organisation cannot always 

be made directly since defence mechanisms are assumed to mediate between 

dispositions and behaviour. The type model assumes personality can be 

located according to a few essential categories and is exemplified in 

Sheldon's (1949) personality typology based on body build, or Jung's 

(1923) classification according to underlying dispositions of introversion 

and extroversion. The trait model, by contrast, regards personality as 

a series of discrete dimensions on which individuals differ. It is these 

traits or dispositions which directly determine behaviour. 

The trait model has had by far the most impact on personality research. 
Allport (1937) regarded a trait as being an element in psychological 

structure 'with the capacity to render many stimuli functionally equiva- 
lent' (p. 295), arguing that traits can be studied both as phenotypes and 

genotypes, in other words, as appearances and underlying causes. The 

central concern of trait theories is with the stability of personality; 
the assumed, or more exactly, inferred existence of traits or dispositions 
implies some uniformity of behaviour regardless of the context in which 
it occurs and much of the research has been concentrated on studies of 
behavioural consistency. Indeed this work possesses a long history, 

often assumed to have begun with some much cited studies by Hartshorne 

and May (1928,1929) and Hartshorne, May and Shuttleworth (1930). As 
is well known, these researchers found little or no consistency of 'moral 

character' using measures of such traits as helpfulness, cooperativeness, 
and deception. Since then a considerable body of research findings 

has accumulated, ably summarised on many occasions (for example, 
Mischel. 1968, Alker, 1972, Argyle, 1976, Epstein, 1979), which casts doubt 

on the efficacy of the explanatory and predictive power of the trait 

concept. Simply-put, the consistency issue rests on the question of 
whether the behaviour of individuals. can be said to exhibit the same 
trait(s) or disposition(s) across situations. Mischel's (1968) notable 
contribution to the polemic was founded on his assertion that much of 
personality research showed at best a . 30 correlation on measures of 
behaviour across situations, the implication of course being that situations 
themselves exert a determining influence on behaviour. This and many 
subsequent attacks on the trait model have been intended to question the 
foundations of personality theory and hence the very basis for individual 

antecedents of behaviour. 
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The arguments concerning whether or not personality traits or dispositions 

should be treated as significant in the determination of behaviour need only 

be summarised here. They have in any case been adequately reviewed else- 

where. For example, Cattell (1965) and Allport (1966) have both firmly 

advocated the trait model, and more recently Stagner (1977) and Eysenck 

and Eysenck (1980) have defended the case for traits. The alternative 

arguments have been reviewed by such contributors to the debate as 

Mischel (1968,1969), Argyle and Little (1972), Endler and Magnusson 

(1976a) and Endler and Edwards (1978). 

It is of course the significance attributed to antecedent conditions 

of behaviour that reside outside the person which presents the greatest 

challenge to the efficacy of personality as an explanatory concept. It 

is held that environmental variables, particularly situational variables 

play an important role in determining behaviour and in the extreme that 

such variables can account almost entirely for what a person actually 
does, stability of personality being largely illusory. However, before 

discussing the place of situations as social antecedents of behaviour it 

is important to note that, although not of immediate relevance in the present 

context, there are other forms of argument to have been used in 

challenging the explanatory power of personality, some of which cast 

doubt on the very existence of stable dispositions. To mention but a 

few examples: - 

1. According to Mischel (1977), traits require, rather than provide, 

scientific explanation, and so are problematic as personality variables. 
Similarly Alston (1976) argues that the personality concept might be 

better served by employing person variables other than dispositions9 

-favouring in particular 'purposive' concepts. 

2. Magnusson and Endler (1977a) point out that there in fact appears to 

be no clear relationship between consistency or inconsistency at the 

phenotypic level and consistency or inconsistency of the genotypic level. 

Thus the basis on which the existence of traits is inferred has been called 
into question. 

3. It has often been suggested, for example, Magnusson and Endler (1977a), 

Endler and Edwards (1978), that 'discovered' traits may be artefacts of 
the measurement process. 
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4. People appear more consistent than they are because the set of situations 

in which we observe another's behaviour is usually only a limited sample 

of all the situations which are salient for that individual (Bem and 

Allen, 1974). 

5. It is frequently argued, for example, Schneider (1973), Fiske (1974), 

Schweder (1975), that people hold implicit personality theories which when 

used to draw inferences from the behaviour of others, produce a consistency 

more apparent than real. 

6. People construct causal explanations for their own behaviour and that 

of others. These attributions are inclined to overestimate the extent to 

which behaviour is 'caused' by personality as opposed to factors outside 

the individual (Bem and Allen, 1974, Bem and Fundler, 1978). There appears 

to be a predisposition continually to underestimate situational factors, 

a phenomenon so marked that Ross (1977) has referred to it as 'the' 

fundamental attribution error'. Moreover, Jones and Nisbett (1971) have 

argued that when attributions related to self as opposed to other, there 

is a pervasive tendency for people to account for their own behaviour in 

terms of the situation and for observers to attribute the identical 

behaviour to dispositions of the actor. 

The determining force in behaviour of situational antecedents has long been 

recognised in both psychology and sociology. Indeed if a broad def irEtion 

of 'situation' is taken then the behaviourist paradigm represents a clear 
(and extreme) Isituationist' position - in fact Bowers' (1973) critique 

of 'situationism' drew attention to the ascendency of this theoretical 

perspective through the vehicle of Skinnerian behaviourism. 

There is no need here to trace in detail the origins of 'situationism, par- 

ticularly since this has recently been accomplished by others, for 

example, Forgas (1979a), Argyle et al. (1981), Furnham and Argyle (1981a). 

Social learning theorists such as Rotter (1954), Bandura and Walters 

(1963), Mischel (1968,1971) or Bandura (1977) explicitly acknowledge the 

primacy of the objective environment over individual antecedents in the 
deternination of behavour, although Mischel is now well known to have 

moved towards a position that emphasises the significance of the psycho- 
logical situation (1973a, 1977,1979). Personality theorists themselves, 

of course, accept to some extent the significance of situational variables 
for behaviour. This is true of even the traditional trait theorists - 
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Cattell (1950), for example, defines personality as 'that which permits 

a prediction of what a person will do in a given situation' (p. 2), and 

suggests 'specificationeqiations' be used to incorporate situational 

contingencies into the prediction of a person's actual responses (Cattell, 

1965). Psychodynamic theorists, too, are aware of the import of situations; 

Wachtel (1973,1977) is of the opinion that psychodynamic models, whilst 

emphasising the organised character of personality, nevertheless admit of 

the significance of the environment. In attempting to reconcile the 

psychodynamic and social learning theorists' positions Wachtel (1973) 

contends that the difference lies 'not in whether the role of environ- 

mental events is considered, but rather in the nature of the relationship 

between environmental and behavioural events' (p. 332). However, Mischel 

(1973b), although in agreement with Wachtel, warns that this attention 

to situational elements cannot disguise the primary nature of psycho- 

dynamic theories, for essentially 'they construe diverse behavioural 

patterns as serving the same stable, relatively generalized underlying 

dynamic (motivational) dispositions' (p. 336). 

Social psychologists historically have had a lasting interest in situations; 

Lewin's (1935) formulation B- f(P, E) and the seminal work of Cooley (1902) 

or Mead (1934) all directly recognise that the psychological impact of 

situations consistutes an important determinant of behaviour. Recent 

derivatives of the symbolic interactionist, tradition, evident in the 

contributions from, for example, Harr6 and Secord (1972), Harr6 (1979), 

treat the situation as being of no less importance. Within that stream 

of theorising, therefore, the analysis of situations is really re-emerging 

as a theme in social psychology. From within a different tradition, 

experimental social psychologists have often included situational factors 

in their research designs, although there appears to be little coherence 
in their use of the term 'situation'. Argyle et al. (1981) suggest that 

some social psychologists label any aspect of the experiment which does 

not involve intrapersonal variables as 'situational', this leading in- 

evitably to confusion since the situation is never properly defined. 

However, when recent developments within the two traditions are considered 
together it is clear that the analysis of situations is becoming a major 
focus in social psychology, as for example, Forgas (1979a), Furnham 

and Argyle (1981a) and Argyle et al. (1981) have noted. 

In that situations are to be regarded as important in determining behaviour, 
then as suggested already, this is frequently taken to signify that the 
concept of personality is problematic. In fact much of the empirical 
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evidence often cited as confirmation that situations are a direct and 

major influence on behaviour has been intended as a critique of the notion 

of stable dispositions. This evidence is of two kinds. The first and 

most important is the findings from consistency studies which provide 

abundant illustration that behaviour varies markedly with situational 

factors. As previously mentioned, these findings have been documented 

in detail by Mischel, his (1968) position being typified in the following 

passage: 

'Response patterns even in highly similar situations 
often fail to be strongly related. Individuals 
show far less cross-situational consistency in their 
behaviour than has been assumed by trait-state theories. 
The more dissimilar the evoking situations, the less 
likely they are to produce similar or consistent responses 
from the same individual. Even seemingly trivial situational 
differences may reduce correlations to zero. ' (p. 177) 

The second form of evidence is consistuted by findings from studies using 

multidimensional variance components research strategies. This methodology 

consists of apportioning the variance due to individual and situational 
factors and was originally iptroduced into personality research as an 

alternative means of examining the stability of behaviour across 

situations. The first empirical investigations to use analysis of 

variance designs were those of Raush, Dittmann and Taylor (1959) and 

Raush, Farbman and Llewellyn (1960) who studied the behaviour of hyper- 

aggressive children. The technique was then employed by Endler, Hunt 

and Rosenstein (1962) and Endler and Hunt (1966,1968,1969) in their 

work on anxiety and hostility. The findings of these and subsequent 

studies in general suggest that situational variables account for a higher 

proportion of the total variance than that due to individual differences. 

However, these findings also suggest that the variance due to the inter- 

action of person and situation is greater than the variance attributable 
to either main effect. This interaction as a source of variance will be 

discussed in the section to follow. 

Given, then, the emphasis placed on situational determinants, it is 

necessary to attend briefly to the arguments which have been offered in 

support of personality dispositions as real and relevant antecedent 

conditions of behaviour. These arguments tend to be couched in terms of 
defence against disconfirmatory research findings. As Epstein (1979) 

puts it: 
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'The arguments in defence of traits are, for the most part, 
speculations that if things had been done differently, 

stability in personality might have been demonstrated. ' (p. 1103) 

In summary form these arguments are as follows: - 

1. Trait theories cannot be satisfactorily evaluated by measures Of 

cross-situational consistency since consistency at the behavioural le, ýel 

is not fundamentally at issue (Alker, 1972, Eysenck and Eysencl; 1980). 

Rather, trait theories are concerned with consistency at the intervening 

variable level. In other words, as Epstein (1979) notes, what may appear 

to be inconsistency at the phenotypic level may be stability at the 

genotypic level. 

2. As Alker (1972), Bem (1972), and Bem. and Allen (1974) have suggested, 
insufficient use has been made of moderator variables. This reasoning 

runs that moderator variables must be discovered which adequately 
discriminate between types of individuals, situations, or behaviour, for 

by incorporating these into research designs the reliability coefficients 

of cross-situational measures will thereby be raised. 

3. Block (1968) has suggested that consistency of personality will 

become further evident when more is known about the structure of 

personality itself. Carlson's (1971) question: 

'Should personality research be redefined as "the 
experimental study of personality fragments in 
artificial situations? "' (p. 209) 

was a plea for the science of personality to include attention to the whole 

person. In other words, consistency must be*seen as a function of the 

organisation of traits, rather than in terms of single, discrete traits 

alone. 

4. Many contributors, for example, Epstein (1977,1979) have argued that 

personality dispositions will become more apparent if only the behaviour 

of individuals is studied over time. Nelson (1977) and Fiske (1977) 

note that many studies simply fail to consider temporal reliability. 

These are the major arguments in support of the relevance of individual 

antecedents in the determination of behaviour. Their essence is captured 
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by Block (1977): 

I ... if personality research is poorly executed, 
then personality is likely to appear inconsistent. ' (p. 41) 

Block contends that well done R data studies (ratings by judges of real- 

life behaviour) demonstrate impressive personality consistency in individuals; 

that S data studies (self-reports) using carefully constructed personality 
inventories also show appreciable personality coherence and stability; 

and that there are strong relationships between traits or dispositions 

studied using R data and evaluated by S data. However, and this is the 

crucial point, Block suggests that the evidence for personality consistency 

and continuity derived using T data (direct measurements of objective 

behaviour) is erratic, and moreover, that the correspondence between T 

data and either R or S data is poor. Thus for Block the problem for 

personality theory is one of improving the quality of research such that 

T data may be satisfactorily incorporated with the existing paradigm. 

This view would seem to encapsulate the position of those who seek to 

defend the concept of personality. 

So far the conceptual and empirical examination of the relationship 

between individual and social antecedents does not appear to have yielded 

any clear understanding of how the two serve in the ontogenesis of 
behaviour. It would seem there may be three reasons for this: - 

1. Too much attention has been directed towards challenging the primacy 

of personality as an explanatory concept. 

2. The conceptual apparatus for the analysis of situations is unsophisti- 

cated in comparison with that available for studying personality. This 

is hardly surprising given the long history enjoyed by personality 

research. The construction of suitable classification systems for the 

analysis of situations has particularly been cited as a pressing 

task by many commentators, for example* Sells (1963a), Magnusson (1971), 

Moos (1973), Price (1974), Endler and Magnusson (1976a), Magnusson (1976). 

3. The extent to which (P x S) interaction is itself a significant 
determinant of behaviour compounds the relationship between individual and 
situational antecedents. We will now consider this issue in more detail. 
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3.2.2 (P x S) interaction as an antecedent of behaviour 

Endler (1973) described the substance of the controversy over the extent 

to which personality or situational antecedents determine behaviour as 

a @pseudo issue', on the grounds that actual behaviour is necessarily an 

outcome of a continuous interaction between a person and the situation 

encountered. The interactionist model, of which Endler is a firm advocate, 
implies that individuals do possess stable personality dispositions which 

determine behavioural consistency, but that this consistency exists only 

within situational constraints. Behaviour is therefore held to be a 

product of person and situation. This (P x S) interaction became a focus 

of interest as a consequence of attempts to partition variance using the 

multidimensional variance components designs referred to earlier. It 

was hoped that this procedure would identify the main source of variance 

as either P, S or (P x S) interaction. When the evidence began to 

suggest that (P x S) interaction could account for the greatest portion 

of the total variance, it was argued that an interaction component might 

be regarded as the primary determinant of behaviour (Bowers, 1973, 

Endler, 1973). 

Yet the interactionist model is not new in form to psychology as Ekehammar 

(1974) has pointed out in tracing its theoretical foundations. However, 

'modern interactionism' tends not to be influenced by the earlier formu- 

lations although these have been significant contributions in their own 

right. For example, Lewin (1935,1938,1951) is widely regarded as having 

presented an interactionist position. Again, Murray's (1938) need-press 

model is directly concerned with the nature of individual-environment 

interactions and stands as an attempt to examine the relationships between 

internal and external forces, although as Pervin (1978a) notes, it has 

never been systematically-applied to a process of analysing concrete 
behaviour. 

The concept of interaction in psychology contains differing interpretations. 

Pervin and Lewis (1978a) identify five meanings of the term in the 
literature, four of which need concern us here: - 

1. Statistical interaction. This is the form of interaction that occurs 
in analysis of variance designs. It is the product of the particular 

statistical technique and the resulting 'interactions' do not necessarily 

correspond with the conceptual relationships between individual and 
01-1 
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situational variables implied by the interactionist model, a point which 

will be developed later. 

2. Additive interaction. This is the concept of interaction implied by 

statistical interaction. As with the statistical form, additive inter- 

action implies that the person can be measured independently of the 

situation, and that the situation can be measured. Moreover, it is 

assumed the main effects variables may have a relationship such that 

they combine to produce an effect of summation. However, this cannot 

necessarily be demonstrated using analysis of variance designs. 

3. Interdependent interaction. According to the interdependent interaction 

model, person and situation variables, although independently measurable, 

cannot be understood in isolation from one another. It follows that the 

effect of a variable will depend on its relationship to other variables. 
Nuttin's (1977) 'relational' approach to 'personality-world interaction' 

illustrates this view: 

I ... personality is a mode of functioning that, essentially 
and intrinsically, implies an object or world. In other 
words, the psychological or behavioural functions con- 
stituting personality, such as perceiving, imagining, 
thinking, planning, doing something, all imply and are an 
active reference to, and deal with, an "object". Therefore, 
personality as a whole, that is, as the hierarchical structure 
of behavioural patterns, is a mode of being actively or 
virtually related to a world. It is not sufficient to say that 
personality is "open to" the world, or that it is part of 
the interacting elements of the field. In fact, these 
statements imply that both, personality and world, ;: 
previously and autonomously exist in and by themselves 
as substantive entities. ' (p. 202) 

4. Reciprocal action-transaction. This is the final form of interaction 

to be considered by Pervin and Lewis. They suggest it is really an 

extension of the. interdependent interaction model but that there is the 

additional assumption of the interaction process itself producing new and 
different relationships. Endler and Magnusson (1976a), for example, 
argue that: 

'Actual behaviour is a function of a continuous process or 
multidirectional interaction (feedback) between the individual 
and the situation that he or she encounters. ' (p. 968) 
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And again: 

'Reciprocal Causation means that not only do events 
affect the behaviour of organisms but the organism is 
also an active agent influencing environmental events. ' (p. 969) 

The interdependent interaction and reciprocal action- transaction views 

correspond to what Overton and Reese (1973) referred to as the 
'organismic' model, Buss (1977) as a 'systems' view or Magnusson 

and Endler (1977a) and Endler and Edwards (1978) as the 'dynamic' model. 
Essentially all are concerned with the process by which behaviour is 

maintained and developed, or more exactly, maintains and develops itself. 

Endler and Magnusson (1976a, b) and Magnusson and Endler (1977a) have 

summarised what they see as the main features of 'modern' interactionism. 

Firstly, behaviour isdetermined by the process of reciprocal action- 

transaction. Secondly, the person is an intentional agent in this 

process. Thirdly, on the person side of the interaction, cognitive 
factors are essential determinants of behaviour. Significant here is 

Mischel's (1973a, 1977,1979) cognitive social learning approach to 

personality. Lastly, on the situation side, it is the psychological 

meaning of situations that consistutes the important determining factor. 

Much of the empirical research done within the interactionist framework 

has used analysis of variance techniques. In Overton and Reese's (1973) 

terms the focus has been on 'mechanistic' interactions$ in other words, 
on unidimensional causality between independent variables. However, 

there are signs that the 'organismic' model of interaction is being 
incorporated into theoretical analysis and research designs in investi- 

gation of particularly: - 

1. Anxiety, for example, Magnusson and Ekehammar (1975a), Endler and 
Magnusson (1976c), Endler et al. (1976), Payne et al (1982). 

2. Locus of control, for example, Houston (1972), Sherman (1973), Gilmor 

and Minton (1974), Srull and Karabenick (1975). 

3. Prosocial behaviour, for example, Wilson (1976), Staub (1978), 

Batson et al. (1978), E. rkut et al. (1981). 
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Conforming behaviour, for example, Moore and Krupat (1971), Sistrunk 

(1973). 

5. Leadership behaviour. Notable here is the work of Fiedler (1967,1971, 

1977) who has investigated the interaction of leadership style (a person 

variable) and situational variables in determining work group effectiveness. 
This work will be considered in more detail later in the present chapter. 
As suggested already, there is often an interactionist model implicit in 

organisation theory generally. 

The interactionist position is still being debated, a fact to which several 

recent and extensive contributions testify, for example, Endler and 

Magnusson (1976d), Magnusson and Endler (1977b), Pervin and Lewis (1978b), 

Magnusson (1981). However, a number of limitaticnsare already apparent. 

First of all there are methodological issues; secondly there is the fact 

that people are consistent to some degree, particularly in respect of 

actively choosing to be part of certain situations for themselves; and 

thirdly, it seems to be the case that some situations are not easily 

changed. 

1. Methodological Issues. The findings from studies carried out within 

an interactionist framework have not been accepted uncritically. Argyle 

(1976) and Olweus (1977), for example, have argued that the discovery of 
(P x S) interaction as the main source of variance provides no clear 

test of the superiority of interactions over main effects in the deter- 

mination of behaviour. This is because it is difficult to specify how 

much (P x S) variance would be inconsistent with accounting for behaviour 

in terms of main effects, and because as Nisbett (1977) has pointed out, 
it is not easy to disconfirm the existence of interactions. Moreover, as 

previously noted, doubts exist about the conceptual standing of inter- 

actions found utilising analysis of variance designs: Bowers (1973), 

Golding (1975) and Alker (1977) have pointed out that unless individual 

differences and situations are explicitly and separately defined and 

measured, interactions are bound to be 'discovered', and that furthermore, 

the conceptual and practical difficulty of meeting these requirements 
implies these interactions are often statistical artifacts rather than 
indications of the underlying theoretical phenomenon. Thus for Golding 
(1975), analysis of variance methods 'only provide suggestive hints about 
interactive models' (p. 286). Even if interactions derived from analysis 
of variance techniques are accepted at face value, all that has been 
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demonstrated is the existence of interactions. Such methods do not deal 

with the question of how P and S interact, as Sarason, Smith and Diener 

(1975) have suggested, yet this would seem to be the ultimate aim of a 

truly interactionist position (as represented by the interdependent 

interaction and reciprocal action-transaction models). 

Objections on methodological grounds, therefore, direct attention to the 

problematic status of statistical interactions. Staats (1980) summarises 

the issue in this way: 

'When we see ... a personality x treatment interaction ... 
this should not be taken to indicate that the causation is 
any different than usual. It means only that we do, not 
know what the personality and situational factors are ... (A)nalysis of and stipulation of what is meant by person- 
ality and what is meant by the situation would reveal the 
direct lines of causation, without resort to an unspeci- 
fied interaction interpretation. It is only the absence 
of that analysis in interactional psychology that leads 
to the assumption of interaction causation ... Unanalysed 
interactions indicate ignorance of direct causative 
relations. ' (p. 211) 

2. Individual consistency. Within the interactionist view, P and S are 

essentially interdependent; the more committed the view, the less P and 
S can be understood as discrete entities. In the extreme, their structures 
become isomorphic. Yet the individual qua personality does constitute a 

main effect - people are surely in some senses consistent. As Mischel 
(1979) notes, temporal Stability in the patterning of individual lives 

is not usually in dispute - rather it is the 'nature, degree, and meaning 

of the cross-situational breadth of behaviour' (p. 742) which gives rise 
to disagreement. People, then, are consistent over time. Moreover, there 

are some P variables which do show high cross-situational generality. 
Rushton and Endler (1977), for example, demonstrated in a series of 

experiment that cognitive variables accounted for between 49% and 53% 

of the total variance in academic achievement situations, (P x S) 
interaction accounting for between 19% and 24%. Consistency itself may 
be aP variable given that individuals appear to differ in the degree to 

which they exhibit consistent behaviour across situations (Campus, 1974), 

and as Argyle (1976) has suggested, several moderator variables can be 
found to demonstrate that certain kinds of people are most consistent. 
In particular, mentally disturbed patients, people scoring high on 
measures of internal control, and those at the extremes of personality 
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dimensions have been shown to manifest high cross-situational consistency. 

Other moderators to have been used with some success are sex, intelligence 

and anxiety. The dimension of 'self-monitoring' has also been isolated 

as a useful category (Snyder and Monson, 1975). 

One important sense in which people are consistent is through their choice 

of situations. People choose to be in some situations rather than 

others and, furthermore, they appear to choose consistently. Situations, 
in other words can be person specific (Bowers, 1973, Argyle, 1976, 

Magnusson and Endler, 1977a, Raush, 1977), and from this perspective 
traits may be conceived of as inventories of situations (Zlotowicz, 1977). 

3. The unchangeable character of some situations. Like people, situations 

can also exist as a main effect. Firstly, individuals do not always 

choose or select for themselves the situations they are in. Moreover, 

some situations are relatively immutable; certain situations 
, 
select 

people, the "who" that is to behave (Raush, 1977), and specify behaviour, 

for example, in terms of rules and roles (Harrg and Secord, 1972). In 

such circumstances there is less scope for an interactionist interpretation 

since the situation determines behaviour in an important way. 

It would seem, then, that no clear understanding is yet to be had of the 

role of (P x S) interaction as an antecedent condition for behaviour. In 

view of this, and the ill-defined nature of the relationship between P and 
S as main effects considered earlier, it is suggested here that perhaps 
the most promising way to proceed is through specifying conditions under which 
P, S and (P x S) interaction as antecedents of behaviour are each most 
likely to be salient. In other words, it is suggested that the inquiry 
into the ontogenesis of social behaviour might be enhanced by stipulating 
the circumstances that engender individual consistency, situational de- 

terminacy, and (P x S) interactions in which the form of both P and S may 
sometimes change through a process of reciprocal influence. In particular, 
the identification of P and S moderator variables would appear to be a 
useful first step and as suggested above, a start has been made in 

classifying P moderators. Thus far few S moderators have been studied, 
stressful situations perhaps being an exception to this. -j. 0ne obvious S 

moderator is institutional, social or subcultural milieu and it is to the 
development of this idea that we now turn. For our concern here is with 
the organisation as an important S moderator, in other words, with organi- 
sations per se as a generic class of environmental phenomena, determining 
behaviour both directly and in interaction with individual antecedents. 
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3.3 Towards a Model of the Organisation as an Antecedent Condition of 
Behaviour 

The theoretical model of the organisation as an antecedent condition of 

social behaviour can now be considered. It will be remembered that the 

aim of the present study is to suggest how a model of the organisation as 

a psychological environment might be developed, this being a prerequisite 

to studying boundaries themselves as psychological environments, 

although it is to be hoped that the model may have a more general 

applicability as well. It was argued that a social psychological per- 

spective may contribute in an important way to our understanding of 

behaviour in organisations because social psychology is potentially able 

to address individual and social structural antecedents of behaviour 

within one theoretical framework. A social psychological account of 

behavour in organisations, it was proposed, must be concerned with how 

organisations act as psychological environments in determining behaviour 

directly, regardless of individual antecedents, how personality itself 

may determine behaviour, and of course how personality and organisational 

antecedents interact to determine behaviour. However, we must begin by 

noting that social psychology has lacked coherence as a disciplinet 

which necessarily acts as a restraint upon the progress a social 

psychological perspective may make towards developing a general theory 

of behaviour in organisations. Fortunately, as noted already, there 

are indications that some unification may be taking place. 

3.3.1 The two traditions of social psychology and some evidence of a 
unifying theme 

Many have noted, for example, Armistead (1974), House (1977), Liska (1977), 

Stryker (1977), Boutilier et al. (1980), that there is a bifurcation of 
social psychology, a state of affairs brought about by the existence of 
two quite separate traditions of theorising and research. The tradition 

of psychological social psychology has emphasised individual psychological 

processes of perception, cognition, learning and attitude formation as 
these function in relation to social stimuli. Methodologically there 
has been heavy reliance on laboratory experimentation from within a 
positivist frame of reference. Sociological social psychology is sometimes 
considered to have two distinct strands as House (1977) has noted. 
Firstly there is the tradition of symbolic interactionism, largely constitutdd 
in G. H. Mead's (1934) 'Mind, Self and Society' and perpetuated in 
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several forms, for example, the work of Goffman, and later, ethno- 

methodology. The emphasis is on the development of the social self, 

socialisation, and face to face encounters. In these processes the con- 

struction and interpretation of meaning is seen as paramount, and informal 

methodologies such as participant observation have been regarded as most 

appropriate. Secondly, within the penumbra of sociological social 

psychology there fall the more diffuse writings dealing with the 

relationship between social and psychological structures, this theme 

running in a disjointed stream through the history of sociology. The 

origins of these writings may be traced to Durkheim's (1951) 'Suicide' 

in which he remarked: 

'We see no objection to calling sociology a variety of 
psychology, if we carefully add that social psychology 
has its own laws which are not those of individual 
psychology. ' (p. 312, quoted in House, 1977) 

The theme may be discerned in Parsonian functionalism which treats the 

personality system as a set of need dispositions to conform to socially 

prescribed role expectations, where social structure is conceived of as 

a complex of interlocking roles. But as Boutilier et al. (1980) point 

out, the relationship between social and psychological structures has never 
been satisfactorily debated in sociology; indeed the (not very surprising) 

uneveness of attention afforded to social structure at the expense of 

an adequate concept of the individual was particularly stres. % by Wrong 
(1961) in an influential essay. 

The two social psychologies have attracted criticism both in their own 
terms as separate traditions and for their lack of integration. Psycho- 
logical social psychology has been particularly marked out for close 
scrutiny over the past decade or so. Rosenthal (1969) drew attention to 

methodological problems inherent in the experimenter-subject interaction 

process; Harrg and Secord (1972) took the positivistic assumptions of social 
psychology to be a fundamental flaw in its claim to be a science; 
Gergen (1973) criticised the ahistorical orientation whereby social 
psychological phenomena are treated as generalised rather than changeable 
according to different social and cultural conditions; and Levine (1976) 
has argued that social psychology is predicated on 'naturalistic meta- 
physics' which emphasise transhistorical explanation, laws in nature, 
reductionism, positivism, and value-free knowledge. This, according to 
Levine has impeded social psychology's progress. 
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Symbolic interactionism has long been criticised for its failure to deal 

with structural variables, as for example, Manis (1977) and Hewitt (1977) 

have indicated, and amongst the later derivatives, ethnomethodology in 

particular has been considered as limited in its sphere of interest 

(Resler and Walton, 1974). It has also been charged by Bauman (1973) 

with failing to attain a self-proclaimed radical methodological stance. 

The already mentioned failure of sociology generally to take adequate 

account of the interaction between personality and social structure, is 

well documented (for example, Gouldner, 1970). 

However, despite the existence of these two traditions within social 

psychology and thedifficulties evident within each, there iq some indication 

that a trend towards unification may be emerging. Stryker (1981) has 

suggested that the focus on the subjective world is bringing about this 

convergence, and Backman (1979) has pointed out that a major theme within 

recent social psychological research is situationism, -a concern with 

situations as determining conditions of social behaviour. If this is 

correct then situational analysis may be an important line of research in 

bringing the two streams within social psychology closer together, a 

pssibility more than hinted at in several recent major contributions, 

notably, Forgas (1979a), Furnham and Argyle (1981b), Argyle et al. (1981). 

3.3.2 Organisations as psychological envirorments 

In Chapter 1 the perceived objective-like nature of organisations was 
said to represent a psychological environment for organisational members. 
It was also noted that the question of whether organisations, as apparently 

objective structures, have some reality beyond perception, is to be seen 
as a pre-psychological and pre-sociological one. our concern is with 
social structures as socially produced objects - their reality resides in 

the world as it is intersubjectively constructed. For it to be 'real', 

people merely have to sustain a world designated as objective-like, a 
designation which pre-dates any one individual. This they surely do for 

as Berger and Luckman (1967) say: 

'The world of everyday life is not only taken for granted 
as reality by ordinary members of society in the subjectively 
meaningful conduct of their lives. It is a world that 
originates in their thoughts and actions, and is maintained 
as real by these. ' (p. 33) 
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It is this perceived objective-like structure that constitutes the 

psychological environment, the antecedent conditions of behaviour which 

arise outside the individual. 

Following Weick (1979a) it was held in Chapter 1 that as psychological 

environments organisations are 'bodies of thought' - 'things' thought 

about and at the same time 'things' which affect cognition. They are 

also 'sets of thinking practices' - varied and complicated modes of 

cognition invoking different states of awareness. Yet in corstituting 

the psychological environment of organisational members abstractions 
like 'the environment'. 'organisational goals' and of course 'the 

organisation' itself may not have any very direct impact on behaviour. 

Perhaps only infrequently might we explain a person's behaviour as a 

response to an organisational requisite per se, for as already suggested, 

to juxtapose an individual and social structural level of analysis may 

only serve to reveal that there are not many direct relationships between 

them. The problem is thus one of locating conceptual units in the psycho- 

logical environment which are evident in cognition and which at the 

same time reflect in a direct sense organisational structure. These are 

the 'bodies of thought'. Once they are known we may then ask how they 

might constitute 'sets of thinking practices'. 

The concept of 'the situation' appears to meet these requirements in 

many respects. Setting aside for the moment how from a social psycho- 
logical perspective we should define 'the situation', let us ask to what 
it refers as a level of analysis. Pervin's (1978b) discdssion of the 

distinctions between the concepts of stimulus, situation, and environment 
is helpful here. He suggests that the main difference concerns scale of 

analysis: a stimulus may be understood as the specific object of a 

person's attention; a situation refers to a person's engagement with an 

array of objects and actions over a particular time span; and the envirort- 

ment of an individual consists of the specific situations he or she 

encounters and the relationships amongst those situations. Thus: 

Ia stimulus may be an organism, place or thing. 
A*; 

ituation 
always includes an organism or organisms, 

a place, and action. An environment includes an 
organization of discrete situations and characteristics 
which may be continuous across situations but relevant 
to each of them. ' (p. 80) 
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These three concepts are therefore conceptually distinct from one 

another; they represent qualitative breaks in the progression in scale 

from momentary, discrete stimulus to all-embracing environment. The 

focused nature of a stimulus implies that all else encountered by the 

individual is treated simply as background information, whereas, by 

contrast, anything may potentially be salient'within the environment. 

It is important to note that these differences in scale presuppose nothing 

about the predictability of behavioural responses. So although a 

stimulus may be expected to elicit a relatively specific response it 

will not necessarily be a predicatable response. Current models of 

perception assume individuals to be actively involved in interpreting 

their surroundings, and individual variation in interpretation exists 

whether these surroundings take the form of stimuli, situations or environ- 

ments. In fact there is some evidence that highly specific stimuli can 

invoke random reactions (Tyron, 1973), and stimuli presented under 

controlled conditions are known to produce non-adaptive behaviour (such 

as response sets on psychometric tests). 

The psychological environment, then, in Pervin's terms, includes 

a set of discrete situations, and is reflected in some important 

ways in each situation it contains. Thus as objects thought about, 

situations are an essential conceptual unit mediating between cognition 

and organisational structure. The organisation as a psychological 

environment is experienced as a series of objective-like situations, 

and the organisation has coherence and substance at this level because 

it is reflected in those situations. In other words, situations are 
forganisational' in that they possess a certain distinctiveness of character 

- they may, for example, contain particular roles to be performed, 

particular rules to be followed, certain kinds of goals to be sought; 

they may, for instance, be represented in terms of only certain cognitive 
dimensions; again, they might be defined in terms of appropriate 

behaviour to be displayed; and so on. Therefore we may expect to see 
features of organisational structure - organisational goals, the 

hierarchical system, the task and role systems, sub-unit boundaries, the 

motivational system, the degree of routinisation, the degree of centra- 
lisation of decision-making, indeed, the formalised nature of organisations 
themselves, and all else that may be thought of as structure - reflected 

as characteristics of situations. These properties of organisational 

structure will appear more or less salient according to the particular 

situation. And insofar as situations have the same characteristics 
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regardless of a particular organisational setting, they may be said 

to constitute properties of the phenomenon of 'organisation, itself. 

In that sense, then, organisations engender a distinct genre of social 

situations, and such situations therefore represent cultural objects. 

In short, organisations are psychological environments on account of the 

forms of situations to which they give rise, and from the perspective 

of individual lives, experienced according to a variety of situations* 

the organisation may be thought of as providing a coherence, a theme 

for certain of these. Thus from the individual's point of view the 

organisation exists, so to speak, as a situational moderator. 

Clearly all that is contained in the psychological environment cannot 
be represented only in terms of social situations. Other 'objects' 

thought about-and 'objects' which affect cognition obviously include 

people, tasks, jobs, roles, and so on. The situation, however, is 

important as a level of conceptualisation in that it both impinges on 

cognition and reflects organisational structure. Whilst other conceptual 

units in the environment may certainly be objects of cognition, they do 

not generally appear to meet both of these requirements. People, for 

example, are important (sometimes the most salient) features of situations 

- they are not themselves situations. This is of course why, as Furnham 

and Argyle (1981a) have suggested, social psychologists are finding it 

necessary to move beyond a narrow interpersonal conception of beha. vioural 
determinants. Tasks, of course, like people, are very specific concep- 
tual units, and in any case are not necessarily social determinants of 
behaviour. By contrast, jobs tend to be generalised units of analysis. 
However, it is interesting to note that Brass (1981), in a recent study, 

provides evidence to suggest job characteristics mediate the relation- 

ship between organisational structure and individual responses. Moreover, 
Brass was able to show that organisational structure failed to increase 

significantly the amount of variance explained in the dependent variables 

of satisfaction and performance beyond that accounted for by job 

characteristics - evidence, perhaps, that organisations per se do not 
determine behaviour in a direct sense, and hence confirmation of the 

need for a social psychological unit of analysis which satisfactorily 
mediates between the individual and organisational levels. 

The concept of role has long been regarded as an obvious candidate to 

provide this link. It is not the intention here to offer a critique of 
frole' as a social psychological unit of analysis - its value, after all, 
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as a conceptual tool is hardly in dispute, given its wide usage in the 

social sciences generally, and organisation theory in particular. Rather 

we may briefly note some limitations and suggest how the concept of 

role may be incorporated into situational analysis. 

The most important difficulty is the degree of generality associated with 

role as a unit of analysis in organisations. As is often pointed out, 

for example, McCall and Simmons (1973), Britton (1973), Stephenson (1978), 

roles lack a specificity such that in practice behaviour is frequently 

improvised within very broad limits. Thus the neat symmetry of organisations 

conceptualised as systems of interlocking roles is belied by reality, 

and the extent to which roles per se act directly as antecedents of 

behaviour is therefore problematic. It also seems unlikely that the 

mere existence of a formal organisational role will ensure that it is 

salient for behaviour in all circumstances. Indeed the most obvious way 
in which the saliency of a role may vary is in terms of the situation. 

Although organisational members obviously occupy a role associated with 

their position in the organisation, it may be more helpful to think of 

such roles as particular aspects of situations, acting as determinants of 

behaviour together with other situational elements. A given role will 

then be more or less significant for behaviour depending on the particular 

saliency of other situational elements. A number of theorists, for 

example, Argyle (1976), Forgas (1979a), Argyle et al (1981) have 

suggested that roles should be regarded as components of situations. 
The situation is therefore seen as a more inclusive unit than role (al- 

though of course organisational roles exist across situations), each 

situation having a number of specified roles which as Argyle et al. 
(1981) put it, 'provide the individual with a fairly clear model for 

interaction' (p. 7). 

One other object of cognition in the psychological environment which should 

particularly be mentioned is organisational climate, especially since 

some researchers, for example, James and Sells (1981) appear not to 

distinguish it from the concept of situation. Climate by definition is 

molar, as Payne (1971) pointed out, and so is differentiated from the 

situation by virtue of level of conceptualisatiQn. Organisational 

climate, according to iield and Abelson (1982) exists insofar as there is 

consensus at an organisational level about perceived organisational 
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attributes. Thus climate refers to the highest order abstraction within 

the psychological environment - the organisation itself - and for-that 

reason its impact on behaviour is likely to be at best indirect. 

To recapitulate: situations are important as 'objects' within the 

psychological environment constituted by an organisation, for they mediate 

between cognition and organisational structure. Other conceptual 

units in the psychological environment appear less well suited to 

mediate in this way. Organisations are therefore psychological environ- 

ments on account of the forms of situation to which they give rise. It 

is these situations which constitute the social antecedents of behaviour 

in organisations. 

3.3.3 Situations as 'bodies of thought' and 'sets of thinking practices' 

How, then, is the situation to be defined as a social psychological unit 

of analysis? Since we are concerned here only with the situation as an 

object of cognition, with the psychological situation, some difficulties 

may be avoided. But it should be noted that situations can be defined 

in terms other than cognitions. One approach is to focus on the objective 

characteristics of situations, what Forgas (1979a) refers to as the 

'ecological' strategy'. For example, Sells (1963b) listed a large number 

of objective characteristics, ranging from natural properties of the 

environment such as atmospheric conditions to features of group 

membership, which are likely to occur as 'aspects of the total stimulus 

situation'. Barker (1965,1968) also argued that situations (or 

Ibehavioural settings') have physical properties and boundaries, whilst 
Argyle (1966,1977) and Argyle et al (1981) have suggested that analysis 

of situations should include, amongst other things, description of the 

special environmental setting and props or 'pieces' involved. An 

alternative approach is to conceptualise situations in terms of the 

observable behaviour(s) they elicit. Price (1974) and Price and 
Bouffard (1974) have proposed that situations can be analysed according 
to the appropriate and inappropriate behaviours associated with them. 
Again Argyle (1976,1977) argues that whilst some behaviour is universal 
to all situations, such as amounts of speech and gaze, their relevance 

and meaning are not. Thus behavioural categories, according to Argyle, 

can be understood as situation specific, for example, question-answer 

sequences in interviews. 
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A cognitive approach to defining and studying situations is evident in 

much current social psychological research. Many conceptual and empirical 

analyses have emphasised situations as objects of cognition, for example, 

Magnusson (1971,1974), Ekehammar (1974), Ekehammar et al (1975), 

Magnusson and Ekehammar (1975b), Endler and Magnusson (1976a), Forgas 

(1976,1978,1979a, 1981), Pervin (1977), Argyle et al (1981) - to cite 

only a few of the more recent contributions. Although within a cognitive 

approach there are differing uses of the term 'situation' there appears 

at the same time to be some agreement as to how the situation may be 

defined. The following definition can be distilled from the literature. 

Situations are socio-cultural units of naturally occurring, recurring, 

stereotypic and familiar sequences of social interaction about which 

there is consensual understanding. These socio-cultural units are 

cognitively represented to form a gestalt to which perceivers are 

easily able to respond. It is this gestalt which defines the level of 

situational analysis. 

Situations, in other words, are culture specific social objects with 
histories that precede individuals in a given culture or subculture. 
As social objects, situations are social interaction sequences which, 

over time, have become refined so as to exhibit a perceived objectivity, 
familiarity, and stereotypic quality. They are perceived and cognitively 

represented as complete entities, distinct from the individual's general 

environment on the one hand and specific stimuli on the other. It is 

also important to emphasise that such situations arise naturally. This 
is to distinguish them from social interactions which are deliberately 

contrived and the subject of high order monitoring, for example, 

psychological laboratory experiments, T-groups, role playing training 

techniques, or theatrical performances. 

In addition it is assumed that individuals within a culture or subculture 

are easily able to identify situations and with a high degree of consensual 
validation. Moreover, it is assumed that the number of situations 
occurring in the day to day routines of an individual or group is both 
finite and limited. In fact these assumptions are well grounded in 

research findings. As Forgas (1979a) has pointed out, many of the studies 
carried out have shown that despite the apparently large number of 
situations which exist, and their complexity, people can both recognise 
them and agree in their interpretation of them. Furthermore, it has been 
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found that the number of situations in the ordinary lives of individuals 

is nowhere near as numerous as commonly supposed. 

It is, however, necessary to qualify the above definition in one crucial 

respect. Situational interpretation is sometimes more problematic than 
is suggested by such a definition. Indeed the extent-to which 

consensual understanding exists is itself an important characteristic 

of situations. Clearly some situations are construed by all individuals 

in the same way; others are less obviously interpreted according to shared 

meaning. When situations are 'enigmatic' as Harrg and Secord (1972) 

put it, there is likely to be a search for and construction of meaning 

which is not required in situations where a high degree of consensual 

understanding already exists. It may also be suggested that, despite 

Zlotowiczls (1977) claim of there being no behaviour outside situations, 
individuals do not always construe social interaction in terms of 

situational units. In effect, on such occasions no situation exists. 
Gaps between and discontinuities of situations are conceivable, if 

problematic. 

Again if situations require interpretation or are subject to changing 
interpretation (the latter being an inevitable process viewed from 

within the framework of a truly interactionist position), then as 

McHugh (1968) suggested, there is an ever-present emergent quality 

associated with them. For example, an individual may fail to comply 

with particular demand characteristics of a situation, such as fulfilling 

certain formal role requirements so that embarrassment ensues (Gross and 

Stone, 1964). Does this imply that a new situation has evolved? As has 

often been suggested (for example, by Secord and Backman., 1961 , Raush, 

1965, Peterson, 1977), interpersonal interaction not only helps to 

sustain psychological meanings, but also serves to change them. 

Situations, then, as objects of cognition, as 'bodies of thought' in 

organisations, range from being clear and unambiguous in meaning to 

enigmatic. Since situations are stereotypic and familiar sequences of 

social interaction there will often be consensual understanding in their 
interpretation. When meaning has to be searched for and constructed, 
however, individuals are unable to rely on taken for granted knowledge 

of the situation, and presumably in these cases more cognitive work takes 

place. Thus the process of interpretation implies that different states 

of awareness are occasioned according to the situation, and this represents 
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an important element in our definition of the psychological situation. 

Situations constitute 'sets of thinking practices', the second aspect 

of Weick's (1979a) dual conception of the organisation as a psychological 

environment. (More properly, of course, we should refer to situations 

as giving rise to sets of thinking practices. ) When consensual under- 

standing of situations exists we may expect less actual 'thinking' to 

occur. These situations are represented in cognition according to well- 

articulated implicit and explicit structures. Since as suggested in 

Chapter 1, much behaviour in organisations is perhaps accomplished 

without recourse to explicit thinking, many situations may be of this 

type. However, when situations require interpretation and reinter- 

pretation it may be anticipated that more explicit 'thinking' takes 

place. Thus the analysis of situations provides a means of studying 

the psychological environment as sets of thinking practices. In other 

words, situations serve to emphasise the importance of attentional 

processes in organisations. 

3.3.4 The individual, the situation, and (P x S) interaction as 
antecedents of behaviour in organisations 

If the sine qua non of behaviour in organisations is that it reflects, 
in at least certain respects what Allport (1934) called a J-curve of 

conformity, then it does so because organisational members are constrained 

and influenced by the organisation. Thus from the perspective of 

situational analysis we may say that it is an indispensable condition for 

the existence of organisation'that some situations are important 

determinants of behaviour. According to this conception, therefore, 

organisational life is experienced as a more or less coherent set of 

situations, some of which are comparatively unchangeable and allow 
for little variation in behaviour, and others of which exhibit these 

qualities to lesser degrees and so may combine with personality to 

produce a joint effect on behaviour. Thus for the social psychologist 

concerned with understanding behaviour in organisations, behaviour, in 

other words, that is specifically organisational, the task is one of 
discovering which situations (or types of situations) have a determining 
influence, and which interact with individual antecedents in the 

ontogenesis of behaviour. 

Clearly this is an empirical task, although we may speculate on the 
kind of insights situational analysis might offer. For example, 
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since organisations are by definition formal social arrangements we 

might expect some situations to reflect a high degree of formality and 

so to exert a determining influence on behaviour. In these situations 

the role requirements would be relatively specific, the rules of 

conduct precise, the goals highly visible and oriented towards securing 

organisational interests, and so on. Similarly we may expect some 

situations to demand task-based, impersonal behaviour and therefore 

allow little scope for personality to manifest itself. Indeed when 

personality appears to influence behaviour in these situations this may 

sometimes be interpreted as a pathological reaction on behalf of an 

individual. Situations which are less powerful antecedents of behaviour 

and interact with personality may turn out to be recognisable types, in 

which case some important situational moderator variables will have been 

uncovered. Payne et al (1982) have recently proposed an interactionist 

model is appropriate for measuring anxiety in stressful situations which 

arise in a work context. Again, situations which are enigmatic may 

sometimes require an interactionist account of behaviour - perhaps some 

situations encountered by boundary personnel will be found to engender 

a (P x S) interaction since as was apparent from the analysis in 

Chapter 2, organisational boundaries are complex and enigmatic phenomena 

and so may be expected to exist as psychological environments which 

reflett these qualities. (However, we should note that when a situation 

is enigmatic this does not of itself presuppose the situation will act 

as a determinant of behaviour only in a weak sense - indeed enigmatic 

situations might be powerful determinants of highly erratic behaviour. ) 

An analysis of (P x S) interaction should also reveal more exactly how 

personality intecedents contribute to determining behaviour in organisations 

- to give just one example, achievement motivation may be 'engaged' or 

perhaps invoked within particular types of situation, such as problem- 

solving situations. Lastly the situations in which individual antecedents 

turn out to be the principal determinants of behaviour may likewise yield 

some useful knowledge, particularly with respect to whether these 

situations are seen as dysfunctional or merely irrelevant in organisational 

terms * 

3.4 Studies of Situations in Organisational Contexts 

In general situational analysis is a much neglected field in organisation 
theory, whether the situation is defined in cognitive terms or otherwise. 
When the term 'situation' does appear in the literature there seems to 
be little consistency of usage and it can refer to anything from specific 



- 31 - 

social and non-social stimuli to the general environmental conditions 

encountered by the individual, the latter being--the most usual interpretation. 

In this section, therefore, a brief survey of these uses is made, from 

which it will be evident that the concept of situation has yet to acquire 

a coherent form in the study of organisations. 

In a somewhat overlooked early study, Miller (1958) observed a behavioural 

phenomenon in an organisational setting which might be said to represent 

a paradigm case where the situation determines behaviour. Miller was 
interested in the 'ecology' of skilled work teams and noticed that the 

process of cooperative manual effort frequently occurred quite 
independently of any command-response sequence. This behaviour appeared 

to be guided by team members' mutual perception of implicit prompts 

within the work itself, that is, the situation. Miller suggested that 

there may be many situations in organisations, each containing subtle 

cues, such as taken for granted rules, which determine actual behaviour. 

Although the conclusions in this early study were drawn from observing 

only skilled cooperative manual behaviour, where the situation consisted 

simply of the physical work process, the implications in terms of the 

potential for situational analysis are of rather wider significance, 

as Miller himself pointed out. 

Essentially situations in organisations have been analysed in terms of 

either common dimensions or component and constituent elements, this 

being consistent with approaches to situational analysis generally (to 

be considered in the next section of this chapter). In the case of the 

former, whole situations necessarily form the basic unit of analysis) 

whilst in the latter the primary units are parts of situations. Which- 

ever approach is adopted, the purpose often is to classify situations 

or situational components so that the resulting taxonomies may be used 
in constructing heuristic frameworks which predict the 'best fit' or 
'match' between persons and situations, the final result being a set of 

templates linking the two. Behaviour, or rather, performance, is 

therefore conceptualised as an outcome of a (P x S) interaction. 

A dimensional analysis involves identifying several discrete constructs 
which can be used to characterise and locate a range of situations of 
interest. By far the best known example of such an approach is Fiedler's 
(1967,1971,1973) theoretical and applied analysis of effective leader 
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behaviour. As is well known, Fiedler's work rests on the notion that 

the effectiveness of two contrasting leadership styles or attributes is 

contingent upon the favourability of the situation. These two styles are 

expressed as an orientation to either success on task performance or 

the maintenance of good interpersonal relations, and represented as low 

and high LPC (least preferred co-worker) scores respectively. Favour- 

ability of the situation is defined as the ease with which the leader 

can control the behaviour of group members and is itself determined by 

three situational dimensions; the quality of leader-member relations, 

the degree to which the task is structured, and the relative strength of 

the leader's power position (understood in terms of the availability of 

rewards and sanctions that the leader can administer). By dichotomising 

each of these three dimensions and combining them to form the basis of 

a taxonomy, Fiedler is able to create eight logically possible categories 

into which all leadership situations can be placed. The assumption, 

therefore, is that all leadership situations may be described according 

to these three dimensions and that all dimensions will be salient for any 

situation. The concept of situation itself refers ýimply to the generalised 

work group environment in which the leader functions as this occurs in 

actual organisational settings. 

As already mentioned, organisational climate is sometimes understood to 

be a generalised 'situation' and is usually described and measured in 

terms of dimensions. Campbell et al (1970) and Waters et al (1974) in 

reviewing climate studies have noted that there are four main dimensions 

used by researchers: the degree of autonomy given to individuals; the degree 

of structure imposed on work roles; the degree of consideration and 

support given to individuals; and the availability of rewards. A 

detailed synopsis of climate research is unnecessary here and there are 
in any case many comprehensive reviews already available, for example, 
Payne (1971), James and Jones (1974), Payne and Pugh (1976), James and 
Sells (1981), Field and Abelson (1982). The very generalised conception 

of the 'situation' (climate) is well illustrated in the definition offered 
by Frederiksen et al (1972). The situation is described as 'a-set of 
expectations or understandings, held in common by most of the members of 
an organization as to the kind of uniformity in behaviour that is seen 
as appropriate in that organization' (p. 73). Frederiksen et al 
analysed (P x S) interactions using simulated climates in a laboratory 

setting. This study is particularly noteworthy because although climate is 
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treated as a situation, the researchers are amongst the few to have 

made a specific plea for the introduction of situationalanalysis into 

organisation theory. 

Turning now to the analysis of situations where component or constituent 

elements have been the focus rather than common dimensions, we may note 
that here too definitions of the situation tend to be in terms of general 

environmental conditions. Research on job performance and satisfaction 

as a function of person-environment fit provides numerous illustrations. 

Again since several detailed reviews of this literature exist, for example, 
Pervin (1968), Ronan (1970), Schneider (1978), only a few illustrations 

need be given: Terborg et al (1980) define the situation in terms of 

contingent and non-contingent rewards, whilst Peters et al (1980) and 
Peters and O'Connor (1980) have constructed an empirically based taxonomy 

of 'situational resource variables'. These include: job related 
information, tools and equipment, materials and supplies, budgetary 

support, required services and help from others, time availability, and 
the physical work environment. Hacker (1981) defines work situations as 
job content in a contribution notable for its cognitive emphasis. 

A different example of a situational analysis in which consistituent 

elements are catalogued is a study by Kohn and Schooler (1973), 

particularly noteworthy for the explicit adoption of a reciprocal 
interaction model to explain the mutual influence of psychological 

variables (such as self-esteem, self-direction and intellectual 

functioning) and occupational conditions. Within the situation is 

included a wide range of organisational, occupational and job related 
factors which are potentially relevant to occupational experience. 

The situation is sometimes defined according to a particular and 

critical component - for instance, Vroom and Yetton (1973), in an 

alternative formulation of the contingency approach to leadership, 

suggested that the specific problem confronting the leader might 
constitute the basic situational unit of analysis. 

Finally, to give an example from goal setting research, Campbell (1982) 
has recently suggested the following situational components to be 
likely determinants, together with personality, of choice of goal 
difficulty level: prior success or failure on the task, monetary and 
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verbal incentives, feedback, participation, and competition. Again, 

therefore, the situation itself is defined as the general environmental 

conditions confronting the individual. 

3.5 Basic Problems in the Analysis of the Psychological Situation 

In concluding the discussion in this chapter of situations as antecedent 

conditions of behaviour in organisations, it is important to comment on 

two basic decisions which confront the researcher in analysing the 

psychological situation. This is also necessary as a preliminary to 

describing in the chapters to follow the empirical study of the psycho- 

logical environment encountered by boundary personnel. These decisions 

can be referred to as: 

a. The problem of choice of analytical units 
b. The problem of classification. 

3.5.1 The problem of choice of analytical units 

As mentioned already the basic choice of approach to analysing situations 
is between a focus on common dimensions and component elements. Whole 

situations are the essential unit of analysis in the former, parts of 

situations in the latter. Both approaches have been applied in 

theoretical and empirical investigations. 

A growing number of studies have been concerned with identifying under- 
lying cognitive dimensions used to represent situations. For example, 
Pervin (1976) suggested that the four most salient dimensions used in the 

perception of situations may be friendly-unfriendly, tense-calm, 
interesting-dull, and constrained-free; Forgas (1976) found the cognitive 
dimensions of involvement and self-confidence to be relevant to 

representing situations for two different subcultural groups (one of 

students, the other of housewives); again, Forgas (1978) found evaluative, 
involvement, anxiety and socioemotional dimensions used to represent 

situations in an academic setting; Nascimento-Schulze (1981) hypothesised 

that the dimensions of involvement and constraint may underlie the 

perception of social situations in general; Argyle et al (1981) note 
that the two dimensions of task-social and casual-intimate appear in many 
of the empirical studies of si tuations they have conducted; and Forgas (1981) 



- 85 - 

in a further comparative study of two group milieux (sports teams) found 

activity, intimacy and friendliness dimensions to be relevant to 

representing situations in one, and friendliness and evaluative dimensions 

to be most salient in the other. 

The identification of underlying cognitive dimensions used to represent 

situations is emerging as a major theme in situational analysis. It is 

the approach adopted in the present: -empirical investigation to be 

described shortly, and the reasons for this choice will be made apparent 
then. 

The analysis of the psychological situation in terms of component or 

constituent elements has also received growing attention. The approach 
is well illustrated in the work of Argyle and his co-workers (Argyle, 

1976,1977,1981; Graham et al, 1980; Argyle et al, 1981). These 

researchers propose that situations be analysed in terms of a number of 

components, some of which necessarily are perceived properties such 

as goals, roles, concepts and rules. Because there are a large number 

of elements in a situation, with some being more important than others, 
there is a tendency to treat just one or two elements as being of 

singular interest. As Argyle et al (1981) note: 'Clearly we have to 

walk a knife-edge between partisan zealotry regarding one or two 

elements (roles, rules, etc. ) and benevolent eclecticism which sees 
every minor variable as having a possibly important effect on behaviour, 
(p. 5). In fact roles and rules have been afforded particular attention 

- they represent, for example, the central elements in the 'ethogenic' 

approach to the analysis of situations proposed by Harrg and Secord 
(1972), and Harrg (1974 a, b, 1977) has subsequently discussed the concept 
of rule in some depth. 

3.5.2 The problem of classification 

Clearly we need some means of ordering knowledge of situations, as this 
develops. As mentioned previously, there have been an increasing number 
of calls for the construction of taxonomies of situations, for example, 
Frederiksen (1972), Frederiksen et al (1972), Price and Bouffard (1974), 
Pervin (1978b). The theory of clAssification need not concern us here, 
but it is useful to note that taxonomies tend to be empirically derived, 

multidimensional structures, in contrast to typologies, which are more 
inclined to be unidimensional and a priori (Pugh, Hickson and Hinings, 
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1969). There is, however, undoubtedly overlap between the two. 

Taxonomies are a means of classifying phenomena and thus have an 
important contribution to make in scientific analysis. Frederiksen 

et al (1972) have noted that taxonomies can be both descriptive and 
illustrative of a theoretical structure, and they give as an example the 

periodic table, which represents not only a classification of the 

elements but also a theory of the nature of matter. The same writers 

suggest that taxonomies may be of two kinds: taxonomies of the attributes 

of objects, and taxonomies of the objects themselves. 

Taxonomies of attributes are directed towards defining and classifying 

basic underlying characteristics, factor analysis being of course the 

traditional means in psychology of revealing these features. Multi- 

dimensional scaling techniques now provide a valuable alternative 

depending on the form of the raw data. Within psychology taxonomies 

of attributes abound in the study of individual differences, but so 

far few exist in situational analysis. A promising start has been made, 

however, in studies of the sort referred to above which attempt to 

isolate underlying cognitive dimensions used to represent situations. 

One of the aims of the present empirical investigation is to develop a 

taxonomy of attributes associated with situations encountered by boundary 

personnel. 

Taxonomies of objects themselves can be derived either by combining 
attributes or by classifying according to a property which a certain 

group of objects all share. The former involves taking all possible 

combinations of attributes so as to create a series of logical categories 
in which objects may then be located. Of necessity all attributes 

are assumed to be relevant to every object. Fiedler's taxonomy of 
leadership situations referred to earlier is an example of a 
taxonomy derived by combining attributes. The second method of generating 

a taxonomy of objects themselves usually involves employing cluster 
analytic techniques. Objects are assigned to a cluster or category on 
the basis of any shared property. 

Again to date there are few taxonomies of situations themselves. Indeed 

until recently the only such classifications to exist were developed on 
an a priori basis and so are more properly typologies. For example, 
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Kraus (1970) generated a 'partial taxonomy of traditional situations'. 

This included: joint working, trading, fighting, sponsored teaching 

(which refers to the modification of a compliant learner's behaviour), 

serving, self-disclosure (or the declaration of opinions), and playing 

(by which is meant a non-serious approximation of other social 

situations merely for the pleasure of performance). Other broad 

categories have been suggested. For example, Harr6 and Secord (1972) 

distinguished between enigmatic and formal 'episodes', the latter being 

made up of four sub-classes: rituals, games, routines, and entertainments. 

Some researchers have begun the task of developing empirically based 

taxonomies, as is evident in the work of, for example, Price (1974) 

and Forgas (1976). More recently Argyle et al (1981) report that the 

application of cluster analysis in their studies of situations has 

produced a number of basic types, these being: formal social events, 
intimate encounters, casual encounters, formal encounters in shops and 

officers, asymmetrical social skills occasions such as teaching or inter- 

viewing, negotiation and conflict, and group discussions. 

3.6 Summary 

In this chapter a model of the organisation as a psychological environ- 

ment has been suggested as a preliminary to investigating empirically 

the psychological environment encountered by boundary personnel. It is 

of course hoped that the model will also have a more general applicability 
in studying behaviour in organisations. 

It has been proposed that the situation may be regarded as an important 

social psychological unit of analysis within the psychological environ- 
ment since situations mediate between organisational structure and 

cognition. An analysis of situations therefore becomes central to 

understanding organisations as social antecedents of behaviour. 

For the psychological situation, at least some of the time, may be said 
to act as a determining influence on the behaviour of organisational 

members. 
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4A SITUATIONAL ANALYSIS OF ORGANISATIONAL BOUNDARIES 

AS PSYCHOLOGICAL ENVIRONMENTS: METHODOLOGY AND PROCEDURE 

4.1 Introduction 

This chapter describes the methodology and procedure adopted in a situational 

analysis of organisational boundaries as psychological environments. It was 

seen in the previous chapter that certain choices confront the researcher 

who would understand the social world from the perspective of situational 

analysis. We have defined the situation in cognitive terms because this 

follows inevitably from treating the organisation as a perceived objective 

-like entity which constitutes a psychological environment for its 

members., -However, additional reasons for advocating a cognitive approach 

will also be considered below. A further fundamental choice concerns 

the problem of which units of analysis are to be used. As indicated 

already, a dimensional approach forms the basis of the present empirical 

study, so that whole situations constitute the basic analytical unit. It 

is suggested below that a dimensional approach is a useful starting point 

for a systematic situational analysis in general, and when applied to 

organisations in particular. One further reason for choosing a dimensional 

approach will also be outlined. This concerns the availability of new 

dimensionalisation methods for analysing large quantities of complex data 

of the sort generated in situational analysis. 

The chapter is in two parts. In the first part the considerations under- 
lying the chosen methodology are discussed, whilst in the second, the 

specific aims of the empirical study and the procedure used are described. 

The principal aim of this empirical study is the identification of the 

underlying cognitive dimensions used by boundary personnel to represent 
their psychological environment, where the psychological environment is 

understood in terms of a finite number of naturally o6curring social 

situations. 

4.2 Methodological Considerations 

There are a number of issues to be addressed which may broadly. be referred 
to as methodological. They arise on account of the approach to situational 
analysis adopted in this study and may be subsumed under four headings: 



- 89 - 

1. The cognitive-dimensional approach 

2. The role of description in social psychology 

31 The implied model of the individual 

4. Methods for studying cognitions of situations. 

4.2.1 The cognitive-dimensional approach 

The reasons surrounding this choice of approach are several. Those 

relating to the cognitive component will be considered first. To begin 

with it should be mentioned that methods for studying situations which 

draw on cognitions are sometimes referred to in aggregate as the 'perceptual' 

approach. However, the term 'cognitive' is preferred here since it is 

actually cognitive representations that are the object of inquiry, rather 

than the process (perception) through which the social world is appre- 

hended. That perception and cognition are inextricably connected is not 

in question; for as Neisser (1976) has put it, '... perception is where 

cognition and reality meet' (p. 9). But the emphasis on cognitive 

representation focuses attention on an already existing arrangqment of 

elements, a structure which has (at least some) continuity and stability. 

A cognitive approach is presupposed in studying the organisation as 

a psychological environment, the concept of the psychological environment 
itself being necessary to understanding the socially constructed nature of 

organisations. This idea has already been developed in depth and need not 
be discussed further here. It is also unnecessary to emphasise the 

appropriateness of a cognitive approach with respect to the social 

psychological enterprise generally. Cognitivism, after all, is often 
heralded as the current Zeitgeist of psychology. However, what should be 

stressed is the importance of a cognitive approach in developing an ade- 

quate theoretical model of the social antecedents of behaviour. A 

knowledge of social behaviour itself is the ultimate goal for the social 

psychologist, and anianalysis of cognitive representations of the social 

world may be seen as a first indispensable step towards evolving such an 

understanding. The second step is therefore one of discovery how cognitive 
representations are related to behaviour. This is of course widely 
acknowledged in psychology to be a complex relationship and cannot concern 

us here. However, a crucial link between cognition and behaviour is 

necessarily assumed to exist from within a cognitive perspective. 
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A further reason for adopting a cognitive approach in a systematic analysis 

of situations concerns the nature of cognitive representations themselves. 

They form the basis for descriptions of the social world. The significance 

of description for social psychology will be considered in the next 

section, but it is important to note here that description may serve a 

crucial role in the hypothesis generation stage of scientific inquiry. 

In the present study it is suggested that if situational analysis were 

to be adopted as a general social psychological approach applied to 

behaviour in organisations, then hypothesis generation will become one of 

the most urgent tasks awaiting researchers. Indeed one aim of the present 

empirical analysis is to generate hypotheses relating to the psychological 

environment encountered by boundary personnel, for as indicated at the 

outset of this inquiry, the formation of significant and relevant hypo- 

theses as output from initial studies provides a valuable basis for 

further investigation. Thus it is held here that these hypotheses should 

be considered as scientific output in their own right. 

A cognitive approach to situational analysis in the organisational 

context is also timely in view of the growing emphasis amongst organisation 

theorists themselves on the need for a general cognitive perspective 

within their research. As suggested previously, there are indications 

that such a perspective on organisations is beginning to emerge. 

Let us now attend to the reasons that underlie the choice of a dimAnsion 

approach to situational analysis. Dimensional analysis refers to the 

construction of a closed and internally coherent system within which to 

represent phenomena of interest. Dimensional frameworks 'locate' rather 

than 'explain' phenomena, somewhat like points of the compass, which desig- 

nate rather than explain the whereabouts of places (Geiwitz, 1969). This 
is a powerful analytical technique for in theory, any instance or case of 
a phenomenon of interest can be located within a dimensional framework. 

In psychology, evidence for the efficacy of dimensional analytic 
techniques is not difficult to find, as the history of personality research 

confirms. A dimensional analysis is therefore attractive as a basis for 

classification, and the fewer dimensions present the more parsimonious a 
taxonomic system becomes. Eysenck's (1952) three dimensional model of 
personality is a clear example of a highly parsimonious dlassification. 

The call amongst researchers for a taxonomy of situations was documented 
in the previous chapter. The comprehensive and unifying nature of a 
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dimensional analysis suggests this as a potentially productive initial 

strategy in the search for a general classification of situations. A 

dimensional approach is therefore useful as a preliminary means of 

studying cognitive representations and ordering these within a general 

framework. The generality of dimensions underlying cognitive represen- 

tations of social situations cannot be assumed and must be sought empirically. 

But as Forgas (1979a) has remarked: 

'The possibility that a finite number of connotative 
dimensions would underlie judgements of social episodes 
by widely differing subcultural groups appears a 
promising prospect. The establishment of such a general 
framework for judgements would essentially require ... 
extension of ... studies in widely differing subcultural 
milieux. With the broadening circle of studies, the 
validity of a basic connotative dimensional framework for 
the measurement of social episodes could ultimately be 
established. ' (p. 291) 

The present study attempts to extend this theme to organisational 

subcultures, partly in the hope of making some small contribution to 

Forgas's ambitious project, but principally in order to begin the task of 

studying organisations in this way and of comparing organisational 

subcultures. 

A further reason for adopting a dimensional approach concerns the emergence 

of new methods for analysing large amounts of data to yield dimensional 

solutions. A dimensional approach requires a method of analysing data 

which calculates how a number of variables load on a small number of 

emerging dimensions. The most usual way of accomplishing this is by factor 

analysis. However, the development of multidimensional scaling (MDS) 

methods, a family of sophisticated techniques capable of handling complex 

multidimensional data, has provided an alternative to factor analysis. 
The quantity and type of data to be managed in situational analysis, 

especially when adopting a cognitive approach, makes MDS methods 

particularly appropriate. MDS techniques are more powerful and flexible 

than factor analysis and also overcome certain of the latter's limitations 

as Forgas (1979a , b) and Furnham and Argyle (1981a) have noted. Perhaps 

the most significant of these limitations concerns the assumptions which 

underlie the very methodological precision and rigour of factor analysis. 
For with data which are based on cognitions, factor analytic ordering of 
reality may not necessarily correspond with or accurately reflect reality 

as it is experienced psychologically. The mathematical purity of factor 

analytically derived dimensions does not ensure high face validity in 
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those dimensions and the assumption of a strong correspondence between 

mathematical and psychological ordering of reality may therefore sometimes 

be unwarranted. Thus although factor analysis is clearly proven as. a 

method of dimensionalisation, solutions obtained in this way may be as 

much statistical artifacts as meaningful representations of phenomena. 

As Morrison (1981) suggests, a gap can exist between the mathematical 

space in which factor analytic methods operate, and the psychological 

space of subjective experience. MDS methods offer a means of reducing or 

removing this potential gap. For all that is required as input with MDS 

is some measure indicative of perceived similarities and dissimilarities, 

or psychological distance, between stimuli. The basic supposition of 
MDS is that psychological distance can be represented in terms of 

euclidean distance formulations, and since psychological distance measures 

are derived from either qualitative or quantitative judgemental data, 

MDS methods are characterised by an absence of the rigorous assumptions 

required for the data by factor analysis. 

The possibility of statistically processing complex cognitive data in 

this way has an important implication for descriptive methods in social 

psychology. It means, in effect, that description does not have to be 

unreliable, unquantifiable, journalistic and open-ended, all charges which 

are frequently levelled at descriptive methods. At the same time the 

objectivity associated with mathematical purity is not achieved at the 

expense of meaning in the underlying psychological order. Moreover, in 

providing a bridge between objective ordering in mathematical space 

and the world as it is experienced in psychological space, MDS techniques 

promote a synthesis of the 'hard', reliable, quantitative methods of 

experimental social psychology, and the 'soft' qualitative methods 

advocated by some social psychologists in recent years within the so-called 
'newt paradigm. The claims now being made of MDS by its supporters are 

often generous. MDS is still very much a developing methodology and so 

such claims must be treated with ciiiical regard. But the importance and 

promise of MDS methods are that, so to speak, they retain the best of 
both methodological worlds. The more particular advantages of using MDS 

techniques are discussed later in this chapter. 

In concluding the discussion of the arguments underlyi. ng the choice of a 
cognitive-dimensional approach to situational analysis, it should be noted 
that the approach has attracted a number of criticisms. Three in 

particular should be mentioned since they will serve to emphasise the 
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purposes and parameters of the present study. Firstly, it has been pointed 

out, for example, by Argyle, Furnham and Graham (1981), that a dimensional 

approach may produce a large number of dimensions, such as trait approaches 

to personality have done. Clearly this is a possibility. However, if as 

was considered earlier, there is a generality of dimensions underlying 

cognitive representations of situations and the number of dimensions relevant 

within a given subculture is limited, then this particular criticism will 

not pertain. Moreover, even if a large number of dimensions is discovered, 

such an approach is still arguably a valuable initial strategy in situational 

analysis on account of the powerful taxonomies it can generate. A 

second criticism to have been made is that a cognitive-dimensional approach 

reveals little of the dynamics of social situations. Argyle (1976), for 

instance, complains that describing situations in terms of underlying 

cognitive dimensions does not help people understand how to handle those 

situations. This is quite true. The approach is not likely to be directly 

useful in activities such as social skills training. But the aim in 

adopting a cognitive-dimensional approach is not to produce an understanding 

of the dynamics of situations - it is to produce a descriptive analysis of 

situations as phenomena. The study of situational dynamics and processes 

requires a different methodological approach and, it is argued here, should 

be embarked upon as a subsequent step to the generatLon of descriptive 

taxonomies. 

The third and final criiicism which should be mentioned is a theoretical 

one. Some researchers notably again Argyle and his co-workers (Argyle, 

1976,1977,1981, Furnham and Argyle, 1981a, Argyle et al, 1981) treat 

situations as discrete entities rather than as continuous phenomena 

which can be located on dimensions. According to this conceptualisation 
intermediate cases are not to be found and therefore, it is sometimes argued, 
description according to common dimensions may not be very useful. However, 

Argyle's idiographic approach seems quite compatible with the nomothetic 

alternative advocated in the present study. Situations are likely to be 

continuous in some ways and also to possess unique rules, roles and so on. 
Thus, as is usually the case when the nomothetic-idiographic distinction 
is applied, the alternative approaches are as much complementary as 

competing. 
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4.2.2 The role of description in social psychology 

At the commencement of Chapter I it was explained that the present inquiry 

should be regarded as an initial one for two reasons. Firstly situational 

analysis is only beginning to emerge as a coherent perspective in social 

psychology and its value when applied to the study of organisations has 

yet to be demonstrated. Secondly social situations in organisational settings 

are largely unstudied phenomena and require as a first step thorough des- 

cription. In this way a solid basis for further inquiry may be constructed. 

This would in general seem to be a logical way for social psychological 

inquiry into new and unstudied phenomena to proceed. However, as Forgas 

(1979a) has pointed out, in the past few decades social psychological 

research has tended to be characterised by over-attention to the procedural 

minutiae of hypothesis-testing at the expense of the initial descriptive 

stage of the research process. Forgas argues that a thorough description 

of the phenomena under investigation provides a valuable means of 

generating hypotheses on which theory may be built. In fact, he 

suggests, the neglect of this stage has resulted in social psychologists 

amassing methodological sophistication to test hypotheses which sometimes 

are 'trivial, without intrinsic interest, or even untestable' (P. 29). 

Fortunately there seems to be growing consensus on the need to emphasise 

the creative hypothesis-forming stage of the research process, especially 

when new research areas emerge. As Forgas (1979a) himself says: 

'It should be recognised that the thorough description 
of a new range of phenomena, as a pre-requisite to 
hypothesis generation, is an important stage in the 
scientific process. ' (p. 29-30) 

These remarks have an obvious relevance within the context of the present 

study. If the advocacy of situational analysis as an approach to 

studying behaviour in organisations were to be successful, then many new 

research possibilities would appear. The importance of initial studies 
lies in the work of description and hypothesis generation, thereby paving 
the way for the later stages in the total research enterprise, those of 
hypothesis-testing and evaluation. Thus the results of initial projects, 

such as-the empirical study to be presented here, become the means to an end 
of further studies. A fortiori, the output from initial studies, descrip- 

tion and hypotheses yet to be tested, are worthy scientific ends in 

themselves. 
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4.2.3 The implied model of the individual 

The study of the psychological situation, of cognitive representations 

of the social world, necessarily implies that certain assumptions have 

been made about the nature of the individual in psychology, indeed about 

the fundamental capacities of human beings. There are in fact four assump- 

tions essential to the study of cognitive representations of the social 

world. 

Firstly, and very obviously, it is assumed that people can and do 

cognitively represent objects, events, other persons, social phenomena such 

as situations, and so on, in other words that individuals are not the passive 

organisms of S-R formulations. This fundamental point has of course been 

thoroughly debated by many commentators, a particularly cogent and much 

cited contribution being Harr6 and Secord's (1972) discussion of what they 

call the 'anthropomorphic' conception of man. The assumption that people 

do cognitively represent the social world is taken to be empirically 

verifiable. In the case of situations there is obviously the concomitant 

assumption that people can cognitively represent a particular kind of unit 

within the social world, these mental objects being both impervious to 

change because they are familiar structures for the person, yet subject to 

new definition because individuals have the capacity to cognitively 

manipulate environmental information and create new knowledge. Of 

course as socio-cultural objects situations by definition change only 

slowly - in fact Argyle et al (1981) have noted that some situations 
have a long history. 

Secondly it is assumed that, granted the existence of the potential for 

bias, distortion, illusion and so on, individuals can accurately perceive 
the social world. The veridical perception of social phenomena such as 

situations need not be in principle different to that of any other 

object. Insofar as there are distinctions to be made between the percep- 
tion of the physical and social world, these probably lie in the greater 

scope for individual differences to manifest themselves with respect to the 
latter. 

Thirdly, it is assumed that individuals can accurately describe the social 
world. This does not mean that people always do offer accurate descriptions, 

that they can describe all there is to know or even all that they themselves 
know of the social world, or that they can offer descriptions which 



- 96 - 

are scientifically adequate - only that their descriptions are meaningful 

and so must be treated as indispensable raw data by those who would 

study the social world as a psychological environment. In other words 

such descriptions are assumed to be veritable though not unimpeachable. 

We should be clear, however, that in describing the world people provide 

data which allow the social psycholgist to infer something about the 

structure of cognitive representations. People do not describe directly 

how they cognitively represent the world. Thus, for example, when MDS 

is used to uncover cognitive structures, the researcher requires statements 

from subjects about perceived similarities and differences in the social 

world. It is these statements which are descriptions of the world; they are 

the raw data from which the nature of cognitive representations themselves 

may be revealed. 

The fourth assumption we make in studying cognitive representations of 

the social world is that cognition and personality are conceptually dis- 

tinct. If this were not so, then since cognitive variables by definition 

are salient in all situations, we would be bound to regard behaviour as a 

product of (P x S) interaction. In other words, if cognitive variables 

are held to be an aspect of personality, an interdependent relationship 
between P and S becomes inevitable. Clearly the interface between cognition 

and personality is a crucial one and increasingly the subject of debate, 

but even those personality theorists such as Mischel (1979), who veer 

towards a cognitive perspective, prefer to maintain the distinction between 

cognition and personality. 

4.2.4 Methods for studying cognitions of situations 

The aim of this section is to summarise the research strategy required for 

a cognitive-dimensional analysis of situations, and to focus on the advan- 

tages of MDS, the method advocated in this study as being particularly 

suited to a cognitive-dimensional approach. A brief overview of the 

methods generally available for studying cognitions of situations is 

provided first in order to locate the cognitive-dimensional approach. 

The research strategy typically used in a cognitive-dimensional approach is 

in any case not exclusive to the approach. A detailed description and 

evaluation of the different methods used to study cognitions of situations 
is provided by Forgas (1979a). 
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Essentially the initial choice of method must be made of one or more 

of the following: 

1. The collection and analysis of subjective accounts, which may be: 

a. structured 
b., unstructured. 

2. The collection and analysis of judgemental data, which may be 

a. qualitative 

B. quantitative. 

The collection and analysis of accounts refers to the use of structured 

or unstructured interviewing as a means of studying cognitions of situations, 

the main difference lying in the extent to which subjects are encouraged to 

use their own words to describe situations and their behaviour in those 

situations. Since Harrg and Secord's (1972) proposal that the collection 

and analysis of subjective accounts be incorporated as a formal method 
into social psychology, a number of researchers have successfully used 

this procedure (for example, Marsh, Rosser and Harrg, 1978), and attempts 

have been made to refine it into a general methodology (for instance, 

Brown and Sime, 1977). 

The collection and analysis of judgemental data is a family of methods, 

where the central concern is the implicit cognitive structures in which 

groups of situations, or the elements of situations are represented. 

The data may be qualitative, as is the case with those elicited in 

Repertory Grid techniques, or quantitative, as, for example, with those 

derived from ratings on bipolar scales and used as input to factor analysis. 

As previously mentioned, the judgemental data can be either qualitative or 

quantitative when an MDS solution is contemplated, these data being trans- 

formed into psychological distance measures, the only input necessary for 

MDS- 

Forgas (1979a) identifies five stages in a typical research strategy 

concerned with the collection and analysis of judgemental data, 

1. The collection and sampling of situations to be studied. The pro- 

cedure followed here will depend upon whether the aim of the research is 

to study the situations occurring in the lives of a particular sub-cultural 

group, in which case a representative sample of the situations typically 

encounteredby the group is required, or whether the aim is to understand 
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the impact of a particular type of situation, defined on an a priori basis 

by the researcher. In the latter case, stressful situations, for example, 

have often been studied by psychologists. 

2. The construction of some judgemental task which is then administered 

to subjects so as to elicit their cognitions relating to the situations under 
investigation. The details of this stage in the research process will 
depend on the data analysis technique to be applied. Normally this will 
be either factor analysis, MDS, or cluster analysis. If factor analysis 
is planned then judgements according to preselected scales are elicited. 
As the voluminous literature on scaling techniques frequently emphasises, 

when preselected scales are used care must be taken to ensure that they 

are meaningful and relevant to the subjects. Validation of scales is 

therefore an important part of this stage of the research design. 

With MDS techniques the judgemental task may beeither unstructured, for 

instance, one requiring subjects to make categorial judgements about 

situations, or structured, using preselected scales. Unstructured tasks 

relying on categorial judgements are also usually applied to obtain the 

initial data for cluster analysis. The various modes of presenting 

situations under investigation to subjects have been discussed by Pervin 

(1978b), the options being: direct contact, simulation, photographs/ 

drawings/sketches, and written descriptions. Written descriptions are 

the usual form in which situations are presented in studies of cognitive 

representations. 

3. Analysis of the judgemental data. As mentioned above, usually factor 

analysis, MDS or cluster analysis is used to reduce the volume and complexity 

of the data, in the hope of uncovering an underlying structure in judges' 

cognitive representations of situations. The choice of technique for analysing 

the data ultimately depends on the aims of the study, that is to say, on 

whether a categorial or dimensional/factorised solution is required. 

4. Interpretation of the factors, dimensions, clusters or categories 
derived using these statistical analytical techniques. Factor analytic and 

cluster analytic solutions are usually interpreted on an intuitive basis - 
typically the investigator looks for meaningful relationships between 

situations in the emerging factorised structure, labelling factorsand 

clusters according to the 'natural' order the elements in the structure 

appear to exhibit. MDS results can either be interpreted on an intuitive 
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basis, or empirically by matching separately scaled dimensions with the 

stimulus space obtained in the scaling solution. Sometimes an internal 

labelling procedure, similar in form to external labelling, can be used. 

5. Generation and testing of hypotheses concerned with the variables 

affecting cognitive representation of situations. The importance of studies 
in which a principal output is hypotheses yet to be tested has already been 

emphasised. Once an adequate statistical solution representing the 

situations under consideration has been obtained, there is a practically 
limitless range of hypotheses that can be derived. Testing of salient and 

relevant hypotheses is thus the final stage of the research strategy, 

and may require a series of evaluation studies. 

As has already been indicated, MDS is considered in this study to be the 

analytical technique particularly appropriate to a cognitive-dimensional 

analysis. The principles underlying MDS and its particular advantages 

are summarised below. More detailed expositions of MDS as a method are to 

be found elsewhere, for example, McCallum (1974) or Forgas (1979b). 

MDS makes possible the quantification and description of complex psycho- 
logical phenomena by reducing large amounts of both metric and non-metric 

multidimensional data to a small number of psychologically meaningful 
dimensions. In so doing MDS bridges the gap between psychological and 

mathematical space. The input to MDS consists of measures of similarity 

or dissimilarity between all the elements to be scaled in an array of 
data. This transformation of non-metric initial data into output repre- 

sented on equal interval scales is achieved by using the non-ordinal 
information implicit in a complete matrix of judg. ements, assuming of course 

a sufficiently large number of points. Sometimes it is possible to use 

metric initial data in the form of bipolar scales, and a number of in- 

vestigations employing MDS to analyse cognitions of situations have taken 

advantage of this, including the present study. In any case, as Forgas 

(1979a) points out, since ratings on bipolar scales are not used directly 

as input to MDS, but are first converted to psychological distance measures, 
the usual objections to the use of preselected scales are weakened. A 

matrix of similarities is constructed on the basis of judgements on several 

scales and it is not necessary to assume that all scales will be equally 

relevant, only that at least some will be. A particular advantage of 

using preselected scales lies in the interpretation of MDS output con- 
figurations, a benefit utilised in the present study and so discussed in 

detail at a later point. 
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Once psychological distance measures have been obtained the problem of 

MDS, as Kruskal (1964) put it, 'is to find n points whose interpoint 

distances match in some sense the experimental dissimilarities of n 

objects' (p. 1, quoted in Forgas, 1979b). Since the optimum number of 

dimensions required to represent adequately the stimulus space is not 

usually known in advance, some a priori estimate must be made, and the MDS 

programme run to solve for at least that number of dimensions. (In 

practice a six-dimensional solution is normally regarded as the maximum 

run necessary. ) The solutions arethen inspected and several different 

criteria can be applied to determine the optimum number of dimensions. 

As mentioned previously, the interpretation of MDS solutions can be 

achieved both intuitively and empirically. 

In concluding this section some consideration of the advantages of MDS 

is appropriate. The significance of MDS as a means of reconciling psycho- 

logical and mathematical space has already been emoiasised, and this is 

undoubtedly its principal advantage over other statistical techniques, 

especially factor analysis. Forgas (1979b) suggests that MDS methods have 

certain practical advantages. Only a summary is possible here. Firstly, 

the absence of restrictive assumptions about input data makes MDS appli- 

cable to a wide range of problems in social psychology, and to the study 

of hitherto unquantifiable phenomena. Secondly, MDS output configurations 

can in all cases be geometrically represented, and afford a concise 

visual portrayal ofthe structure of the elements scaled. This is of 

great advantage when the psychological space to be represented is by 

nature complex. The clarity of representation can also facilitate 

the construction of taxonomies. Finally, MDS solutions lend themselves 

to ready interpretation by empirical means, thereby avoiding the problems 

associated with intuitive labelling. This also can be attributed to the 

graphic representation of MDS output. 

The remaining sections of this chapter describe the aims of the empirical 
investigation conducted in this study, and the procedure used. 

4.3 The Empirical Investigation: Aims 

It has been argued that situational analysis provides a valuable social 

psychological framework within which to study organisations as psychological 

environments, and it has been suggested that a cognitive-dimensional approach 
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offers a useful point of departure in this respect. Moreover, as indicated 

already, the present empirical investigation represents an initial contri- 

bution towards an understanding of organisational boundaries as psychological 

environments, and so must be interpreted in that light. It is this which 

provides the key to its aims. These are fivefold. 

1. At an overall level the aim is to confirm on an empirical basis that 

situations are meaningful units in the psychological environments of 

organisational members. 

2. The principal specific aim is to identify the underlying cognitive 

dimensions used to represent the situations encountered by boundary 

personnel in a number of different organisational settings. 

3. Arising from this, a related aim is to compare the cognitive 
dimensions obtained from different organisational boundary personnel sub- 

cultures, and to ascertain whether or not there are any dimensions which 

appear to be common across subcultures. 

4. A further major aim is to uncover the structural relationships between 

situations that are implicit in cognitive representations, and to begin 

the task of constructing a taxonomy of the situations encountered by 

boundary personnel. Again comparisons between different organisational 

subcultures must play an important part in this process. 

5. Finally the aim of this empirical investigation is to generate 
hypotheses relating to the psychological environment encountered by 

boundary personnel. As has already been emphasised, the formation of 
hypotheses can be a most valuable output from initial studies and should 
be regarded as a worthy scientific end in itself. 

In sum, the present task is essentially one of description and hypothesis 

-formation and the investigation has to be understood in terms of its 

place within the research process as a whole. This empirical inquiry 

is premised on the assumption that it is both legitimate, and in some 
c. ircumstances, necessary, to dissociate the stages in the scientific 

process, and to regard each as containing a discrete objective. 
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4.4 The Empirical Investigation: Procedure 

The procedure adopted in the empirical investigation can be summarised 

as follows. Client- and customer-serving personnel at managerial and pro- 

fessional levels in four organisations were the subjects chosen for the 

study. The organisations were selected so that each was different in type 

(that is, primary task), this being judged on an a priori basis by the 

investigator. Subjects were asked to record situations encountered in 

the r-ourse of their normal work using a diary method, and were also asked 

to describe each situation recorded using adjectives or short phrases. 

The situations and accompanying adjectives and phrases most frequently 

cited across all four subject groups were extracted, and the adjectives 

and phrases used to form bipolar scales by supplying suitable antonyms. 

Some additional situations, less frequently mentioned, but regarded on 

an a priori basis as being of interest in their own right were also 

extracted. The situations and bipolar scales were shown to a sample of 

subjects from each group, who were asked to comment on whether or not the 

situations were meaningful in terms of their work experience, and to 

express views on the relevance of the bipolar scales to the situations. On 

the basis of the information 24 situations and 14 bipolar scales were 

finally selected. A questionnaire was then constructed to elicit judgemental 

data in the form of ratings of the situations on the bipolar scales, and 

administered to a further group of subjects from each organisation in the 

study. Finally the judgemental data were converted into measures of dis- 

similarity and used as input to an MDS programme, the INDSCAL model. 

The procedure is now described in detail. 

4.4.1 Parameters 

The initial problem in the design of the empirical investigation was to 
decide on the range of organisational boundary personnel to be included, 

in other words to establish the scope of the study. The existence of the 

wide spectrum of boundary activities and functions discussed in Chapter 2 

suggests that no one member of an organisation is likely to occupy a 

psoition that encompasses the full span of such diversity. There are of 

course many types of boundary personnel and it was clearly beyond the 

scope of the present inquiry to study all of these, Thus in order to 

provide parameters for the empirical investigation some moderating features 
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were sought which served to limit the type of boundary personnel studied. 

In this investigation two such qualifiers were used: - hierarchical level 

in the organisation, and focal contact outside the organisation (client, 

supplier, competitor, etc. ). The boundary personnel studied were 

professionals and junior or middle managers who, as part of their normal 

work routines, have substantial direct contact with customers and clients 

of the organisation. 

The need to limit the investigation in this way is also a reflection of 
its exploratory nature. The choice was made to compare one type of boundary 

personnel across different forms of organisation. Clearly other options 

were possible, for example, to study in depth one type of boundary 

personnel in one organisation, to compare different types of boundary 

personnel in the same organisation, or to compare boundary personnel and 

other types of organisational members in the same organisation. 

Nevertheless, it was felt that a focused comparison across organisations 

would bea useful starting point, although the choice is inevitably to 

some degree an arbitrary one. However, it was made with a longer term 

aim of situational analysis in mind, that is, discovering the extent to 

which common cognitive categories are used by boundary personnel to 

represent their psychological environment. 

4.4.2 The organisations studied 

Four organisations were involved in the investigation -a building society, 

an advertising agency, a food processing and distribution company, and a 
local authority social services department. The initial strategy was to 

catalogue types of organisation containing a form of boundary personnel 

meeting the requirements of the investigation. 'Advertising agency' is 

an example in this context of an organisation type. The organisation 

types listed were then categorised according to their primary task, for 

instance, the primary task of advertising agencies was described as 
'communicating on behalf of a client organisation'. The object was to 

ensure that in the sample of organisations finally studied, the organisation 
types included would be sufficiently different from one another. For 

example, it was not acceptable to include both an advertising agency and a 
public relations firm in the final sample since on the basis of primary 

task they appear to be too similar in type. The labelling of primary 
tasks was done on an a priori basis. By definition, therefore, judgements 

of whether two organisation types were sufficiently different were also a 

priori. 
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Access to two of the organisations which took part in the study, the 

advertising agency and the food processing and distribution company, were 

received through direct approaches to personal contacts. At least two 

additional organisations were required to complete the sample. These 

were obtained by compiling a list of suitable organisations based on the 

categories referred to above and contacting these by letter. Although 

30 organisations were approached bnly three responded favourably to the 

initial letter, and the two finally recruited, the building society and 

the local authority social services department, were only persuaded to 

take part after extended negotiations. This poor response, and the caution 

shown by even those organisations which expressed an interest in the study, 

can be explained for the most part in terms of a reluctance on behalf of 

organisations to make available the staff resources necessary. By virtue 

of its design the investigation required a high time commitment from 

subjects taking part. The sensitivity of information relating to clients 

and customers was also seen to be aproblem, and assurances were required. 

Interestingly, one particular stumbling block which was anticipated never 

materialised. It had been expected that organisations involved might hope 

to see output from the investigation which would be of immediate practical 

use to them. With this in mind it was stressed by the investigator during 

the negotiations for access that the primary aim of the study was to make 

a theoretical contribution, and that practical benefits for organisations 

would accrue in the longer term rather than as a direct result of the 

study in question. However, this turned out not to be an issue of concern 

and each organisation involved was willing to accommodate the aims of the 

study. 

Access to a fifth organisation, another building society, was obtained by 

direct approach to a personal contact. This organisation was included in 

order to pilot the fieldwork design, in other words, to reveal any diffi- 

culties in eliciting situations and the adjectives or descriptive phrases 

to be used in the construction of the questionnaire, and to uncover any 

problems in designing the questionnaire. In this way the entire research 

procedure was monitored as a prelude to the study itself. Such a pilot 
investigation was considered necessary on the basis that subjects might 
have difficulty with the tasks set. That is to say, since people often 

appear to take account of situations implicitly rather than explicitly, 
tasks which asked subjects to identify, describe and judge situations 

as social. objects were assumed to be alien and open to misunderstanding. 
In fact this assumption was shown to be justified, and several problems 
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associated with ensuring that 

came to light as a result of 

section to follow which deals 

in passing that other studies 

these difficulties. However, 

suggests that there is a need 
fieldwork design. 

the tasks were adequately carried out 
the pilot work. These are discussed in the 

with the fieldwork design. It may be noted 

of cognitions of situations do not refer to 

experience of the present investigation 

to take account of such problems in the 

Profiles of the organisations and types of boundary personnel in the study 

are described below. The principal aim of the study being to compare across 

organisational subcultures, it was neither possible nor necessary to 

control for any context variables (such as organisational size, internal 

decision-making practices, competition within the environment and so on). 

This therefore precludes the need to specify in depth the particulars and 

the circumstances of each organisation. 

The building society 

The building society is a medium sized organisation in terms of the 
'building society league'. There are some 500 employees and approximately 
80 branches in England and Wales. The boundary personnel studied were 
branch managers, but since some branches are very small, only branches 

with a staff of more than five were included in the sample. The largest 

branch included had a staff of fifteen. The main customers of building 

societies are individual borrowers and investors, customers sometimes 
being referred to as 'members' (in other words, members of the society). 
In addition to individual customers there is a second form of customer - 
investment agents such as solicitors and accountants. The building society 
branch manager is responsible for supervising the office staff (most of 
these being counter clerks, called cashiers, who deal with routine customer 

transactions), handling non-routine and difficult customer transactions, 

such as mortgage facility decisions, putting into effect the society's 

policies and marketing the society's services. The branch manager is 

somewhat remote from the rest of the organisation, and contact with - 
personnel in other parts of the organisation is relatively infrequent. 

Most cus-tomer contact occurs within the organisation. 

The advertising agency 

The advertising agency is a medium sized concern within the 'advertising 
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agency league', employing a staff of approximately 100. The agency 

handles the advertising business (known as accounts) of a number of large 

scale advertisers, producing campaigns with a nationwide coverage, and 

using all the different forms of advertising media. The boundary personnel 

studied were those employees known in advertising agency terms as 'account 

executives' or 'account handlers'. They represent the largest single group 

of staff in the organisation. The primary task of an account handler is 

to liaise between the agency and its clients (the advertisers). In 

practice 'the client' is usually a team of representatives from the client 

organisation's advertising and marketing departments. It is the respon- 

sibility of an account handler to sell to the client the creative work, 

media-buying decisions and campaign research done by the agency, and to 

work with the client, transmitting the client's wishes to the agency. 

Account handlers are assigned to the management of a small number of 

specific accounts, and in the nature of their job, work closely with their 

contacts in the client organisation. Client contact is often, although 

not always, away from the agency. 

The food processing and distribution company 

The food processing and distribution company, which specialises in dairy 

and other perishable products, is an independently operated subsidiary 

of a large corporate organisation and trades within regional boundaries. 

It has 3500 employees. The boundary personnel studied were sales 

managers, each responsible for a sales force of approximately 20 
Troundsmen' whose job it is to deliver and sell the products. The sales 

manager controls a sales depot which acts as a distribution and sales 
base for a specified area. The company's customers are both the public 
at large and retail and service organisations such as supermarkets, hotels 

and other catering establishments. The sales manager is responsible for 

supervising the sales force, winning new business, establishing and 

maintaining the necessary relationships with large customers, transacting 

a certain amount of routine customer business, dealing with customer 

complaints, and handling customer problems such as credit control diffi- 

culties. Typically the sales manager has a large amount of contact with 
the rest of the organisatiQn, particularly through the sales management 
hierarchy. Customer contact is both within and outside the organisation, 
tending towards the latter. 
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The local authority social services department 

The local authority social services department is part of a large county 

council with jurisdiction over a geographically broad rural area which 

also contains several urban districts. The social services department 

itself is administered as seven separate geographical areas, and has a 

total of 2100 employees. The boundary personnel studied were 'front line' 

social workers, that is, professionals dealing at first hand with client 

cases. They represent only a small proportion of the social services 
department personnel. The clients of social workers are individuals in 

need of help who either are referred to the social services department by 

other agencies, for example, the police, or approach the department of their 

own accord. The department in question is considered to have to deal with 

the full range of social work problems. The front line social workers, or 

caseworkers asýthey are sometimes called, work in this organisation in small 

teams of between five and ten people. The teams are described as generic, 
long term, and patch-based. In other words, social workers deal with all 
forms of client problem (as opposed to specialising), the emphasis is on 

continuing relationships with clients, and the social workers operate in 

small community settings, and try to understand the problems of individuals 

in terms of those communities. The social worker's responsibility is to 

build a relationship with the client so as to understand the client's 

problems, often by mustering the support and resources of the social 

services department, other departments in the local authority, and 

external agencies. Client contact is usually outside the organisation. 

The pilot study 

A building study was also used in the pilot study. This was similar in 

size and structure to the building society in the main investigation, and 

again, branch managers were the boundary personnel studied. 

4.4.3 Fieldwork design 

The desiSn of the fieldwork is described below according to its four basic 

stages: - the collection from subjects of situations encountered in the 

normal course of work and adjectives or phrases used to describe those 

situations; the elimination of redundant data generated in stage one; the 

validation of the resulting lists of situations and bipolar scales; finally, 
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the construction and administration of the questionnaire. 

The diAry method 

Subjects were asked to record situations encountered in the course of 

their work and work-related pursuits using a simple diary format. The 

details of this are set out in Appendix A. The instructions specified 

that a situation could constitute any activity with a definite beginning 

and end involving the subject and at least one other person. Activities 

carried out alone were therefore excluded, ensuring that only social 

situations were recorded. The situations to be noted were those occurring 
during the course of work, or outside work if they involved colleagues, 

customers or clients in some way. Subjects were also asked to provide two 

adjectives or short phr. ases to describe each situation noted. Hypo- 

thetical examples of situations were given in the instructions in order 

to help clarify the task. Both written and verbal instructions were 

provided. Due to the work arrangements of particular organisations it 

was necessary in some cases to brief subjects individually. Sometimes, 

however, it was possible to brief subjects in groups. The diary was kept 

by each subject for a total of five working days. 

It was evident from the pilot work that subjects were easily able to 

identify situations and record these in terms of summary descriptions, 

as well as supply accompanying adjectives and short phrases. However, 

there was wide variation in the form and quality of the summary descrip- 

tions of situations. On inspection it appeared that three aspects of 

situations were consistently mentioned in the descriptions: - the other 

person or people in the situation, its purpose, and the topic of 

conversation. This is consistent with other research findings(Nascimento- 

Schulze, 1981). A fourth aspect - where the situation took place - was 

also frequently mentioned. It was felt that some standardisation of the 

descriptions was needed and that it would be advantageous if subjects 

were asked to structure their descriptions around these-Tour features of 

situations. In the main study, therefore, subjects were instructed to 
describe situations in terms of people, purpose(s), conversation topic(s), 

and place, but only to include each such feature in the description if it 

was relevant to the situation. In the pilot work a sample of 10 subjects 

was used in this and each subsequent stage of the fieldwork process. 
In the main study 4 samples (one from each organisation) of 15 subjects 

were used in this stage of the design. At all stages of the fieldwork, 
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and in both the pilot and main study, every subject taking part had spent 

a minimum of three months in their present job. 

Construction of lists of situations and bipolar scales 

The diaries were inspected to extract the complete range of situations 

mentioned by subjects. Taken across all four organisations in the main 

study, this yielded 137 situations, each one different in some way. 

Inevitably the construction of this list involved some interpretation of 

the situation descriptions by the investigator. However, in many instances 

the content of descriptions allowed direct comparisons to be made, so that, 
in practice, it was possible to minimise subjective judgements about 

differences between situations, and hence about which situations were to 

be included in the list. 

The next step was to reinspect the diary data and eliminate situations 

mentioned only infrequently. Those situations mentioned by at least 

4 subjects in each of the 4 samples were retained. This also ensured that 

only situations common to all 4 samples were included in the final 

list, a vital parameter to impose given the intention in the study to 

make direct comparisons across organisations. The disadvantage with this 

procedure was that it removed some situations having a within-sample sig- 

nificance, and it might be argued that the exclusion of particular 

situations could result in a distorted impression being obtained of the 

underlying cognitive structures. However, in principle it is not necessary 
to obtain a truly representative set of situations in order that the 

salient cognitive dimensions be revealed. This is because the underlying 
dimensions sought are assumed to be used in representing most situations 

encountered within a given milieu. This issue is referred to in more 
detail in Chapter 6. 

The resulting list comprised 16 situaEions. The same procedure was carried 

out insisting that situations for retention be mentioned once or more by 

at least 3, and then 5 subjects in each sample. This resulted in lists of 
26 and 12 situations respectively. The experience of other researchers 
suggests that as a rule the former number is too many, the latter too few. 
The maximum viable number appears to be about 25, and with this in mind, 
the data were inspected a third time to extract some less frequently 

mentioned situations which on a priori grounds, appeared interesting in 

their own right. It would obviously have been possible to extend the list 
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simply by adding some of those situations mentioned by at least 3 subjects 
in each sample. However, it was felt that it would be valuable to include 

situations mentioned less frequently since this would provide an 

opportunity to ascertain whether or not such situations are represented 

in cognition in a comparable manner (for example, in equally complex 

terms) to those more frequently mentioned. This is important since if 

no marked differences are apparent it would suggest that a situation can 

acquire the status of an object in cognition without being frequently 

encountered. As (sub)cultural objects in organisations, a variety of 

situations may be of this type. (The appraisal interview, for instance, 

appears to be widely recognised as a specific situation, yet in general 
it is only infrequently encountered. ) 

The only criterion used in the selection of these additional situations 

was that they be mentioned by at least one subject in each sample. A 

list of 10 further situations was generated in this way, with the intention 

of eliminating some of these at the next stage in the research procedure. 
It must be noted that the construction of this additional list was not 

an anticipated part of the research design. Indeed it was not included 

in the pilot study. However, whilst 16 situations would have been sufficient 

-- some studies have used less, for example, Nascimento-Schulze (1981) - 
the opportunity was taken to include additional situations. Since these 

situations were by definition only infrequently experienced, adequate 

validation of them was therefore obviously necessary. 

The adjectives and short phrases provided by subjects to describe situations 

were assembled in a list which, across the 4 samples, totalled 125 different 
items. Those common to all samples were extracted and subjected to three 

criteria for use in constructing the bipolar scales. The criteria, first 

proposed by Forgas (1976), were: - a) salience, as indicated by overall 
frequency of usage across subjects and situations, b) productivity, or 
diversity of usage by individual subjects across situations, and c) in- 

dependence, or lack of co-occurrence between any two adjectives or phrases 
to describe a situation. This produced a list of 22 adjýectives or phrases, 
6 of which formed natural antonyms. The remaining 16 were supplied with 
appropriate antonyms by the investigator to produce a total of 19 bipolar 

scales. 



Validation of situations and bipolar scales 

Short interviews were conducted with 5 subjects from each of the original 

samples of 15, a total, therefore, of 20 interviews. This stage in the 

pilot work had demonstrated the need to ask very focused questions. 
Subjects were first of all shown the list of 16 most commonly mentioned 

situations and asked: - "Would you read through this list of situations 

and tell me firstly, if there are any there that do not mean very much 
to you, and secondly if there are any that you do not experience quite 

regularly? " Subjects were then shown the list of 10 less frequently 

mentioned situations and asked: - "Now would you read through this list 

and tell me if there are any situations there which you have not 

experienced or which do not mean very much to you? " Lastly subjects 

were shown the list of 19 bipolar scales and a combined list of 26 

situations and asked: - "Would you read through this list of scales and 

then by looking again at the list of situations, ignoring any situations 

you had difficulty with, tell me which scales are the least useful to 
describe the situations? " Subjects' answers in each stage of the inter- 

view were probed and noted down in order to obtain information about any 

situations and scales which lacked meaning and relevance. 

On the basis of the information gathered it was evident that all subjects 

were able to rocognise the 16 commonly mentioned situations, and there 

was only a small number of instances in which subjects reported not having 

experienced a situation. However, several changes to the wording of 
situation descriptions were shown to be necessary. From the list of 
10 less frequently mentioned situations, 2 were judged to lack relevance 

and the wordings of the descriptions of the remaining 8 were amended. 
From the list of 19 bipolar scales 5 were considered to lack the 

suitability evident in the remaining majority. The validation stage 
therefore led to the identification of 24 situations and 14 bipolar 

scales for use in construction of the questionnaire. 

Construction and administration of the questionnaire 

The situation descriptions used in constructing the questionnaire are 
listed below. 

Having a meeting/an interview with a client/customer who you know to 
be difficult. 
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2. Having a general conversation with a colleague during a lull in work. 

3. Discussing a client/customer problem with your boss. 

4. Talking to colleagues about a particularly difficult meeting/interview 
with a client/customer you have just had. 

5. Having an appraisal or general discussion of your work with your boss. 

6. Dealing with someone from another department on behalf of a client/ 
customer. 

7. Being asked by a client/customer to do something you know to be very 
difficult or not possible at all. 

8. Explaining a mistake you have made to colleagues. 

9. Having a meeting/an interview with a client/customer you know to be 
easy to get on with. 

10. Going for a drink with colleagues. 

11. Having a casual conversation in the corridor with a work acquaintance 
or somebody who is not an immediate colleague. 

12. Meeting a visitor to your department. 

13. Having a departmental meeting to discuss work. 

14. Talking to a colleague about a particularly difficult meeting/interview 
with a client/customer that he/she has just had. 

15. Having a routine meeting/interview with a client/customer. 

16. Explaining a mistake you have made to your boss. 

17. Having a meeting/an interview with a client/customer you have not 
met before. 

18. Unexpectedly meeting a client/customer outside work (e. g. in the 
street). 

19. Meeting a new colleague. 

20. Explaining a mistake that has been made to a client/customer. 

21. Talking to your boss about a personal matter (i. e. personal to you). 

22. Talking with colleagues after successfully sorting out a difficult 
client/customer problem. 

23. Dealing with a client/customer who is normally dealt with by a 
colleague. 

24. Having an unexpected or emergency meeting/interview with a client/ 
customer who has a problem that cannot wait. 
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Two comments are necessary. Firstly it can be seen that by no means all of 

these situations relate to interaction with clients or customers. This 

is because it is situations encountered by boundary personnel which are 

the focus of the study, not client or customer interaction situations per 

se. The complexity of boundaries, to which attention was directed in 

earlier chapters, suggests that a wide range of the boundary person's 

interactions may be relevant to an understanding of how boundaries act as 

psychological environments. Secondly, some of the situation descriptions 

have a somewhat arbitrary appearance. This is a reflection of the fact 

that subjects saw the 4 situational features (people, purpose, topic 

of conversation, and place) to have different salience according to the 

situation. For example, conversation topic may be prominent in one situ- 

ation ('explaining a mistake you have made to your boss') and unimportant 

in another ('meeting a visitor to your department'). 

The 14 bipolar scales were: - active-passive, tense-relaxed, occasional- 

regular, formal-informal, democrat ic-autocratic, feel involved-feel 

uninvolved, pleasant-unpleasant, know how to behave-don't know how to 

behave, organised-disorganised, socially oriented-work oriented, simple- 

complicated, flexible-rigid, intimate-impersonal, and cooperative-competitive. 

These scales are similar and in many cases identical to those derived 

by similar methods in other studies (for example, Forgas 1976,1978). 

A 26 page questionnaire was constructed of which the first 2 pages consisted 

of instructions. These are reproduced in Appendix B. The remaining 24 

pages each consisted of a situation description below which were printed 

the 14 bipolar scales. An example of one such page is given in Appendix 

C. Each situation was to be judged on all 14 bipolar scales, nine 

point scales being used in order to allow sufficient scope for discrimi- 

nation. The middle point was to be used for both a 'don't know' and a 
'not applicable' response. Several versions of the questionnaire were 

made up by varying the order in which the presentation of the situations 

occurred. 

The decision to use bipolar scales rather than an unstructured judgemental 

task was made with the interpretation of dimensions appearing in the scaling 

situations and the comparison of these dimensions across samples in mind. 
As mentioned already, an advantage of using bipolar scales is that they 

can be employed in interpreting dimensions obtained in MDS output con- 
figurations. This can facilitate the accuracy of interpretation. 
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Moreover, if a series of common scales is used in interpreting dimensions 

revealed in different data sets, any commonality in dimensions may be 

identified with greater confidence than if the dimensions are labelled 

intuitively. The use of bipolar scales as an aid to interpreting dimensions 

is explained in Chapter 5. 

The questionnaire was administered to samples of 25 subjects from each of 

the 4 organisations in the main study, a total therefore of 100 completed 

questionnaires. Each of the samples included subjects from the original 

samples of 15, but the number varied according to organisation. At least 

5 subjects from each original sample were included in each new sample. 
Although the questionnaire was for self-completion it was evident from 

the pilot study that the presence of the researcher greatly facilitated 

the process and by implication, enhanced the quality of the data elicited. 

The nature of the judgemental task appeared unfamiliar, even to those who 

had taken part in the earlier stages of the research design, and subjects 
found it difficult to keep in mind that it was situations which were to be 

judged. For example, there was a tendency for subjects to reinterpret 

the task by using certain of the bipolar scales as personality indicators 

(such as tense-relaxed and democratic-autocratic), that is to say, subjects 

were in effect reporting on their own personalities. This and other 
difficulties with the task were revealed in the pilot work, partly 

through subjects themselves asking questions of clarification, and 

partly by the researcher asking subjects to comment on the ratings they 

made. As a result it was decided that in the main study the researcher 

would administer the questionnaire to subjects individually and be 

present throughout the completion of each, even though this was a very 

time-consuming process. It is important to add that difficulties with 

the task tended to arise only in the initial stage of completing the 

questionnaire, and did not persist throughout the whole process. 

The task was explained orally to subjects who were then requested to read 

the written instructions and to ask any further points of clarification. 
On each occasion the need to rate the situations themselves was stressed, 

as was the importance of making definite judgements wherever possible, and 
of not spending time pondering but rather, giving natural reactions. 
Clarification of the meaning of scales was sometimes asked for and given. 

During the completion of the questionnaire the behaviour of subjects was 
observed since this appeared to provide some useful informal indications 
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of the degree of confidence that could be placed in the quality of their 

judgements. A number of such indications were identified: - subjects 

commented on the familiarity of the situations; they asked questions 

of clarification from time to time; there were various pieces of non- 

verbal behaviour which suggested concentration by subjects, for example, 

pauses for thought, the pen travelling along a scale before a rating 

being settled on, the crossing out and marking of an alternative point on 

a scale, facial expressions, and so on; lastly subjects often reported 

having enjoyed completing the questionnaire, sometimes even those who were 
initially hostile to the task. 

The presence of the researcher was also useful in answering questions 
during completion of the questionnaire, and in occasionally prompting 

subjects when they had difficulty in keeping the task in mind. 

When subjects had completed the questionnaire they were immediately given 

summary lists of the situations and bipolar scales and asked to indicate 

any situations which they had had difficulty in recognising, and any 

scales that they had had difficulty in using. Analysis of this 
information showed that no situation or scales had presented any 

significant difficulty, thereby providing additional evidence for the 

validity of the situations and scales used. 

4.4.4 Method of analysis 

The data were analysed using Carroll and Chang's (1970) individual 

differences multidimensional scaling (INDSCAL) procedure, treating each 

of the 4 samples as separate data sets. INDSCAL locates the best-fitting 

orthogonal dimensions which characterise the stimuli by identifying the 

axes most heavily relied on by judges. The axes of stimulus space 

constructed by INDSCAL need not be further rotated. 

The INDSCAL model was chosen as the method of analysis for two main reasons. 
Firstly the dimensions obtained are clearly interpretable. This is 

especially so since the output from INDSCAL allows inferences to be drawn 

about the relevance that each bipolar scale used in the judgemental task 
has for the emerging dimensions. It is of course this feature of the 

scaling method which determined in the first place that bipolar scales 
should be used as the means of eliciting judgemental data. Secondly, 
Wish, Deutsch and Kaplan (1976) and others have provided strong evidence 
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that INDSCAL dimensions are statistically and psychologically unique. 

It can therefore be assumed that the dimensions obtained are not artifacts 

of the particular selection of bipolar scales used to elicit the judgemental 

data. 

The main output of an INDSCAL analysis is a 'group space' in which the 

stimuli are located as points. The Introductory Document to INDSCAL, a 

programme which is part of the MDS(X) series of programmes produced through 

support of the Social Science Research Council, states that: - 'The 

configuration of stimuli in this group space is in effect a compromise 

between different individual's configurations, and it may conceivably 

describe the configuration of no single individual' (p. 3). In addition 

to the group space there is a complementary output referred to as the 

'subject space'. To quote further the Introductory Document: - 'This 

space has the same dimensions as the group space but in it each individual 

is represented as a point, located by a set of co-ordinates which are the 

values of the numerical 'weights' which he assigns to each dimension' (p. 3). 

In order to provide suitable input to INDSCAL the judgemental data were 

converted into dissimilarity measures. The measure of dissimilarity used 
is derived from the generalised distance formula proposed by Osgood and 
Suci (1951) and has been frequently used in studies employing an INDSCAL 

analysis (for example, Wish, Deutsch and Kaplan, 1976; Forgas, 1978,1981). 

The dissimilarity 6jk(s) between situations j and k on scale s was 
defined as: - 

n 
Sjk(s E (Xij(s) - Xik(s)) 2 

n i=1 

where n is the total number of subjects and Xij(s) and Xik(s) refer to 

subject i's ratings of situations j and k on scale s. A Fortran programme 

was written to represent this algorithm and linked to INDSCAL so that no 

pre-computing processing of the data occurred. Using the profile distance 

formula 25 dissimilarity matrices were constructed from each data set, 

a single matrix representing the total judgements of an individual subject. 
A similar procedure was used to generate a further 14 dissimilarity matrices 
from each data set, this time a matrix representing the total judgements 

pertaining to a single bipolar scale. Thus a total of 39 matrices were 
derived for each data set, each matrix of course being in a 24 x 24 format. 

The programme was then run to compute for a 1,2,3,4,5,6 and 7 
dimensional solution. For each solution the programme was run several 
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times using different random starting configurations so as to reduce 

the chance of obtaining suboptimal, 'local minima' solutions. This 

potential limitation of MDS programmes is discussed by Forgas (1979b). 

In all cases the configurations appeared to be in equilibrium and were 

directly comparable. 
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5.1 Introduction 

This chapter describes the results obtained from the INDSCAL analysis 

of each of the 4 data sets. All discussion and interpretation of 

these results will be reserved for the following chapter. 

The first task is to determine for each sample which of the 1 to 7 

dimensional solutions is the optimum representation of the data base. 

The usual means of doing this with INDSCAL solutions is through inspecting 

the variance accounted for by each output configuration, and determining 

the rate of increase in variance accounted for with increasing dimen- 

sionality. The optimum solution is that in which the number of dimensions 

is both necessary and sufficient to represent adequately the stimulus 

space. In other words, the number of dimensions must yield a substantial 
increase in variance accounted for over the previous (that is, lower) 

dimensional solution, and be such that there is little increase in 

variance accounted for with the addition of a further dimension. This 

procedure has two drawbacks. Firstly it assumes the rate of increase in 

variance accounted for with increasing dimensionality is not monotonic 

within the range of solutions for which the programme has been asked 

to compute. Although this assumption appears warranted for most INDSCAL 

analyses reported in the literature (for example, Wish, Deutsch and 
Kaplan, 1976, Forgas, 1978,1981), it does not hold adequately for any of 
the data sets in the present study. Secondly, in practice, the criteria 

of necessity and sufficiency are, within limits, ad hoc. That is to say, 
in deciding on the optimum dimensionality for a given subject sample, 
the actual criteria used are determined-by reference to the dimensional 

solutions themselves. This is a perfectly acceptable method of obtaining 
the optimum dimensionality within discrete subject samples. However, 
in the present study, where direct comparisons across subject samples 

are contemplated, samples, moreover, which possess a crucial common 

property, and which have completed exactly the same judgemental task, 

the criteria may need to be tempered so as t6 include a common guideline. 

It must be acknowledged, however, that there is something of a dilemma 

here. If by definition, cognitive data are assumed to order themselves, 

then it may be argued that the optimum dimensionality in a given case 
should be determined with reference to the internal arrangement: of the 

output configurations alone, and that any standardisation of criteria 
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would be inappropriate. Yet inevitably the researcher relies on some 

generalised set of principles to determine optimum dimensionality and so 

does apply some standard - as just suggested, the criteria of necessity 

and sufficiency are ad hoc within limits. It matters not that the actual 

criteria vary within these limits for different samples unless the samples 

have a common defining characteristic and are to be directly compared. 

Then more deliberate control appears desirable, particularly since in 

practice, application of the criteria of necessity and sufficiency is 

often more equivocal than researchers seem willing to acknowledge. In 

any case, as the results of the present study do not yield satisfactorily 

to the criteria of necessity and sufficiency, the determination of optimum 

dimensionality for each sample must rest on an estimation of what the 

latter criterion should be. In other words, the optimum solution must 

be determined by estimating what will be an insufficient increase in 

variance explained with the addition of a further dimension, so as to 

warrant the exclusion of that dimension from the solution. Obviously 

this criterion must be made common to each sample. 

Table 5.1 shows for each data set the percentage of variance explained 

for each dimensional solution computed, and the corresponding increase 

in variance accounted for with increasing dimensionality. It can be 

seen from the latter set of figures that there are no dimensional 

solutions which are obviously identifiable as optimum ones using the 

criteria of riecessity and sufficiency, with the possible exception of 

the 2-dimensional solutions for the building society and the advertising 

agency. However, these only account for 38% and 40% of the variance 

respectively, and moreover, the addition of a further dimension still 

explains a further 6% and 7% of the variance respectively. Since the 

criteria of necessity and sufficiency cannot be applied satisfactorily, 

and given the desirability of using a common standard, it was decided 

that solutions which only explained an additional 5% or less of the 

variance would be disregarded, and that the optimum solution would there- 

fore be taken as the one immediately preceding this cut off point. When 

this criterion was applied across the 4 data sets a 4-dimensional solution 

appeared optimal in each case. 

In Chapter 4 it was indicated that the decision to use bipolar scales as 

a means of eliciting judgemental data was taken with the interpretation 

of the emerging dimensions and the need to make cross-sample comparisons 

in mind. Since the scales can be employed as an aid to interpreting 

dimensions the labelling process is accurate and, moreover, given that 
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Dimensional % Variance Increase 
Solution Explained Variance Explained 

Building Society 
1 26 
2 38 12 
3 44 6 
4 
-------- 

50 
--------------- 

6 

------------------ 

5 55 5 
6 60 5 
7 64 4 

Advertising Agency 

1 27 
2 40 13 
3 47 7 
4 53 6 

--------------- -- -------- 
5 

-------------- 
57 

- 
4 

6 60 3 
7 63 3 

Food Processing and 
bistribution Company 

1 19 
2 29 10 
3 37 8 
4 43 6 
------------------------------------------ 
5 47 4 
6 51 4 
7 54 3 

Social Services 
Department 

1 28 
2 38 10 
3 46 8 
4 52 6 
---------------------- 
5 57 5 
6 61 4 
7 64 3 

Table 5.1 Percentage of variance explained for each dimensional solution 
and increase in variance accounted for with increasing dimen- 
sionality. Figures for all data sets. 
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the scales used here are common to all 4 samples, comparisons over samples 

may be made with reasonable confidence. How, then, are the bipolar 

scales used to facilitate labelling of the dimensions? One of the 

advantages of using INDSCAL is that input matrices can be constructed 

which represent the total judgements pertaining to each bipolar scale. 
As already mentioned, 14 of the 39 dissimilarity matrices used as input 

in the case of each sample were constructed on this basis. INDSCAL 

plots the position of each input matrix within the subject space by 

calculating their dimension weights (indices of relatedness between 

input matrices and the dimensions of the output configuration). 
Dimension weights are analogous to partial correlation coefficients, 

although dimension weights obtained directly from an INDSCAL analysis 

are lower than regression weights based on supplementary multiple regression 

analyses (Wish, Deutsch and Kaplan, 1976). The dimension weights of each 
input matrix representing a bipolar scale therefore indicate the rele- 

vance of that scale in interpreting the stimulus space dimensions. The 
higher the dimension weight for a particular bipolar scale, the greater 
the relevance of the semantic content of that scale in interpreting the 

associated dimension. 

This method is commonly applied in the interpretation of INDSCAL dimensions. 

The usual procedure is simply to extract all dimension weights above a 

pre-defined level of significance, supplementary statistical analyses 
to determine this level normally being regarded as unnecessary. In this 

study a dimension weight of . 500 or more was treated as significant. 

The results are described below in separate sections for each data set. 

5.2 The Building Society Branch Managers 

5.2.1 Results 

The dimension weights for each bipolar scale with respect to all 4 

dimensions appear in Table 5.2. The significant bipolar scales for 
dimension 1 are cooperative-competitive (. 734) and pleasant-unpleasant 
(. 617). This dimension was therefore interpreted as degree, *of 
friendliness. The second dimension was labelled directly as formal- 
informal since only the formal-informal bipolar scale (. 742) appeared 
significant. However, since organised-disorganised (. 494) virtually 
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Dimension 

Active passive 

Tense relaxed 

occasional - regular 

Formal - informal 

Democratic - autocratic 

Feel involved - feel uninvolved 

Pleasant - unpleasant 

Know how to behave - don't 
know how to behave 

Organised - disorganised 

Socially oriented - work 
oriented 

Simple - complicated 

Flexible - rigid 

Intimate - impersonal 

Cooperative - competitive 

1 

. 004 . 294 . 172 

497 . 131 -. 091 

. 367 -. 022 -. 076 

. 244 . 7422- . 024 

. 094 -. 045 . 595M 

-. 004 . 079 . 024 

. 61716 -. 038 . 146 

. 443 

. 518'-s 

. 189 

. 110 

. 071 

. 121 

. 250 

. 200 -. 044 -. 078 . 352 

-. 048 . 494 . 216 . 152 

-. 059 . 472 . 497 . 123 

. 312 . 129 . 237 . 364 

. 359 -. 043 . 531M . 220 

. 080 . 159 -501H -. 043 

. 7341ý . 100 -. 067 -. 076 

Denotes a dimension weight =-. 499 and is therefore regarded 
as significant for the purposes of the present analysis. 

Table 5.2 Dimensions weights for bipolar scales on each dimension - 
building society branch managers. 
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meets the significance criterion, this bipolar scale was also taken to 
be relevant to dimension 2. Dimension 3 was interpreted as socio- 

emotionality, the significant scales being democratic-autocratic (. 595), 

flexible-rigid (. 531) and intimate-impersonal (. 501). Socially oriented- 

work oriented (. 497) was also included as significant and provides an 
important indicator in interpreting the dimension. The fourth dimension 

was diredtly labelled as tense-relaxed, the only significant bipolar 

scale being tense-relaxed (. 518). Nine of the bipolar scales are 

therefore significant for this subject sample, the 5 non-significant 

scales being active-passive, occasional-regular, simple-complicated, 
know how to behave-don't know how to behave, and feel involved-feel 

uninvolved. The latter 2 are the least significant. 

The situation space described by dimensions 1 and 2 is shown in 

Figure 5.1. (In the case of all 4 samples the combinations of dimeniion 

pairs used to illustrate the representation of situation space are 

arbitrary. For each sample the same pairing combinations are used. 
Thus for each sample 2 figures appear in the text - the first illustrates 

situation space described by dimensions 1 and 2, the second by dimensions 

3 and 4. ) It will be recalled from the definition given earlier that the 

situation space, or group space represents how a hypothetical 'average' 

member of a subject sample would see the constituent situations in terms 

of the dimensions used to differentiate them. The situation descriptions 

have been abbreviated to accommodate them in the figure -a list of 
these abbreviations and the situation descriptions to which they 

correspond is given in Appendix D. The dimension weights for the 24 

situations appear in Appendix E. 

Dimension I (friendly-unfriendly) 

With respect to dimension 1 the following situations are seen as friendly, 

and are listed in descending order of significance: 

1. Going for a drink with colleagues 
2. Having a meeting with a customer you know to be easy to get on with 
3. Having a general conversation with a colleague during a lull in work 
4. Having a routine meeting with a customer 
5. Dealing with a customer who is normally dealt with by a colleague 
6. Dealing with someone from another department on behalf of a customer 
7. Unexpectedly meeting a customer outside work 
8. Meeting a new colleague 
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DDENSION 2 INFORMAL 

(Informal) 
(Disorgsnised) 

vork acquaintance 0 

aftor your dLff cust 9 

work lull 09 drink 

0 cust outside work 

* boss re. personal matter 

after coil's diff cust 9 0 after success with cust 

0 new Coll DIHENSION I 
tTN, FRIENDLY FRIENDLY 

(Competitive) easy Cust 0 (Cooperative 
(Unpleasant) (Pleasant) 

cust asks 0 
imposs cust problere 

9 visitor 
*routine cust 

mistake to 0 with boss 

mistake 0 
Coll$ 0 dept meeting 

0 another dept 

to boss *Coll's Cust 

0 appraisal 

cust emergency* 
0 diff cust 

0 alstak* to cust 

(Formal) 
(Organised) 

FORMAL 

* new cust 

FIEV're 3.1 The cognitive representation of situation space defined by 
Dimensions I and 2 for the building society branch managers 
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By contrast the following situations are seen as unfriendly, and are 
listed in descending order of significance: 

1. Having a meeting with a customer who you know to be difficult 
2. Explaining a mistake that has been made to a customer 
3. Explaining a mistake you have made to your boss 
4. Being asked by a customer to do something you know to be very 

difficult or not possible at all 
S. Explaining a mistake you have made to colleagues 
6. Having a departmental meeting to discuss work. 

Basic constitutents - dimension I 

Unfriendly situations are evidently those in which mistakes have to be 

explained, and in which difficult interactions with customers occur 
(although 'having an unexpected or emergency meeting with a customer who 
has a problem that cannot wait' is seen in neutral terms). A variety of 
situations are seen as friendly, particularly casual social interactions, 

routine and unproblematic interactions with customers, and encounters 
in which the branch manager is acting as an agent (dealing with someone 
from another department on behalf of a customer; dealing with a customer 
who is normally dealt with by a colleague). Most interactions with colleagues 
and the boss are apparently ones for which the friendly-unfriendly 
dimension has little or no significance, with the exception of 'having 
a departmental meeting to discuss work', which is regarded as mildly 
unfriendly. (A lack of significance for a situation with respect to any 
dimension can of course be due either to the dimension being seen as 
irrelevant, or to the dimension being relevant but not utilised. Obviously 
this holds for the results from all samples in the study. ) 

Dimension 2 (formal-informal) 

With respect to dimension 2 the following situationsare seen as formal, 
and are listed in descending order of significance: 

1. Explaining a mistake that has been made to a customer 
2. Having a meeting with a customer you have not met before 
3. Having a meeting with a customer who you know to be difficult 
4. Having an unexpected or emergency meeting with a customer who has a 

problem that cannot wait 
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5. Having an appraisal or general discussion of your work with your boss 
6. Dealing with a customer who is normally dealt with by a colleague 
7. Explaining a mistake you have made to your boss 
8. Having a departmental meeting to discuss work 
9. Dealing with someone from another department on behalf of a customer. 

The following situations are seen as informal, and are listed in 

descending order of significance: 

1. Having a general conversation with a colleague during a lull in 

work 
2. Coin& for a drink with colleagues 
3. Unexpectedly meeting a customer outside work 
4. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
5. Talking to colleagues about a particularly difficult meeting with 

a customer you have just had 
6. Talking to your boss about a personal matter 
7. Talking to a colleague about a particularly difficult meeting with 

a customer that he/she has just had 
8. Talking with colleagues after successfully sorting out a difficult 

customer problem. 

Basic constituents - dimension 2 

Formal situations are those in which mistakes have to be explained, and 
in which difficult interactions with customers occur. Situations in- 

volving unfamiliar customers (having a meeting with a customer you have 

not met before), and some situations involving interactions with 
colleagues are also seen as formal. However, all of these are seen as 
formal in a weak sense. Informal situations are those involving casual 

social encounters, and ones in which customers are discussed with colleagues. 
The formal-informal dimension appears to lack significance for situations 
involving routine interactions with customers and interactions with 

strangers (meeting a new colleague). 

Dimension 3 (high-low socio-emotionality) 

The situation space described by dimension 3 and 4 is shown in Figure 
5.2. The dimension weights for the 24 situations appear in Appendix E. 
With respect to dimension 3 the following situations are associated with 
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DIMENSION 4 RELAXED 

(Relaxed) 

cust outside work 
drink *I 

work 090 easy cust 
lull 

4"fter Coll's diff cust 

HI SOCIO-EMOTIONALITT 
(Flexible) 
(Democratic) 

(Intimate) 
(Socially oriented) 

0 work acquaintance 

Oew cus t0 vi is I tor e 

dept meetinEp 
new Coll* 

cust problem vith bossq 

appraisal* 

boss To personal matterg 

e routine cust 

*after success with cust 

0 another dept 
*: all's cust DIMENSION 3 

LO SOCIO-EMOTIONALITY 
(Rigid) 

(Autocratic) 

(impersonal) 
Wiff cust (Work oriented) 

0 cust emergency 
* mistake to colls 

after your* *mistake to cust 
diff cust 

9mistake to boss 

cust asks impossq 

(Tons*) 
TUSE 

Figure 5.2 The cognitive representation of situation space defined by 
Dimensions 3 and 4 for the building society branch managers. 
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a high degree of socio-emotionality, and are listed in descending order of 

significance: 

1. Going for a drink with colle3gues 
2. Having a general conversation with a colleague during a lull in--work 

3. Unexpectedly meeting a customer outside work 
4. Having a meeting with a customer you know to be easy to get on with 

5. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
6. Talking to your boss about a personal matter. 

Situations associated with a low degree of socio-emotionality, listed in 

descending order of significance are: 

1. Being asked by a customer to do something you know to be very 
difficult or not possible at all 

2. Explaining a mistake that has been made to a customer 
3. Explaining a mistake you have made to your boss 
4. Explaining a mistake you have made to colleagues 
5. Dealing with someone from another department on behalf of a customer 
6. Talking to colleagues about a particularly difficult meeting with a 

customer you have just had 
7. Talking to a colleague about a particularly difficult meeting with a 

customer that he/she has just had 
8. Talking with colleagues after successfully sorting out a difficult 

customer problem. 

Basic constituents - dimension 3 

Situations described in terms of low socio-emotionality are those in 

which mistakes have to be explained. and in which customers are discussed 

with colleagues. Situations described in terms of high socio-emotionality 

appear to be casual social encounters, and those interactions with customers 

where no difficulties are evident. Given the construction of the dimension, 

situations seen in terms of neither high nor low socio-emotionality must be 
interpreted as undifferentiated with respect to this dimension. in 

other words, the dimension has little or no significance for cognitions of 
such situations. These situations involve most interactions with customers, 
and interactions with the branch manager's boss. 
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Dimension 4 (tense-relaxed) 

With respect to dimension 4 the following situations are seen as tense* 

and are listed in descending order of significance: 

1. Being asked by a customer to do something you know to be very 
difficult or not possible at all 

2. Talking to your boss about a personal matter 
3. Having an appraisal or general discussion of your work with your boss 

4. Explaining a mistake you have made to your boss 

5. Talking to colleagues about a particularly difficult meeting with a 

customer you have just had 
6. Explaining a mistake that has been made to a customer 
7. Discussing a customer problem with your boss. 

The following situations are seen as relaxed, and are listed in descending 

order of significance: 

1. Coing for a drink with colleagues 
2. Having a general conversation with a colleague during a lull in work 
3. Having a meeting with a customer you know to be easy to get on with 
4. Unexpectedly meeting a customer outside work 
5. Talking to a colleague about a particularly difficult me eting with 

a customer that he/she has just had 
6. Having a routine meeting with a customer 
7. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
8. Talking with colleagues after successfully sorting out a difficult 

customer problem. 

Basic constituents - dimension 4 

Tense situations, then, appear to involve interactions with the boss 

(particularly 'talking to your boss about a personal matter'). Relaxed 

situations are those involving casual and superficial social encounters, 
routine and unproblematic interactions with customerst and occasions where 
customers are discussed with colleagues. The tense-relaxed dimension 

apparently lacks significance for cognitions of situations involving 

strangers, and some difficult interactions with customers. 
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Diagrammatic representations of the situation space described by the other 

possible pairing combinations of the 4 situations can be found in Appendix 

F. 

5.2.2 Summary 

The 24 situations are described below according to all dimensions having 

significance for each. The situations seen in terms of 4 dimensions 

are: 

- Having a general conversation with a colleague during a lull in work 
(friendly, informal, high socio-emotionality. relaxed) 

- Going for a drink with colleagues (friendly, informal, high socio- 
emotionality, relaxed) 

- Explaining a mistake you have made to your boss (unfriendly, formal, 
low socio-emotionality, tense) 

- Unexpectedly meeting a customer outside work (friendly, informal, 

high socio-emotionality, relaxed) 

- Explaining a mistake that has been made to a customer (unfriendly, 

formal, low socio-emotionality, tense). 

Situations seen in terms of 3 dimensions are: 

- Talking to colleagues about a particularly difficult meeting with 
a customer you have just had (informal, low socio-emotionality, tense) 

- Dealing with someone from another department on behalf of a customer 
(friendly, formal, low socio-emotionality) 

- Being asked by a customer to do something you know to be very difficult 

or not possible at all (unfriendly, low socio-emotionality, tense) 
- Having a meeting with a customer you know to be easy to get on with 

(friendly, high socio-emotionality, relaxed) 
- Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague (informal, high 

sOcio-emotionality. relaxed) 
- Talking to a colleague about a particularly difficult meeting with a 

customer that he/she has just had (informal, high socio-emotionality, 
relaxed) 

- Talking to. your boss about a personal matter (informal. high socio- 
emOtiOnalityp tense) 

- Talking with colleagues after successfully sorting out a difficult 

customer problem (informal, low socio-emotionality, relaxed). 
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Situations seen in terms of 2 dimensions are: 

- Having a meeting with a customer who you know to be difficult 

(unfriendly, formal) 

- Having an appraisal or general discussion of your work with your 

boss (formal, tense) 

- Explaining a mistake you have made to colleagues (unfriendly, low 

socio-emotionality) 

- Having a departmental meeting to discuss work (unfriendly, formal) 

- Having a routine meeting with a customer (friendly, relaxed) 

- Dealing with a customer who is normally dealt with by a colleague 

(friendly, formal). 

Situations seen in terms of one dimension are: 

- Discussing a customer problem with your boss (tense) 

Having a meeting with a customer you have not met before (formal) 

Meeting a new colleague (friendly) 

- Having an unexpected or emergency meeting With a customer who has a 

problem that cannot wait (formal). 

There was one situation - meeting a visitor to your department - for 

which none of the 4 dimensions had significance. 

Situations seen as most similar are as follows: 'having a general 

conversation with a colleague during a lull in work', 'going for a drink 

with colleagues', and 'unexpectedly meeting a customer outside work' are 

all seen as friendly, informal, having a high degree of socio-emotionality 

and relaxed. 'Explaining a mistake you have made to your boss' and 
'explaining a mistake that has been made to a customer' are both seen as 

unfriendly, formal, having a low degree of socio-emotionality, and tense. 
'Talking to a colleague about a particularly difficult meeting with a 

customer that he/she has just had', and 'talking with colleagues after 

successfully sorting out a difficult customer problem' are both seen as 
informal, having a low degree of socio-emotionality, and relaxed. 'Having 

a meeting with a customer who you know to be difficult' and 'having a 
departmental meeting to discuss work' are seen as unfriendly and formal. 

Lastly 'having a meeting with a customer you have not met before', and 
'having an unexpected or emergency meeting with a customer who has a 
problem that cannot wait' are both seen simply as formal. 



- 132 - 

5.3 The Advertising Agency Account Handlers 

5.3.1 Results 

The dimension weights for each bipolar scale with respect to all 4 

dimensions appear in Table 5.3. The significant bipolar scales for 

dimension 1 are pleasant-unpleasant (. 848), occasional-regular (. 697), 

tense-relaxed (. 590) and simple-complicated (. 552). This dimension 

was interpreted as degree of anxiety. The significant scales for 

dimension 2 are organised-disorganized (. 799) and formal-informal 

(. 657). Intimate-impersonal (. 495) was also taken to be relevant and 

provides an important indicator in interpreting the dimension. Although 

organised-disorganised has the highest dimension weight, the significance 

of the intimate-impersonal scale suggests that the dimension is closest 

semantically to the formal-informal scale. The dimension was accordingly 
labelled as formal-informal. Dimension 3 was interpreted directly as 

socially oriented/simple-work oriented/complicated, the significant 

scales being socially oriented-work oriented (. 803) and simple-compli- 

cated (. 527). It is important to note here that a bipolar scale can be 

significant for more than one dimension, and in fact according to the 

criterion of significance used, the simple-complicated scale is relevant 

to both dimension 3 and dimension 1. Clearly this effect would render the 
interpretation of a given dimensional solution problematic if several 
bipolar scales were significant on a number of dimensions, and so can 

only be tolerated to a limited extent. The only scale significant for 

dimension 4 is cooperative-competitive (. 500) and the dimension was 
ldbelled accordingly. Nine of the bipolar scales are therefore signi- 
ficant for this subject sample, the 5 non-significant scales being 

active-passive, democratic-autocratic, flexible-rigid, know how to 
behave-don't know how to behave, and feel involved-feel uninvolved. 
The latter 2 are the least significant. 

Dimension 1 (high-low anxiety) 

The situation space described by dimensions 1 and 2 is show in Figure 

5.3. The dimension weights for the 24 situations appear in Appendix E. 
With respect to the dimension I the following are seen as high anxiety 
situations, and are listed in descending order of significance: 

1. Explaining a mistake that has been made to a client 
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Dimension 

1 2 3 4 

Active-passive . 018 . 259 . 261 -. 035 

Tense-relaxed . 590K . 160 . 253 . 127 

Occasional-reaular a . 697*t -. 098 . 012 . 006 

Formal-informal . 261 . 657" . 092 . 180 

Democratic-autocratic . 179 . 265 . 297 . 365 

Feel involved-feel uninvolved -. 036 . 004 . 075 . 178 

Pleasant-unpleasant . 848K -. 047 . 031 . 181 

Know how to behave - don't 
know how to behave . 238 . 019 . 001 -. 026 

Organised-disorganised -. 011 . 799'x . 067 -. 006 

Socially oriented-work 
oriented . 029 . 150 . 803K . 046 

Simple-complicated . 552H -. 056 . 5271, . 029 

Flexible-rigid . 412 . 214 . 227 . 270 

Intimate-impersonal . 246 . 495 -. 061 . 384 

Cooperative-competitive . 096 -. 010 . 131 . 500H 

Denotes a dimension weight ý-. 499 and is therefore regardedzs 
significant for the purposes of the present analysis. 

Table 5.3 Dimension weights for bipolar scales on each dimension - 
advertising agency account handlers. 
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Figure 5.3 The cognitive representation of situation space defined 
by Dimensions 1 and 2 for the advertising agency account 
handlers. 
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2. Having a meeting with a client who you know to be difficult 

3. Being asked by a client to do something you know to be very 

difficult or not possible at all 

4. Explaining a mistake you have made to colleagues 

5. Explaining a mistake you have made to your boss 

6. Having a meeting with a client you have not met before 

7. Dealing with a client who is normally dealt with by a colleague 

8. Unexpectedly meeting a client outside work 

9. Having an unexpected or emergency meeting with a client ý; ho has 

a problem that cannot wait 

10. Talking to your boss about a personal matter. 

The following are seen as low anxiety situations, and are listed in 

descending order of significance: 

1. Going for a drink with colleagues 

2. Having a meeting with a client you know to be easy to get on with 

3. Talking with colleagues after successfully sorting out a difficult 

client problem 
4. Having7a general conversation with a colleague during a lull in work. 

5. Having a routine meeting with a client 
6. Dealing with someone from another department on behalf of a client 

7. Talking with colleagues about a particularly difficult meeting with 

a client you have just had 

Meeting a new colleague 

Basic constituents - dimension 1 

It appears that high anxiety situations are those involving difficult, 

non-routine interactions, especially with clients. Sometimes the source 

of anxiety is self-evident (explaining a mistake that has been made to 

a client), sometimes less so (unexpectedly meeting a client outside work). 

Low anxiety situations are those involving simple, routine encounters of 

both a work and social nature. Given the construction of the dimension. 

those situations seen as neither high nor low anxiety interactions must 
be interpreted as undifferentiated with respect to this dimension. In 

other words, the anxiety dimension has little or no.; significance for 

cognitions of such situations. A range of situations involving inter- 

actions with colleagues and the boss fall into this category. 
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Dimension 2 (formal-informal) 

With respect to dimension 2 the following situations are seen as informal, 

and are listed in descending order of significance: 

1. Going for a drink with colleagues- 

2. Having a general conversation with a colleague during a lull in work 
3. Talking with colleagues after successfully sorting out a difficult 

client problem 

4. Talking to colleagues about a particularly difficult meeting with a 

client you have just had 

5. Talking to a colleague about a particularly difficult meeting with 
a client that he/she has just had 

6. Talking to your boss about a personal matter 

7. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 

8. Unexpectedly meeting a client outside work 
9. Meeting a new colleague. 

The following situations are seen as formal, and are listed in descending 

order of significance: 

1. Having a meeting with a client you have not met before 

2. Dealing with a client who is normally dealt with by a colleague 
3. Explaining a mistake that has been made to a client 
4. Meeting a visitor to your department 

5. Being asked by a client to do something you know to be very 
difficult or not possible at all 

6. Having a meeting with a client who you know to be difficult 

7. Having a routine meeting with a client 
8. Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait. 

Basic constituents - dimension 2 

Formal situations, then, are those which involve interactions with 

clients, the most formal being situations in which the client is 

unfamiliar. Informal situations are ones involving superficial social 

encounters, and those where clients are discussed with colleagues. 
Apparently the formal-informal dimension has little or no significance 
for task-oriented situations involving colleagues. 
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Dimension 3 (socially oriented/simple - work oriented/complicated) 

The situation space described by dimensions 3 and 4 is shown in Figure 

5.4. The dimension weights for the 24 situations appear in Appendix E. 

With respect to dimension 3 those situations seen as socially oriented/ 

simple, listed in descending order of significance are: 

1. Going for a drink with colleagues 

2. Meeting a new colleague 

3. Having a general conversation with a colleague during a lull in work 
4. Talking to your boss about a personal matter 

5. Having a meeting with a client you know to be easy to get on with 

6. Unexpectedly meeting a client outside work 

7. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 

Situations seen as work oriented/complicated, listed in descending order 

of significance are: 

Being asked by a client to do something you know to be very difficult 

or not possible at all 
2. Having an appraisal or general discussion of your work with your boss 

3. Dealing with a client who is normally dealt with by a colleague 
4. Discussing a client problem with your boss 

5. Having a meeting with a client who you know to be difficult 

6. Talking to colleagues about a particularly difficult meeting with a 

client you have just had 

7. Explaining a mistake that has been made to a client 
8. Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait 
9. Explaining a mistake you have made to your boss 

10. Having a meeting with a client you have not met before 

Basic constituents - dimension 3 

Work oriented/complicated situations are those involving non-routine 
interactions with clients, and interactions with the account handlerts 

boss. Socially oriented/simple situations involve casual encounters 

which occur in both a work and non-work context. The socially oriented/ 
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Figure 5.4 The cognitive representation of situation space defined 
by Dimensions 3 and 4 for the advertising agency account 
handlers. 
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simple-work oriented/complicated dimension appears to have little or no 

significance for cognitions of situations involving interactions with 

colleagues, whether these be routine or non-routine occasions. 

Dimension 4 (cooperative-competitive 

Those situations seen as cooperative, listed in descending order of 

significance are: 

1. Having a meeting with a client you know to be easy to get on with 
2. Talking to your boss about a personal matter 
3. Having an appraisal or general discussion of your work with your boss 
4. Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait 
5. Talking with colleagues after successfully sorting out a difficult 

client problem 
6. Discussing a client problem with your boss 

7. Having a departmental meeting to discuss work 
8. Talking to a colleague about a particularly difficult meeting with 

a client that he/she has just had 

9. Having a general conversation with a colleague during a lull in 

work 
10. Going for a drink with colleagues 
11. Having a routine meeting with a client. 

Situations seen as competitive listed in descending order of significance 
are: 

1. 'Having a meeting with a client who you know to be difficult 

2. Being asked by a client to do something you know to be very difficult 

or not possible at all 
3. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
4. Explaining a mistake that has been made to a client 
5. Having a meeting with a client you have not met before 
6. Meeting a visitor to your department 

7. Dealing with a client who is normally dealt with by a colleague 
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Basic constituents - dimension 4 

Situations involving strangers or acquaintances are apparently seen as 

competitive. The exception to this is 'meeting a new colleague' which is 

undifferentiated on the cooperative-competitive dimension. Situations 

involving difficult interactions with clients are also seen as competitive, 
in fact extremely so. Half of the total situations are viewed as 

cooperative, these comprising casual social occasions, routine work and 1. 
non-work interactions, and a variety of non-routine interactions. 

However, it seems that these situations are seen as cooperative only in 

a weak sense. Situations for which the cooperative-competitive 
dimension lacks relevance exhibit little homogeneity as a group, although 
'explaining a mistake you have made to colleagues', and 'explaining a 

mLstake you have made to your boss' both fall into this category. 

Diagrammatic representations of the situation space described by the 

other possible pairing combinations of the 4 dimensions can be found 

in Appendix G. 

5.3.2 Summary 

The 24 situations are described below according to all dimensions having 

significance for each. The situations seen in terms of 4 

dimensions are: 

Having a meeting with a client who you know to be dif f icult (high 

anxiety, formal, work oriented/complicated, competitive) 
Having a general conversation with a colleague during a lull in work 
(low anxiety, informal, socially oriented/simple, cooperative) 
Being asked by a client to do something you know to be very difficult 

or not possible at all (high anxiety, formal, work oriented/complicated, 

competitive) 

- Going for a drink with colleagues (low anxiety, informal, socially 

oriented/simple, cooperative) 

- Having a meeting with a client you have not met before (high anxiety, 
formal, work oriented/complicated, competitive) 

- Explaining a mistake that has been made to a client (high anxiety, 
formal, work oriented/complicated, competitive) 

- Talking to your boss about a personal matter (high anxiety, informal, 

socially oriented/simple, cooperative) 
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Dealing with a client who is normally dealt with by a colleague 

(high anxiety, formal, work oriented/complicated, competitive) 

Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait (high anxiety, formal, work oriented/compli- 

cated, cooperative). 

Situations seen in terms of 3 dimensions are: 

- Talking to colleagues about a particularly difficult meeting with a 

client you have just had (low anxiety, informal, work oriented/ 

complicated) 

- Having a meeting with a client you know to be easy to get on with 
(low anxiety, socially oriented/simple, cooperative) 

- Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague (informal, socially 

oriented/simple, competitive) 

- Having a routine meeting with a client (low anxiety, formal, 

cooperative) 

- Unexpectedly meeting a client outside work (high anxiety, informal, 

socially oriented/simple) 

- Meeting a new colleague (low anxiety, informal, socially oriented/ 

simple) 

- Talking with colleagues after successfully sorting out a difficult 

client problem (low anxiety, informal, cooperative). 

Situations seen in terms of 2 dimensions are: 

Discussing a client problem with yQur boss (work oriented/complicated, 

cooperative) 

Having an appraisal or general discussion of your work with your boss 
(work oriented/complicated, cooperative) 

Meeting a visitor to your department (formal, competitive) 

Talking to a colleague about a particularly difficult meeting with 

a client that he/she has just had (informal, cooperative) 

Explaining a mistake you have made to your boss (high anxiety, work 

oriented/complicated) 

Situations seen in terms of only one dimension are: 

- Dealing with someone from another department on behalf of a client 
(low anxiety) 
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Explaining a mistake you have made to colleagues (high anxiety) 

Having a departmental meeting to discuss work (cooperative). 

Situations seen as most similar are as follows: 'having a meeting with a 

client who you know to be difficult', 'being asked by a client to do 

something you know to be very difficult or not possible at all', 'having 

a meeting with a client you have not met before', 'explaining a mistake 

that has been made to a client', and 'dealing with a client who is 

normally dealt with by a colleague' are all seen as high anxiety, formal, 

work oriented/complicated, and competitive. 'Having a general conversation 

with a colleague during a lull in work', and 'going for a drink with 

colleagues' are both seen as low anxiety, informal, socially oriented/ 

simple and cooperative. Lastly, 'discussing a client problem with your 
boss', and 'having an appraisal or general discussion of your work with 

your boss' are both seen as work oriented/complicated and cooperative. 

5.4 The Food Processing and Distribution Company Sales Managers 

5.4.1 Results 

The dimension weights for each bipolar scale with respect to all 4 

dimensions appear in Table 5.4. The significant bipolar scales for 

dimension I are simple-complicated (. 620) and flexible-rigid (. 557). 

This dimension was tentatively interpreted as degree of constraint. 
Nascimento-Schulze (1981), following Price and Bouffard (1974) suggests 
that a constraint dimension may be significant in categorising a wide 

range of situations. The significant scales for dimension 2 are formal- 
informal (. 649) and tense-relaxed (. 595). This dimension was labelled 

accordingly as formal-/tense-informal/relaxed. Dimension 3 was interpreted 

directly as intimate-impersonal, the only significant scale being intimate- 

impersonal (. 512). Dimension 4 was also interpreted directly, the 

only significant scale being active-passive (. 599). This dimension 

was accordingly labelled active-passive. Six of the bipolar scales 

are therefore significant for this subject sample, the 8 non-significant 

scales being occasional-regular, democratic-autocratic, feel involved- 

feel uninvolved, pleasant-unpleasant, know how to behave-donIt know how 

to behave, organised-disorganised, socially oriented-work oriented, and 
cooperative-competitive. 
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Dimens ion 

1 2 3 4 

Active-passive . 231 . 261 . 061 . 599 

Tense-relaxed . 372 . 595H . 106 . 032 

occasional-regular . 216 . 099 . 051 . 241 

Formal-informal . 137 . 649H . 183 . 252 

Democratic-autocratic . 123 . 094 . 365 . 071 

Feel involved-feel uninvolved -. 019 . 024 . 195 . 438 

Pledsant-unpleasant . 419 . 160 . 241 . 035 

Know how to behave-don't 
know how to behave . 074 . 020 . 138 . 112 

Organised-disorganised . 027 . 097 . 145 . 281 

Socially oriented-work 
oriented . 212 . 084 . 332 . 463 

Simple-complicated . 620K . 299 . 303 -. 035 

Flexible-rigid . 5571 . 209 . 110 . 048 

Intimate-impersonal . 038 . 095 . 512'K . 095 

Cooperative-competitive . 173 . 116 . 156 . 099 

Denotes a dimension weight >. 499 and is therefore regarded as 
significant for the purposes of the present analysis. 

Table 5.4 Dimension weights for bipolar scales on each dimension - food 
processing and distribution company sales managers. 
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Dimension 1 (high-low constraint) 

The situation space desribed by dimensions 1 and 2 is shown in Figure 

5.5. The dimension weights for the 24 situations appear in Appendix E. 

With respect to dimension I the following are seen as high constraint 

situations, and are listed in descending order of significance: 

1. Having an appraisal or general discussion of your work with your 
boss 

2. Being asked by a customer to do something you know to be very difficult 

or not possible at all 
3. Explaining a mistake you have made to your boss 

4. Talking to your boss about a personal matter 
5. Explaining a mistake you have made to colleagues 
6. Discussing a customer problem with your boss 

7. Dealing with someone from another department on behalf of a customer 
8. Having an unexpected or emergency meeting with a customer who has 

a problem that cannot wait 

The following are seen as low constraint situations, and are listed 

in descending order of significance: 

1. Having a general conversation with a colleague during a lull in 

work 
2. Going for a drink with colleagues 
3. Talking with colleagues after successfully sorting out a difficult 

customer problem 
4. Meeting a visitor to your department 

5. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 

6. Unexpectedly meeting a customer outside work 

7. Having a meeting with a customer you know to be easy to get on with. 

Basic constituents - Dimension 1 

It appears that high constraint situations are particularly those 
involving interactions with the sales manager's boss, and to some extent 
difficult encounters with customers. Low constraint situations are those 
involving superficial social encounters. Given the construction of the 
dimension, those situations seen as neither high nor low constraint 
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Figure 5.5 The cognitive representation of situation space defined by 
Dimensions I and 2 for the food processing and distribution 
company sales managers. 
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interactions must be interpreted as undifferentiated with respect to this 

dimension. In other words, the constraint dimension has little or no 

significance for cognitions of these situations. It seems that a range 

of situations involving interactions with customers and interactions 

with colleagues fall into this category. 

Dimension 2 (formal/tense-informall'relaxed) 

With respect to dimension 2 the following situationsare seen as formal/ 

tense and are listed in descending order of significance: 

1. Having an unexpected or emergency meeting with a customer who has a 

problem that cannot wait 
2. Explaining a mistake that has been made to a customer 
3. Having a departmental meeting to discuss work 

4. Having a meeting with a customer you have not met before 

5. Explaining a mistake you have made to your boss 

6. Meeting a visitor to your department 

7. Dealing with a customer who is normally dealt with by a colleague 
8. Having a meeting with a customer who you know to be difficult 

9. Being asked by a customer to do something you know to be very 
difficult or not possible at all 

10. Dealing with someone from another department on behalf of a customer. 

The following situations are seen as informallrelaxed, and are listed 

in descending order of significance: 

1. Going for a drink with colleagues 
2. Unexpectedly meeting a customer outside work 
3. Having a general conversation with a colleague during a lull in work 
4. Talking to colleagues about a particularly difficult meeting with a 

customer you have just had 

5. Talking to a colleague about a particularly difficult meeting with a 

customer that he/she has just had 

6. Talking with colleagues after successfully sorting out a difficult 

customer problem 
7. Discussing a customer problem with your boss 

B. Having a meeting with a customer you know to be easy to get on with 
Having a routine meeting with a customer. 
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Basic constituents dimension 2 

Formal/tense situations, then, are those which involve difficult inter- 

actions with customers, and those which involve encounters with strangers. 

Informal/relaxed situations are those involving casual social encounters, 

and those in which customers are discussed with colleagues and the boss. 

Only a small proportion of the situations are undifferentiated on the 

formal/tense-informal/relaxed dimension. In particular, interactions of 

a personal nature with the boss fall into this category. 

Dimension 3 Untimate-imperso al) 

The situation space described by dimensions 3 and 4 is shown in Figure 

5.6. The dimension weights for the 24 situations appear in Appendix E. 

With respect to dimension 3 the following situations are seen as impersonal, 

and are listed in descending order of significance: 

1. Being asked by a customer to do something you know to be very difficult 

or not possible at all 
2. Dealing with someone from another department on behalf of a customer 
3. Explaining a mistake that has been made to a customer 
4. Talking to colleagues about a particularly difficult meeting with 

a customer you have just had 

5. Explaining a mistake you have made to your boss 

Talking to a colleague about a particularly difficult meeting with 

a customer that he/she has just had 

7. Having a meeting with a customer who you know to be difficult 

8. Explaining a mistake you have made to colleagues 

Situations seen as intimate, listed in descending order of significance 
are: 

1. Going for a drink with colleagues 
2. Talking to your boss about a personal matter 
3. Having a general conversation with a colleague during a lull in work 
4. Having a meeting with a customer you know to be easy to get on with 
5. Having an appraisal or general discussion of your work with your boss 
6. Unexpectedly meeting a customer outside work 
7. Talking with colleagues after successfully sorting out a difficult 

customer problem. 
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Figure 5.6 The cognitive representation of situation space defined 
by Dimensions 3 and 4 for the food processing and 
distribution company sales managers. 
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Basic constituents - dimension 3 

Impersonal situations are apparently those with a high task orientation. 

Intimate situations, by contrast, are those involving casual social 

interactions and encounters of a personal nature with the boss. The 

intimate-impersonal dimension appears to have little or no significance 

with regard to situations involving particularly strangers and acquain- 

tances. 

Dimension 4 (active-passive 

Those situations seen as passive, listed in descending order of significance 

are: 

1. Going for a drink with colleagues 

2. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
3. Unexpectedly meeting a customer outside work 
4. Having a general conversation with a colleague during a lull in work 

5. Talking to a colleague about a particularly difficult meeting with 

a customer that he/she has just had 

The following situations are seen as active, and are listed in descending 

order of significance: 

1. Having an appraisal or general discussion of your work with your boss 

2. Discussing a customer problem with your boss 

3. Having a meeting with a customer who you know to be difficult 

4. Meeting a new colleague 
5. Having a departmental meeting to discuss work 
6. Having a meeting with a customer you have not met before 

7. Having an unexpected or emergency meeting with a customer who has 

a problem that cannot wait 

8. Meeting a visitor to your department. 

Basic constituents - dimension 4 

Active situations, then, tend to have a high task content and involve in 

particular the boss and strangers. Passive situations appear to be those 
involving casual social interactions. Half of the total situations are 
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not differentiated with respect to the active-passive dimension, a broad 

variety falling within this category. 

Diagrammatic representations of the situation space described by the 

other possible pairing combinations of the 4 dimensions can be found in 

Appendix H. 

5.4.2 Summary 

The 24 situations are described below according to all dimensions having 

significance for each. The situations seen in terms of 4 dimensions are: 

- Having a general conversation with a colleague during a lull in work 
(low constraint, informal/relaxed, intimate, passive) 

- Going for a drink with colleagues (low constraint, informal/relaxed, 

intimate, passive) 

- Unexpectedly meeting a customer outside work (low constraint, 

informal/relaxed, intimate, passive). 

Situations seen in terms of 3 dimensions are: 

- Having a meeting with a customer who you know to be difficult (formal/ 

tense, impersonal, active) 

- Discussing a customer problem with your boss (high constraint, informal/ 

relaxed, active) 

- Having an appraisal or general discussion of your work with your boss 
(high constraint, intimate, active). 

- Dealing with someone from another department on behalf of a customer 
(high constraint, formal/tense, impersonal) 

- Being asked by a customer to do something you know to be very 
difficult or not possible at all (high constraint, formal/tense, impersonal) 

- Having a meeting with a customer you know to be easy to get on with 
(low constraint, informal/relaxed, intimate) 

- Meeting a visitor to your department (low constraint, formal/tense, 

active) 

- Talking to a colleague about a particularly difficult meeting with a 
customer that he/she has just had (informal/relaxed, impersonal, 

passive) 

- Explaining a mistake you have made to your boss (high constraint, 
formal/tense, impersonal) 
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- Talking with colleagues after successfully sorting out a difficult 

customer problem (low constraint, informal/relaxed, intimate) 

- Having an unexpected or emergency meeting with a customer who has a 

problem that cannot wait (high constraint, formal/tense, active). 

Situations seen in terms of 2 dimensions are: 

- Talking to colleagues about a particularly difficult meeting with a 

customer you have just had (informal/relaxed, impersonal) 

- Explaining a mistake you have made to colleagues (high constraint, 

impersonal) 

- Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague (low constraint, passive) 

- Having a departmental meeting to discuss work (formal/tense, active) 

- Having a meeting with a customer you have not met before (formal/ 

tense, active) 

- Explaining a mistake that has been made to a customer (formal/tense, 

impersonal) 

- Talking to your boss about a personal matter (high constraint, intimate). 

Situations seen in terms of only one dimension are: 

Having a routine meeting with a customer (informal/relaxed) 

Meeting a new colleague (active) 

Dealing with a customer who is normally dealt with by a colleague 
(formal/tense) 

Situations seen as most similar are as follows: 'having a general 

conversation with a colleague during a lull in work', 'going for a 
drink with colleagues', and 'unexpectedly meeting a customer outside 

work' are all seen as low constraint, informal/relaxed, intimate and 

passive. 'Dealing with someone from another department on behalf of 

a customer', 'being asked by a customer to do something you know to 

be very difficult or not possible at all', and 'explaining a mistake you 
have made to your boss' are all seen as high constraint, formal/tense 

and impersonal. 'Having a meeting with a customer you know to be easy 
to get on with', and 'talking with colleagues after successfully sorting 
out a difficult customer problem' are both seen as low constraint, 
informal/relaxed and intimate. Finally, 'having a departmental meeting 
to discuss work', and 'having a meeting with a customer you have not met 
before'-: are both seen as formal/tense and active. 
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5.5 The Local Authority Social Workers 

5.5.1 Results 

The dimension weights for each bipolar scale with respect to all 4 

dimensions appear in Table 5.5. The significant bipolar scales for dimen- 

sion 1 are cooperative-competitive (. 741), democratic-autocratic (. 672) 

and flexible-rigid (. 688). This dimension was tentatively interpreted 

as supportive-alienative. Friendly-unfriendly was considered as an 

alternative interpretation; indeed this would have been concordant with 
findings from both the present study (the building society branch 

managers) and others (Wish, Deutsch and Kaplan, 1976, Forgas, 1981). 

However, the particular semantic combination of the 3 bipolar scales 

suggests an interpretation similar to, but stronger than, friendly- 

unfriendly. Moreover, supportive-alienative appears to be consistent 

with the well-established professional language and ethos of social work. 
The significant scales for dimension 2 are pleasant-unpleasant (. 687), 

occasional-regular (. 609), tense-relaxed (. 597) and know how to behave- 

don't know how to behave (. 519). This dimension was interpreted as degree 

of anxiety. Dimension 3 was interpreted directly as socially oriented- 

work oriented (. 795) and simple-complicated (. 544). Dimension 4 was 
interpreted directly as organised-disorganised, the only significant 

scale according to the criterion used being organised-disorganised 
(. 850), although formal-informal (. 489) was also taken to be relevant. 
However, given the high weighting of the organised-disorganised scale the 

semantic interpretation of the dimension seems clear. Eleven of the 
bipolar scales are therefore significant for this subject sample, the 
3 non-significant scales being active-passive, feel involved-feel 

uninvolved, and intimate-impersonal. 

Dimension 1 (supportive-alienative) 

The situation space described by dimensions 1 and 2 is shown in Figure 

5.7. The dimension weights for the 24 situations appear in Appendix E. 
With respect to dimension 1 the following are seen as supportive situ- 
ations, and are listed in descending order of significance: 

1. Having a general conversation with a colleague during a lull in work 
2. Going for a drink with colleagues 
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Dimension 

Active-passive 

Tense-relaxed 

occasional-regular 

Formal-informal 

Democratic-autocratic 

Feel involved-feel uninvolved 

Pleasant-unpleasant 

Know how to behave - don't 
know how to behave 

Organised-disorganised 

Socially oriented-work 
oriented 

Simple-complicated 

Flexible-rigid 

Intimate-impersonal 

Cooperative-competitive 

1 2 3 4 

-. 020 . 131 . 060 . 401 

. 265 . 597H . 121 . 090 

-. 214 . 609H -. 017 . 170 

. 484 . 143 -. 062 . 489 

. 67211 . 147 . 080 . 138 

. 026 . 094 -. 001 . 220 

. 348 . 687 . 100 -. 006 

. 145 . 519" . 069 . 114 

-. 070 . 040 . 124 . 850 

-. 074 . 007 . 79555 . 308 

. 118 . 300 . 544' . 019 

. 66811 . 211 . 013 . 120 

. 433 -. 051 . 212 . 119 

. 741 . 044 -. 047 . 008 

Denotes a dimension >. 499 and is therefore regarded as significant 
for the purposes of the present analysis. 

Table 5.5 Dimension weights for bipolar scales on each dimension 
local authority social workers. 
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DIMENSION 2 
LO-ANXIETY 
(Pleasant) 

(Relaxed) 
(Know how to behave) 

(Regular) 

4owork lull 

Odept meeting 
0 another dept 

client outside work* 

appraisal 0 

new client* 

* routine client 

aft rcluccess *easy client 
WO lent 

Wlient problem gdrink 
with boss 

ALIENATIVE visitor* 
(Rigid) 

(Autocratic) 
(Competitive) 

*work acquaintance 

Safter your diff client 

40after colrs diff 
DIMENSION 1 

client SUPPORTIVE 
(Flexible) 

Onew coll 
(Democratic) 

(Cooperative) 

Oboss re personal 
matter 

client emergency 0 
*colts client 

diff clientg 

mistake to collsq 0 mistake to boss 

0 client asks imposs 

0 mistake to client 
(Unpleasant) 

(Tense) 
(Don't know how to behave) 

(Occasional) 
HI-ANXIETY 

Figure 5.7 The cognitive representation of situation space defined 
by Dimensions I and 2 for the local authority social workers. 
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3. Having a meeting with a client you know to be easy to get on with 

4. Talking to your boss about a personal matter 

5. Talking with colleagues after successfully sorting out a difficult 

client problem 
Talking to colleagues about a particularly difficult meeting with a 

client you have just had 

7. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 

8. Discussing a client problem with your boss. 

The following are seen as alienative situations, and are listed in 

descending order of significance: 

Being asked by a client to do something you know to be very 

difficult or not possible at all 

2. Dealing with someone from another department on behalf of a client 
3. Having a meeting with a client who you know to be difficult 

4. Explaining a mistake that has been made to a client 

5. Explaining a mistake you have made to colleagues 
6. Having a departmental meeting to discuss work 

7. Explaining a mistake you have made to your boss 

8. Having an appraisal or general discussion of your work with your 
boss 

Basic constituents - dimension I 

Alienative situations, then, appear to be those involving difficult encounters 

with clients and those involving task oriented interactions with 

colleagues. Supportive situations are those involving superficial social 

encounters, and ones in which clients are discussed with colleagues and 

the boss. The supportive-alienative dimension appares to lack sig- 

nificance particularly for situations involving strangers. 

Dimension 2 (high-low anxiea) 

With respect to dimension 2 the following are seen as low anxiety 

situations, and are listed in descendinc; order of significance: 

1. Having a general conversation with a colleague during a lull in work 
2. Having a routine meeting with a client 
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3. Having a departmental meeting to discuss work 
4. Having a meeting with a client you know to be easy to get on with 
5. Talkingwith colleagues after successfully sorting out a difficult 

client problem 

Dealing with someone from another department on behalf of a client 
7. Going for a drink with colleagues 
8. Discussing a client problem with your boss 

9. Unexpectedly meeting a client outside work 
10. Having-a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 

The following are seen as high anxiety situations, and are listed in 

descending order of significance: 

1. Explaining a mistake that has been made to a client 
2. Being asked by a client to do something you know to be very 

difficult or not possible at all 
3. Explaining a mistake you have made to colleagues 
4. Explaining a mistake you have made to your boss 

5. Having a meeting with a client who you know to be difficult 

6. Having an unexpected or emergency meeting with a client who has 

a problem that cannot wait 
7. Dealing with a client who is normally dealt with by a colleague 
8. Talking to your boss about a personal matter. 

Basic constitutents - dimension 2 

Low anxiety situations, then, are those involving casual social interactions, 

unproblematic encounters with clients, and certain task oriented inter- 

actions with colleagues. High anxiety situations, by contrast, are those 
involving explaining mistakes, and ones involving difficult interactions 

with clients. Given the construction of the dimension, those situations 
seen as neither high nor low anxiety interactions must be interpreted 

as undifferentiated with respect to this dimension. In other words, 
the anxiety dimension has little or no significance for cognitions of 
these situations. It appears that interactions with strangers in 

particular fall into this category. 
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Dimension 3 (socially oriented/simple-work oriented/complicated) 

The situation space described by dimensions 3 and 4 is shown in Figure 

5.8. The dimension weights for the 24 situations appear in Appendix E. 

With respect to dimension 3 the following situations are seen as socially 

oriented/simple, and are listed in descending order of signifiance: 

1. Going for a drink with colleagues 

2. Talking to your boss about a personal matter 

3. Having a general conversation with a colleague during a lull in work 
4. Meeting a new colleague 
5. Having a casual conversation in the corridor with a work 

acquaintance or somebody who is not an immediate colleague 
6. Unexpectedly meeting a client outside work 
7. Talking with colleagues after successfully sorting out a difficult 

client problem. 

The following situations are seen as work oriented/complicated and are 
listed in descending order of significance: 

1. Being asked by a client to do something you know to be very difficult 

or not possible at all 
2. Explaining a mistake you have made to your boss 

3. Explaining a mistake that has been made to a client 
4. Talking to a colleague about a particularly difficult meeting with a 

client that he/she has just had 

5. Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait 
6. Dealing with someone from another department on behalf of a client 
7. Dealing with a client who is normally dealt with by a colleague 
8. Having a meeting with a client who you know to be difficult 

9. Having a departmental meeting to discuss work 
10. Having a meeting with a client you have not met before 

11. Discussing a client problem with your boss 

12. Explaining a mistake you have made to colleagues 
13. Having an appraisal or general discussion of your work with your 

boss. 
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DIMENSION 4 
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Fisture 5.8 The cognitive representation of situation space defined by 
Dimensions 3 and 4 for the local authority social workers. 
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Basic constituents - dimension 3 

Socially oriented/simple situations, as might be expected, are mainly 

those involving superficial social interactions. Over half Of the total 

situations are seen as work oriented/complicated, although not generally 

in a strong sense. Again, as might be anticipated, these situations are 

largely the ones with a distinct task base, and a range of interactions 
Co 

with clients, colleagues, and the boss fall within this category. Only 

a small proportion of situations are undifferentiated with respect to the 

socially oriented/simple-work oriented/complicated dimension, notably 

routine, unproblematic interactions with clients. 

Dimension 4 (organised-disorganised 

With respect to dimension 4, situations seen as organised, listed in 

descending order of significance are: 

1. Having a meeting with a client you have not met before 

2. Dealing with someone from another department on behalf of a client 
3. Having a routine meeting with a client 
4. Meeting a visitor to your department 

5. Discussing a client problem with your boss 

6. Having a meeting with a client who you know to be difficult 

7. Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait 
8. Explaining a mistake that has been made to a client 
9. Having an appraisal or general discussion of your work with your boss 

10. Explaining a mistake you have made to your boss 

11. Having a meeting with a client you know to be easy to get on with 

Situations seen as disorganised, listed in descending order of 

significance are: 

1. Going for a drink with colleagues 
2. Having a general conversation with a colleague during a lull in work 
3. Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague 
4. Unexpectedly meeting a client outside work 
5. Talking to colleagues about a particularly difficult meeting with a 

client you have just had 
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Talking to a colleague about a particularly difficult meeting with a 

client that he/she has just had 

7. Talking with colleagues after successfully sorting out a difficult 

client problem 
8. Talking to your boss about a personal matter 
9. Meeting a new colleague. 

Basic constituents - dimension 4 

Half of the total situations are seen as organised, including most 
interactions which involve clients. 'Having a meeting with a client you 
have not met before' and 'having a routine meeting with a client' are 

apparently seen as more organised than situations involving problematic 
interactions with clients. Task oriented situations involving the social 

worker's boss are also seen as organised. By contrast, casual social 

encounters and situationsin which clients are discussed with colleagues 
tend to be seen as disorganised. Only a small proportion of situations 

are undifferentiated with respect to the organised-disorganised dimension, 

certain task based interactions with colleagues in particular falling 

into this category. 

Diagrammatic representations of the situation space described by the 

other possible pairing combinations of the 4 dimensions can be found in 

Appendix I. 

5.5.2 Summary 

The 24 situations are described below according to all dimensions having 

significance for each. The situations seen in terms of 4 dimensions are: 

Having a meeting with a client who you know to be difficult (alienative, 
high anxiety, work oriented/complicated, organised) 
Having a general conversation with a colleague during a lull in work 
(supportive, low anxiety, socially oriented/simple, disorganised) 

Discussing a client problem with your boss (supportive, low anxiety, 
work oriented/complicated, organised) 
Dealing with someone from another department on behalf of a client 
(alienative, low anxiety, work oriented/complicated, organised) 

- Going for a drink with colleagues (supportive, low anxiety, socially 
oriented/simple, disorganised) 
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- Having a casual conversation in the corridor with a work acquaintance 

or somebody who is not an immediate colleague (supportive, low anxiety, 

socially oriented/simple, disorganised) 

- Explaining a mistake you have made to your boss (alienative, high 

anxiety, work oriented/complicated, organised) 

- Explaining a mistake that has been made to a client (alienative, high 

anxiety, work oriented/complicated, organised) 

- Talking to your boss about a personal matter (supportive, high anxiety, 

socially oriented/simple, disorganised) 

- Talking with colleagues after successfully sorting out a difficult 

client problem (supportive, low anxiety, socially oriented/simple, 

disorganised). 

Situations seen in terms of 3 dimensions are: 

- Having an appraisal or general discussion of your work with your boss 

(alienative, work oriented/complicated, organised) 

- Being asked by a client to do something you know to be very difficult 

or not possible at all (alienative, high anxiety, work oriented/ 

complicated) 

- Explaining a mistake you have made to colleagues (alienative, high 

anxiety, work oriented/complicated) 

- Having a meeting with a client you know to be easy to get on with 
(supportive, low anxiety, organised) 

- Unexpectedly meeting a client outside work (low anxiety, socially 

oriented/simple, disorganised) 

- Having an unexpected or emergency meeting with a client who has a 

problem that cannot wait (high anxiety, work oriented/complicated, 

organised). 

Situations seen in terms of 2 dimensions are: 

Talking to colleagues about a particularly difficult meeting with a 

client you have just had (supportive, disorganised) 

Having a departmental meeting to discuss work (alienative, low anxiety) 
Talking to a colleague about a particularly difficult meeting with a 
client that he/she has just had (work oriented/complicated, disorganised) 
Having a routine meeting with a client (low anxiety, organised) 
Having a meeting with a client you have not met before (work oriented/ 
complicated, organised) 
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One situation is seen in terms of one dimension only, this being 

$meeting a visitor to your department' (organised). 

Situations seen as most similar are as follows: 'having a general 

conversation with a colleague during a lull in work', 'going for a drink 

with colleagues', 'having a casual conversation in the corridor with 

a work acquaintance or somebody who is not an immediate colleague', and 

'talking with colleagues after successfully sorting out a difficult 

client problem' are all seen as supportive, low anxiety, socially 

oriented/simple, and disorganised. 'Having a meeting with a client 

who you -know to be difficult', 'explaining a mistake you have made to 

your boss', and 'explaining a mistake that has been made to a client', 

are all seen as alienative, high anxiety, work oriented/complicated, 

and organised. Lastly, 'being asked by a client to do something you know 

to be very difficult or not possible at all', and 'explaining a mistake 

you have made to colleagues' are seen as alienative, high anxiety, 

and work oriented/complicated. I 

5.6 Across-Sample Summaries 

Across-sample summaries are given below of: 

1. The significant bipolar scales 

2. The dimensions used 

3. The number of dimensions along which each situation is discriminated 

These are considered in detail in Chapter 6. 

Table 5.6 shows all bipolar scales significant for the 4 subject samples. 

It can be seen that 'tense-relaxed', and 'formal-informal' are significant 
for all samples, whilst the following scales are significant for 3, out 

of the 4 samples: pleasant-unpleasant, organised-disorganised, socially 

oriented-work oriented, simple-complicated, flexible-rigid, intimate- 

impersonal, and cooperative-competitive. The scales 'occasional- 

regular' and 'democratic-autocratic' are significant for 2 out of the 
4samples, and 'active-passive' and 'know how to behave-don't know how 

to behave' for only 1 out of the 4 samples. The scale 'feel involved- 

feel uninvolved' is not significant for any of the subject samples. 
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Building Advertising Food processing Social 
Society Agency and distribution Services 

Company department 

Active-passive . 599 

Tense-relaxed . 518 . 590 . 595 . 597 

occasional-regular . 697 . 609 

Formal-informal . 742 . 657 . 649 . 489 

Democratic-autocratic . 595 . 672 

Feel involved-feel 
uninvolved 

Pleasant-unpleasant . 617 . 848 . 687 

Know how to behave- 
don't know how to behave . 519 

Organised-disorganised . 494 . 799 . 850 

Socially oriented-work 
oriented . 497 . 803 . 795 

Simple-complicated . 552/. 527N . 620 . 544 

Flexible-rigid . 531 . 557 . 668 

Intimate-impersonal . 501 . 495 . 512 

Cooperative-competitive . 734 . 500 . 741 

K Significant for 2 dimensions 

Table 5.6 Summary of bipolar scales significant according to dimension 

weight for each subject sample. 
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Table 5.7 summarises the dimensions used by each of the subject samples. 

With certain qualifications, to be discussed later, the content of 3 

of the dimensions appears common to all 4 subject samples. 

Firstly all groups discriminate according to a formal-informal dimension 

or one containing degree of formality as a major component: 

1. Building society 

2. Advertising agency 

- formal-informal 

- formal-informal 

3. Food processing and distribution company formal/ tense-informal/relaxed 

4. Social services department organised-disorganised 

Secondly an anxiety dimension or one containing anxiety as a major 

element is relevant for each group: 

1. Building society 
2. Advertising agency 

- tense-relaxed 

- high-low anxiety 
3. Food processing and distribution company - formal/tense-informal/relaxed 

4. Social services department - high-low anxiety 

Finally each group discriminates according to a dimension containing 

socio-emotionality as its defining element: 

1. Building society - high-low socio-emotionality 
2. Advertising agency - work oriented/complicated- 

socially oriented/simple 
3. Food processing and distribution company - impersonal-intimate 

4. Social services department - work oriented/complicated- 

socially oriented/simple 

Table 5.8 summarises the number of dimensions used to discriminate each 

of the 24 situations by each of the 4 subject samples. The greatest 

across-sample consistency in the number of dimensions used is evident 
for the following situations: 

- Having a general conversation with a colleague during a lull in work 
(4 dimensions) 

Going for a drink with colleagues (4 dimensions) 

Having a meeting with a customer/client you know to be easy to get 
on with (3 dimensions) 
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Subject Samples 

Building Advertising Food Social 
Society Agency Co. Services 

Diff cust/client 2 4 3 4 

Work lull 4 4 4 4 

Cust/client problem with boss 1 2 3 4 

After your diff cust/client 3 3 2 2 

Appraisal 2 2 3 3 

Another dept 3 1 3 4 

Cust/client asks imposs 3 4 3 3 

Mistake to coils 2 1 2 3 

Easy cust/client 3 3 3 3 

Drink 4 4 4 4 

Work acquaintance 3 3 2 4 

Visitor 0 2 3 1 

Dept meeting 2 1 2 2 

After coll'sdiff cust/client 3 2 3 2 

Routine cust/client 2 3 1 2 

Mistake to boss 4 2 3 4 

New cust/client 1 4 2 2 

Cust/client outside work 4 3 4 3 

New coll 1 3 1 2 

Mistake to cust/client 4 4 2 4 

Boss re personal matter 3 4 2 4 

After success with cust/client 3 3 3 4 

Coll'scust/client 2 4 1 2 

Cust/client emergency 1 4 3 3 

Table 5.8 Number of dimensions used by each subject sample 
to discriminate each situation. 
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Talking to colleagues about a particularly difficult meeting with a 

customer/client you have just had (2 or 3 dimensions) 

Having an appraisal or general discussion of your work with your 

boss (2 or 3 dimensions) 

- Being asked by a customer/client to do something you know to be very 

difficult or not possible at all (3 or 4 dimensions) 

- Having a departmental meeting to discuss work (I or 2 dimensions) 

- Talking to a colleague about a particularly difficult meeting with 

a customer/client that he/she has just had (2 or 3 dimensions) 

- Unexpectedly meeting a customer/client outside work (3 or 4 dimensions) 

- Talking with colleagues after successfully softing out a difficult 

customer/client problem (3 or 4 dimensions). 

Finally, Table 5.9 (below) shows an across-sample summary of the number 

of situations discriminated according to 4,3,2,1 and no dimensions. 

Dimensions discriminated along 
43210 

Building society branch 
managers 5864 

Advertising agency account 
handlers 9753 

Food processing and distri- 
bution company sales managers 3 11 73 

Local authority social workers 10 671 

Table 5.9 Across-sample summary of the-number of situations discriminated 
according to 4,3,2,1 and no dimensions. 

The account handlers and social workers discriminate a significantly 

greater proportion of the total situations according to 4 dimensions 

than do the branch managers and sales managers. ' When the proportion 

of the total situations discriminated according to 3 or more dimensions 

is considered the same differences between the samples are evident but 

less marked. 
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6 DISCUSSION 

6.1 Introduction 

In this chapter the results of the empirical investigation are discussed 

according to the 5 aims delineated earlier. It will be recalled that 

these aims are: 

1. To confirm that situations are meaningful units in the psychological 

environments of organisational members 

2. To identify the underlying cognitive dimensions used to represent 

situations encountered by boundary personnel in a number of 
different organisational settings 

3. To compare the cognitive dimensions obtained from different 

organisational boundary personnel subcultures and ascertain 

whether there are any dimensions common across subcultures 

4. To uncover the structural relationships between situations that 

are implicit in cognitive representations, and begin the task of 

constructing a taxonomy of situations encountered by boundary 

personnel by comparing these structural relationships across 

organisational subcultures 

S. To generate hypotheses relating to the psychological environment 

encountered by boundary personnel. 

The ensuing discussion is arranged such that each of the 5 aims forms 

the basis for a separate section of the chapter. 

6.2 Situations as Units in the Psychological Environment 

The central theme of the present study is that an understanding of behaviour 
in organisations and at their boundaries requires an adequate treatment 

of organisations as psychological environments. It will be remembered 
that this proposition was pursued in depth in Chapter 3. It was argued 
there that the psychological situation represents a valuable conceptual 
unit because it mediates between cognition and the organisation as an 
objective-like social structure. The organisation, it was suggested, 
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constitutes a psychological environment which is experienced as an 

arrangement of situations having a particular character. For these 

situations reflect organisational structure and it is this which helps 

to give the organisation coherence as a determinant of behaviour. 

It has been increasingly widely verified through empirical studies 

that situations are meaningful units in the psychological environments 

constituted by different social milieux. In this study, therefore, the 

onus is on confirming rather than on demonstrating that situations are 

meaningful units in the psychological environments of organisational 

members. 

The empirical investigation provides this confirmation. Each stage in the re- 

search design demonstrated that subjects were able to recognise and 

think in terms of situations encountered in the course of their work 

routines. Had the situation lacked meaning as a unit within the 

psychological environment of organisation members, this could be expected 

to show in subjects' inability to carry out any one of the stages in 

the fieldwork design. However, each subject was able to generate 

satisfactorily a list of situations using the diary method, to discuss 

the composite list of situations with the researcher in the subsequent 

interviews, and to make judgements about situations according to the 

requirements of the questionnaire. Moreover, the results of the MDS 

analysis show that, with one isolated exception, all 24 situations used 

in the questionnaire are discriminated by all 4 samples along one or 

more dimension. Indeed, as can be seen from Table 5.8 most situations 

are discriminated according to several dimensions, suggesting that 

situations are units in the psychologicAl environment about which 

complex judgements can be made. It is reasonable to assume that such 

complex judgements would not be possible unless situations had 

salience in cognition in a strong sense. 

One further source of confirmation that situations are meanireful units 
in the psychological environments of boundary personnel is to be found 

in cognitions of those situations which were mentioned with less consistency 
in the diary analysis. It will be recalled that 8 of the situations used 
in the questionnaire were deliberately included to ascertain whether or 

not less frequently encountered situations are represented in cognition 
in a comparable manner to those experienced on a more routine basis. 

If no marked differences are apparent then this would suggest that 
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social interaction can be perceived in situational terms without being 

frequently encountered. It can be seen from Table 5.8 that the less 

frequently cited situations are discriminated along at least as many 
dimensions as some of those more frequently mentioned, the 8 situations 
in question being: 

- Having an appraisal or general discussion of your work with your 
boss (2,2,3,3) 

- Explaining a mistake you have made to colleagues (2,1,2,3) 

- Meeting a visitor to your department (0,2,3,1) 

Explaining a mistake you have made to your boss (4,2,3,4) 

Having a meeting with a customer/client you have not met before 
(1,4,2,2) 

Unexpectedly meeting a customer/client outside work (4,3,4,3) 

Meeting a new colleague (1,3,1,2) 

- Ialking to your boss about a personal matter (3,4,2,4) 

These situations were of course mentioned with varying frequency across 

samples in the diary analysis. Moreover, given the time period (5 working 
days) over which the diary was kept, it cannot be knoun with certainty 

which situations are experienced with less or more consistency within 

and across subcultures. However, the results suggest, albeit tentatively, 

that even situations experienced with less frequency can nevertheless 
be cognitively represented in complex terms, thereby offering further 

confirmation that situations are meaningful units in the psychological 

environments of organisational members. 

This said, it is also apparent from the empirical investigation that 

situations can be problematic as objects of cognition. In performing 
the judgemental task, subjects experienced 3 difficulties in particular: 

Some subjects had difficulty in recognising and keeping in mind 
thht ratings of situations were required. For example, as previously 
mentioned, there was a tendency to use the bipolar scales to make 
trait ratings of their own personalities 

2. Subjects were sometimes unable to judge situations in abstract. 
When this occurred their responses tended to refer to a particular 
occasion on which the situation in question was encountered 
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3. A third difficulty, closely related to the second, was evident in 

the implicit conditions subjects imposed in their judgements. 

Despite the fact. that the situation descriptions had been validated 

as described in Chapter 4, there was still sometimes a tendency 

for subjects to hesitate in responding on the grounds that their 

judgements would depend on the particular circumstances in a 

situation. However, this may simply illustrate the difficulties 

inherent in validating descriptions of complex phenomena such as 

social situations. 

It may well be that these difficulties are due more to the nature of the 

judgemental task than to any problems which exist per se in treating 

situations as objects of cognition. In other words it is the unfamili- 

arity of the task that gives rise to the difficulties, a task in which 

subjects are asked to deal in explicit terms with what is for the most 

part implicit and unattended to. In addition, although based on obser- 

vation of rater behaviour alone, it appears that individual differences 

may strongly mediate the extent to which these difficulties are experienced. 
It may therefore be concluded that the existence of such difficulties 

does not represent a serious challenge to the evidence for situations 

being meaningful units in the psychological environments of organisational 

members. 

6.3 Underlying Cognitive Dimensions in Different Organisational Settings 

The results for the 4 subject groups provide evidence that a limited 

number of dimensions underlie cognitive representations of situations 
in each case. Furthermore, a4 dimensional solution appears to be 

optimal for each sample, suggesting that this level of dimensionality 

may be generally applicable in representing psychological environments 

of the type studied here, that is, the environments of professionals and 
junior or middle managers who have substantial contact with customers 

and clients. In addition, it may be seen from Table 5.1 that for 3 of the 
4 subject groups there is high consistency in the amount of variance 

explained by a4 dimensional solution (50-53%). In fact the same effect 

may be observed at all levels of dimensionality from 1 to 7, which pro- 
vides further support for the suggestion that the structure of dimen- 

sionality is general across psychological environments of this kind. The 

results for the food processing and distribution company sales managers 
diverge to some extent from the consistency shown in the figures for the 
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other subject groups, since the 4 dimensional solution only accounts 

for 43% of the variance with this sample. Although this is not a strong 

discrepancy it is worthy of comment, and possible explanation will be 

considered in the discussion to follow. 

6.3.1 The building society branch managers 

Dimension 1 was interpreted as degree of friendliness given its close 

association with the cooperative-competitive scale in combination with 

the pleasant-unpleasant scale, the latter of which introduces an 

evaluative elment to the semantic content. If the tense-relaxed scale 

is regarded as significant for dimension 1 (having a dimension weight 

of . 497) then the dimension might be interpreted alternatively as one 

of anxiety. However, tense-relaxed provides an unambiguous indication of 

the semantic content of dimension 4, which can be labelled directly. 

Since anxiety is therefore strongly indicated by dimension 4 it seems 

appropriate to interpret dimension 1 as discriminating between friendly 

(relaxed) and unfriendly (tense) situations. The existence of a friendli- 

ness dimension would certainly be consistent with findings from other 

studies of situations (for example, Pervin, 1976, Forgas, 1981). However, 

friendly-unfriendly is not a connotative quality which would appear 

necessarily to be associated with an organisational setting, making this 

an interesting finding. It is possible that a friendliness dimension 

characterises organisational milieux of this type (that is, building 

societies), a suggestion which will be discussed further in a following 

section. 

Dimension 2, labelled as formal-informal, could in contrast with dimension 

1, be anticipated to characterise an organisational setting. Indeed the 

absence of a formal-informal dimension would be surprising given that 

organisations are by definition formal structures, this very quality 
distinguishing them from all other social arrangements. It is important 

to observe that the findings of previous cognitive-dimensional analyses, 

ref erred to in Chapter 3, suggest af ormal-inf ormal dimension is irrelevant 

to cognitive representations of non-organisational settings. The 

expectation of discovering a formal-informal dimension notwithstanding, 
it is of course noteworthy that organisational structural characteristics 

appear to be reflected at the level of cognition. This serves to illustrate 

the theoretical significance of the psychological situation as a unit of 

analysis mediating between cognition and social structure. 
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It is appropriate at this point to mention the association between the 

formal-informal and organised-disorganised scales. It will be recalled 

that the criterion of significance was waived so as to include the 

organised-disorganised scale as relevant in interpreting dimension 2. 

It has been somewhat surprising to find when constructing and validating 

the scales that subjects appeared to make a clear distinction between 

this scale and that of formal-informal. Apparently organised-disorganised 

is used to convey the idea that situations differ in the extent to which 

they can be managed or negotiated in an orderly fashion. That said, 

there is an obvious semantic congruence between the scales. 

Dimension 3 was interpreted as low-high socio-emotionality. Again, it 

was to be expected that such a dimension might be characteristic of an 

organisational setting. The dimension differentiates between intimate, 

socially oriented, democratic, flexible situations on the one hand and 
impersonal, work oriented, autocratic, rigid situations on the other. 
Organisations by definition require a measure of task based, routinised, 

controlled and conforming behaviour from their members. Impersonality of 

conduct is of course a central feature of the classical bureaucratic 

model. Thus certain situations encountered in an organisational setting 

are likely to reflect these organisational requirements. Again this 
demonstrates the theoretical significance of the situation as an element 
in the psychological environment - organisations are apprehended and 
impinge on cognition through the 'medium' of situations. Forgas's 

(1978) study of an academic group provides further evidence of the 

significance of a socio-emotional dimension in an organisational setting. 

Dimension 4 (tense-relaxed) is suggestive, as mentioned, of anxiety. 
This is an interesting finding since it too might be anticipated in the 
light of the literature cited earlier portraying boundary personnel as 

experiencing structurally determined role conflict and ambiguity. In 

other words, to the extent that boundary positions are inherently stress- 
ful, an anxiety dimension might be expected as salient in representing 

the psychological environment. This possibility is discussed further 

in a subsequent section. 

6.3.2 The advertising agency account handlers 

Dimension 1 for this subject group was interpreted as high-low anxiety 
since it differentiates between situations seen as unpleasant, tense, 
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occasional and complicated, and those seen as pleasant, relaxed, regular 

and simple. Here again, therefore, the expectation that an anxiety 
dimension might be associated with boundary positions is born out. It 

is interesting in the case of this sample to note the significance of the 

occasional-regular scale for the dimension. Evidently infrequently 

encountered situations tend by definition to be anxiety-related. 

Dimension 2 further supports the expectation that degree of formality 

is likely to be a general cognitive dimension used to represent organisa- 

tional settings. As previously mentioned, although the organised- 

disorganised scale has a higher associated dimension weight than that 

of formal-informal, when the significance criterion is relaxed so as to 

include the intimate-impersonal scale, the semantic content of the 

dimension is probably best interpreted as degree of formality. Of course 

given the significance of intimate-impersonal, dimension 2 might con- 

ceivably have been interpreted as one of sbcio-emotionality. However, 

this does seem to be a weaker interpretation and in any case dimension 

3 clearly contains a socio-emotional element for which the intimate- 

impersonal scale markedly lacks significance, having a dimension weight 

of -. 061. 

As with dimension 2, dimension 3 (socially oriented/simple-work oriented/ 

complicated) supports the suggestion that a general socio-emotional 

dimension may characterise organisations as psychological environments. 
Apparently for this subject group task based situations tend to be 

inherently complex, whilst situations containing primarily social goals 

are likely to be seen as simple. 

Dimension 4 could be unambiguously labelled as cooperative-competitive. 
It is conceivable that such a dimension may characterise organisational 

subcultures of this type. Certainly the existence of a cooperative- 

competitive dimension is consistent with the prevailing ethos of 

advertising agencies where a clearly defined emphasis tends to be placed 

on individual talent, creativity, and accountability. This suggestion 

will be discussed further in a following section. 

6.3.3 The food processing and distribution company sales managers 

With this sample the scales significant for dimension I are complicated- 

simple and rigid-flexible. The dimension does not appear to ýield to 
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an immediate interpretation and was tentatively labelled as degree of 

constraint. This would be consistent with the suggestion from a number 

of researchers, supported by empirical findings, that a general con- 

straint dimension underlies cognition of social situations (Price and 

Bouffard, 1974, Pervin, 1976, Nascimento-Schulze, 1981). Nevertheless, 

the interpretation of dimension 1 must be regarded as provisional. 

The interpretation of dimension 2 is also somewhat problematic. Two 

scales are relevant: formal-informal (. 649) and tense-relaxed (. 595). 

No other scales approach a level of significance (including even organised- 

disorganised, which has a dimension weight of . 097). The only 

plausible superordinate construct is high-low anxiety, but this inter- 

pretation seems to underemphasise the formal-informal element, 

particularly since the formal-informal scale has the (albeit marginally) 

higher dimension weight. The dimension was therefore labelled as 

formal/tense-informal/relaxed, indicating simultaneously elements of 

formality and anxiety. Whilst both elements could have been anticipated 

it is unexpected to find them associated thus, and is notably inconsistent 

with the results obtained for the other 3 subject groups. 

Dimension 3 could be unequivocally labelled as intimate-impersonal. 

Here again, therefore, as with the subject groups already discussed, 

a dimension characterised by an element of socio-emotionality is to be 

discerned. 

Dimension 4 was directly labelled as active-passive. Such a dimension 

may be salient in cognitions of specific social milieux. There is in 

fact some empirical evidence to suggest this (Magnusson, 1971, Forgas, 

1981). This will be considered further in a later section. 

6.3.4 The local authority social workers 

Dimension 1 for-this subject group was provisionally interpreted as 

supportive-alienative, the significant scales being cooperative- 

competitive, democratic-autocratic, and flexible-rigid. Degree of 
friendliness is clearly a salient element but the particular combination 

of associated scales suggests a more 'extreme' semantic interpretation- 

than friendly-unfriendly. As already mentioned, supportive-alienative 
is an interpretation consistent with the established professional language 
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and ethos of social work. However, for the present it must remain a 

tentative label. Like friendly-unfriendly, a supportive-alienative 

dimension is not a connotative quality which appears necessarily to be 

associated with an organisational setting, although it is broadly con- 

sistent with findings from research on org-anisational climate, in which 

a commonly discussed dimension is that of consideration, warmth and 

support (Campbell et al, 1970; Waters et al, 1974). However, it should 

be noted that researchers on climate tend to refer to such dimensions 

as denotative rather than connotative qualities of the psychological 

environment, that is, to regard meaning as given rather than 

subjectively constructed. Again it is possible that a supportive- 

alienative dimension characterises particular organisational settings 

like social work agencies. 

Dimension 2 was interpreted as degree of anxiety, yet further confirming 

the expectation that such a dimension underlies the cognitions of 

boundary personnel. Interestingly the scale 'know how to behave-don't 

know how to behave' is significant here, suggesting that the degree of 

self-confidence experienced in different situations is an important 

contributory element to anxiety responses evoked by those situations. 

This is concordant with previous work on anxiety responses to 

situations perceived as stressful (Ekehammar and Magnusson, 1973; Bryant 

and Trower, 1974; Forgas, 1976). 

Dimension 3 (work oriented/complicated-socially oriented/simple) supports 

again the suggestion that a general socio-emotional dimension may 

characterise organisational settings. Evidently for this subject group, 

as with the advertising agency account handlers, task based situations 

tend to be seen as intrinsically complex, socially oriented situations as 

necessarily simple. 

Anticipation of a dimension containing a formal-informal element was 

also again justified. However, thire is an interesting variation with 

this subject group. Whilst the scales formal-informal (. 489) and 

organised-disorganised (. 850) are related as expected, there is once 

more an obvious semantic distinction made between them, but in this 
instance organised-disorganised has a dimension weight significantly higher 

than that of formal-informal. It therefore appeared appropriate to label 

dimension 4 as organised-disorganised, thus attempting to capture the 

nuance of meaning that social workers apparently attribute in differentiating 
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along a dimension containing a formal-informal element, a dimension 

which, as suggested, may be expected to characterise generally organisational 

settings. 

6.3.5 A comment on the dimensional solutions 

Before moving on to a comparison across organisational subcultures of 

the dimensions revealed, a comment on the adequacy of the dimensional 

solutions is necessary. In this we should attet-A to two related 

aspects of the solutions: - firstly the means used to determine 

optimum dimensionality, and secondly the amounts of variance explained 

at the 4 dimensional level. 

It will be recalled that in the case of all subject groups the results 

were such that they did not yield satisfactorily to the criteria of 

necessity and sufficiency (Table 5.1). In consequence an estimate of 

the latter criterion, applied uniformly across samples, was the only 
feasible standard available in determining optimum dimensionality. 

In support of this it was suggested that when making direct comparisons 

across samples of the sort contained in this study, it may be advisable 

as a matter of course to introduce some standardisation in the criteria 

used to determine optimum dimensionality. It was also noted that, in 

practice, the application of the criteria of necessity and sufficiency 
is often more equivocal than researchers tend to acknowledge. Never- 

theless, because, of the nature of the results in the present study, 
it is very difficult to be certain that for a given subject group a 
4 dimensional solution is preferable to say, a solution containing 3 or 
5 dimensions. Inevitably in the end intuitive judgements were made as 
to whether or not a particular level of dimensionality within a given 

sample produced the best interpretable solution. In other words, 
having applied the chosencriterion, which happened to produce a4 
dimensional solution in each case, intuitive judgements were then made 

about the interpretability of these solutions. Fortunately a4 
dimensional solution appeared to produce a readily interpretable con- 
figuration for each sample, that is to say, the number and content of the 
dimensions appeared meaningful. Had they not it would have been necessary 
to reconsider the criterion used to determine optimum dimensionality. In 
fact although it was necessary to rely on intuitive criteria in this 
way within the present circumstances, there appears to be support in the 
literature on MDS for the view that such criteria are always appropriate. 
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Thus Forgas (1979b), following Shepard (1974), in a review of MDS methods 

states: 

1. *. in psychology particularly, (an) important criterion 
for deciding the optimum number of dimensions is the sub- 
stantive interpretability of the different solutions. The 

psychological meaninfulness of different configurations 
is at least as important an indicator of the optimum number 
of dimensions as the different statistical tests of 
monotone fit'. (p. 266) 

Turning now to consider the amounts of variance explained at the level of 

optimum dimensionality in each sample, we should note that previous work 

suggests a4 dimensional INDSCAL solution might typically be expected to 

account for at least 60% of the variance. The figures for the 4 subject 

groups here are 50% (building society), 53% (advertising agency), 43% 

(food processing and distribution company) and 52% (social services de- 

partment). Whilst these percentages certainly represent a significant 

proportion of the variance accounted for (given that the figure of 43% 

must be treated with due caution) their relatively modest levels require 

examination. 

The most plausible explanation would seem to be that this effect is a 

reflection of the nature of the psychological environments studied. However, 

before addressing this explanation we should also consider whether the 

effect might be explained in terms of any potential limitations of the 

research design itself. A number of possibilities are therefore discussed. 

1. The number of subjects making up each sample may have been insufficient 

to neutralise individual difference factors in cognition so that only weak 

scaling solutions were produced. This, however, is not a promising explana- 

tion. The sample size used here is comparable with those of other studies - 
indeed in previous work the samples have sometimes been either )smaller or 

less homogeneous than in the present study with no noticeable adverse 

effects on the quality of the scaling solutions. 

2. Because of the procedure used to derive a set of situations relevant 

across all subject groups, those situations from which the questionnaire 

was constructed may have been unrepresentative of the psychological environ- 
ment of any one subject group, and so may not have loaded in a strong sense 
on a set of emerging dimensions. However, it is not uncommon to find a 
limited range of situations used in previous work (for example, Nascimento- 
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Schulze, 1981) with no apparent consequences for the quality of dimensional 

solutions. As mentioned in Chapter 4, in principle it is not necessary 

to obtain a truly representative set of situations in order that the under- 

lying dimensions be revealed. It is more important that the range of 

situations used is sufficiently broad so as not to be actually misrepre- 

sentative. In other words there is some latitude available in constructing 

a set of situations. This exists because the underlying dimensions sought 

are assumed, by definition, to be used in representing most situations 

encountered within a given milieu. To a degree, therefore, the actual 

situations used are immaterial. 

3. The quality of the solutions may have been lessened because subjects 

experienced difficulty with the judgemental task, thereby producing a 

randomising effect in the initial data. This possibility can also be 

discounted. Firsly there is no particular reason to suppose that subjects 
in the present study were any less able to cope with the judgemental 

task than those who participated in previous investigations employing the 

same procedure. For example, there is no obvious discrepancy in occupational 

status, or as far as can be ascertained, in social background. Secondly 

subjects tended to experience difficulty with the judgemental task only 
initially. As mentioned earlier, there were several indications in both 

the verbal and non-verbal behaviour of subjects to suggest that once the 

task had become familiar it was carried out with care and according to the 

requirements of the research. 

4. The use of a structured judgemental task (ratings on bipolar scales) 

may not have been a sufficiently flexible means for subjects to represent 

adequately the situation, so producing weak dimensional solutions. This, 

however, would again be inconsistent with the experience of other re- 

searchers, and of course would also rather negate the validation of the 
bipolar scales. 

5. It is possible that in the particulir social milieu under consideration, 

situations are not represented in a strong sense according to underlying 
dimensions, but are instead grouped cognitively in categories. Whilst 

categorial representation may be important in the present context it 

seems most unlikely that dimensional representation is less so - the avail- 
able evidence from previous research strongly suggests tht dimensional 

representation is always salient. Moreover, in a study specifically 
designed to compare dimensional and categorial representation of situations 
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Forgas (1976) concludes that: 

'In the light of the complex nature of social 
episodes, it seems that the question of dimensional 

versus categorical (sic) representations is ill- 

conceived. Elements of both would have to be 

considered if crucial attributes of episodes are to 
be identified and understood. ' (p. 208) 

We can, then, discount possible limitations in the research design in 

attempting to account for the relatively modest percentages of variance 

explained by the dimensional solutions obtained here. As suggested 

already, the most plausible interpretation would seem to be that this effect 
is a reflection of the psychological environment encountered by boundary 

personnel. Thus within the social settings studied, a4 dimensional 

solution may account for a relatively modest proportion of variance because 

an unusually large number of dimensions are required to represent 

satisfactorily the psychological environment. In other words, the psycho- 
logical environment encountered by boundary personnel, or at least the type 

of boundary personnel studied here, may be inherently more complex than 

environments created by many other social settings, organisational or 

otherwise. This would certainly be consistent with the fundamental theme 

running through the many-faceted literature on organisational boundaries 

drawn out earlier, namely that boundaries are complex and enigmatic pheno- 

mena, often hard to define theoretically and sometimes empirically as well, 

yet which at the same time hold a significance for the survival of an 

organisation and perhaps in certain respects for the concept of-organisation 
itself. It will be recalled that this complexity and ambiguity associated 

with boundaries is reflected in each of the different conceptualisations 
discussed in Chapter 2: boundaries as system and structural features; 

boundaries as functions and activities; boundaries as organisational roles; 
boundaries as organisational member-client/customer relationships and 
interactions; and finally boundaries understood as the limits of membership. 
If the central theoretical postulates of the present analysis are well- 
founded - in other words, that a primary antecedent condition of behaviour 
in organisations is the situation, that the organisation is experienced 

as a psychological environment,. -and that the situation represents a 

crucial unit in the psychological environment mediating between cognition 
and organisational structure - then as complex phenomena we may expect 
boundaries to engender similarly complex psychological environments, and it 

would indeed be surprising if this quality were not evident in cognitive 
representations of situations encountered by boundary personnel. 
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This is a somewhat speculative explanation and must remain so until sub- 

stantiated by further evidence. For that reason it will be considered again 

in the section dealing with hypothesis formation which concludes this 

chapter. However, it would certainly appear to be a plausible explanation 

and from that point of view, the relatively modest amounts of variance 

accounted for by dimensional solutions obtained here are an important 

finding in themselves. 

6.4 A Comparison of Dimensional Solutions across Organisational Subcultures 

6.4.1 Semantic content of dimensions 

The emergence of underlying dimensions common across subject groups has 

already been strongly anticipated in the preceding discussion of the 

solutions specific to each sample. This is clearly evident from Table 

5.7 which summarises the content of dimensions across samples. Firstly 

all groups discriminate according to a formal-informal dimension or 

one closely related in semantic content. Secondly an anxiety dimension 

or one closely allied in semantic content is relevant for each group. 

In the case of the food processing and distribution company sales C 
managers the formality and anxiety dimensions are combined so that this 

sample conforms less readily to the dimensional structure exhibited 

within the other 3 groups. Finally each group discriminates according 

to a dimension containing socio-emotionality as its defining element. 
Thus as indicated earlier, this finding suggests that the dimensions of 
formality, anxiety and socio-emotionality may characterise cognitive 

representations of the psychological environment encountered by boundary 

personnel - formality and socio-emotionality because they may be 

expected to characterise organisational settings generally, and anxiety 

on account of the particular levels and forms of psychological stress 

engendered by boundary positions. 

The remaining dimensions revealed in each solution also represent an 
interesting finding. Again as mentioned already, the content of these 
dimensions may reflect the particular defining quality of the psychological 

environment specific to each organisational setting. In other words 
boundary personnel in building societies may characterise their psycho- 
logical environment according to a friendly-unfriendly dimension, those 
in advertising agencies according to a cooperative-competitive dimension 

whilst social workers may characteristically employ a support ive-a 1 ienat ive 
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dimension. The remaining 2 dimensions in the case of the food processing 

and distribution company sales managers are less obviously characteristic 

of this particular setting. In fact, it must be stressed that with 

respect to all 4 groups, the interpretation offered here of the 

significance of these residual dimensions must remain tentative. However, 

speculative as the interpretation may be, the possibility that differences 

between organisational subcultures may be essentially characterised by 

one or two cognitive dimensions does seem an interesting one and will be 

mentioned further in the section concerned with hypothesis formation. 

6.4.2 The usage of bipolar s ales 

In comparing dimensional solutions it is also worth noting the usage of 
bipolar scales across subject groups. As can be seen from Table 5.6 

which summarises the scales significant for each group, the majority of the 

scales are used by at least 3 of the samples. However, the interesting 

aspect of this summary is those scales used least across the groups. 
'Active-passive' and 'know how to behave-don't know how to behave' are 
both significant for only one subject group. That the latter scale should 
lack significance is noteworthy - other studies have found such a scale to 

constitute the major element in a self-confidence dimension (for example, 
Forgas, 1976). Yet it would seem that a self-confidence dimension is not 

relevant in representing the type of organisational setting studied here, 

and it is interesting to speculate as to whether this may be generally the 

case in cognition of organisational milieux. On the other hand it is 

possible that in organisational settings the scale 'know how to behave- 

don't know how to behave' has a strong social desirability factor 

associated with it, such that the effect observed here is actually a 

product of a confusion of ratings which has obscured the true significance 

of the scale. 

The lack of relevance of the scale 'feel involved-feel uninvolved' for 

any of the 4 subject groups also deserves comment. An involvement 

dimension has frequently been encountered in previous work (for example, 
Forgas, 1976,1978, Nascimento-Schulze, 1981) yet it is noticeably absent 
in the cognitions of boundary personnel studied here. Again it is worth 
reflecting on whether such a dimension is generally lacking in representa- 
tions of organisational settings although there seems to be no obvious 
reason why it should be. In search of an explanation it might be ten- 
tatively hypothesised, for example, that the formal nature of organisational 



- 183 - 

settings precludes experiencing situations in terms of involvement. 

Perhaps, and this is indeed speculative, it would be instructive to pursue 

the psychoanalytic approach to the study of behaviour in organisations 

mentioned in Chapter 1, where organisations are viewed as a defense 

against psychotic anxiety. If, for instance, the social defence mechanism 

referred to by Menzies (1970) as 'ritual task performance' were to 

operate in certain situations, 'involvement' as a cognitive dimension 

might appear to be irrelevant in representing those situations - ritual 

and for that matter formal rule-following in general being experienced 
in terms of neither involvement nor uninvolvement. However, this is 

conjecture since no immediately plausible suggestion can be offered as 

to why an involvement dimension apparently lacks significance for 

boundary personnel. Until further work has been carried out satisfactory 

hypotheses seem unforthcoming. 

6.4.3 The judgemental task as a measure of cognitive complekity 

Lastly, in comparing dimensional solutions across samples it appears 

possible that the results reflect differing average levels of cognitive 

complexity with respect to each group. That is to say, the judgemental 

task may in effect be a measure of cognitive complexity, understood as a 

general information-processing trait. Schneier (1977) defined cognitive 

complexity as 'the degree to which a person possesses the ability to 

perceive behaviour in a multi-dimensional manner' (p. 541). Certainly 

there is evidence to suggest that the groups may differ in this respect 
(although it is of course the situation rather than behaviour per se that 
is the object of cognition here). From Table 5.6 it can be seen that 

significant differences exist across groups in the number of bipolar 

scales used. The social workers use 11, the account handers and building 

society branch managers both use 9, whilst the food processing and 
distribution company sales managers use only 6. Moreover, Table 5.9 

shows that the social workers and account handlers discriminate a sig- 
nificantly higher proportion of situations according to the maximum number 
of 4 dimensions than do either the branch managers or the sales managers. 

These differences are probably best explained as variation across samples 
in average levels of cognitive complexity, thus implying that the sales 
managers especially exhibit a lower level of complexity. Indeed the dis- 

parity in terms of variance explained between the dimensional solution 
obtained for the sales managers, and the solutions obtained for the other 
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3 groups, may well be evidence that the cognitive demands made by a 

complex psychological environment serve to confuse cognitively simple 
individuals. In other words, when a large number of dimensions are 

required to represent a psychological environment this need not only be 

evidence of complexity in the environment itself, but may also suggest 

that individuals are unable to represent satisfactorily the environment 
in cognition. It is of course possible that this disparity between 

the results for the sales managers and those of the other groups arises 
because the psychological environment encountered by the sales managers 
is more complex still than the environments of the other groups, or because 

the sales managers are the most cognitively complex of the groups. 
However, the evidence presented above suggests otherwise. Moreover, 

the probability that the sales managers exhibit a lower level of cognitive 

complexity concords with information obtained informally from subjects in 

each sample regarding career structure and qualifications. The sales 

managers appeared to be the least academically and professionally 

qualified of the groups, most having commenced their careers in semi- 

skilled jobs. 

These remarks concerning cognitive complexity and cognitive confusion are 

speculative and will need to be substantiated in subsequent studies. For 

that reason the issue of cognitive abilities is considered in the section 

on hypothesis formation to follow. However, we may note here that future 

comparative work of the sort attempted in the present study might profit 
from correlating judgemental task data with a standard measure of 

cognitive complexity for example, the Bieri (Bieri et al, 1966) grid 
form of the role repertory grid. 

In considering issues of cognitive complexity we should also be aware 

of the possibility that the quality of ratings on the judgemental task 

may be primarily a product of the relationship between rater complexity 
and the rating format itself. In other words, it can be suggested, as 
Schneier (1977) has done with respect to the field of job performance 

appraisal, that cognitively complex raters exhibit psychometrically 

superior ratings when using a complex rating format (of which the question- 

naire employed in the present study is an example). However recent 
research concerning the use of complex rating formats such as behaviourally 

anchored rating scales suggests a 'cognitive compatibility' theory to 
be unsupported - rater cognitive complexity appeared unrelated to such 
psychometric properties as rating accuracy, halo error, acceptability of 
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rating format, and confidence in ratings (Bernadin, Cardy and Carlyle, 

1982). We may therefore be confident that the results obtained here are 

not artifacts of individual cognitive abilities to carry out the rating 

task itself. 

6.5 Structural Relationships in Cognitions of Situations 

In the following sections the structural relationships between situations 

revealed within the situation space of each solution will be discussed. 

These structures may then form a basis from which to begin the task of 

constructing a taxonomy of situations encountered by boundary personnel. 

Given the amount of information contained within each representation of 

situation space, there is almost unlimited scope for extracting relation- 

ships between situations. Discussion must therefore necessarily be 

confined to those relationships of major significance. 

6.5.1 The building society branch managers 

The friendly-unfriendly dimension (Figure 5.1) tends to be used! to 

differentiate between situations involving customers rather than between 

those involving colleagues. This may well be because the quality of 
interactions with customers is seen as more critical. Difficult en- 

counters with customers are viewed as the most unfriendly, although 

interestingly the situation 'having an unexpected or emergency meeting 

with a customer who has a problem that cannot cannot wait' evidently does 

not fall within this category. It might be speculated that in difficult 

interactions the situation is regarded as unfriendly, not just because 

the customer may exhibit unfriendly behaviour, but because in the face 

of this it is difficult for the boundary member to behave in a friendly 

manner. In this sense 'unfriendliness' in such situations is a product 

of the organisation-customer relationship. 

The formal-informal dimension (Figure 5.1) is apparently used to dis- 

tinguish between certain difficult interactions with customers and casual 

social encounters in general. Also noticeable here is the situation 
'having a meeting with a customer you have not met before' which is seen 
as formal, whilst most other encounters with strangers are undifferen- 
tiated on this dimension. It is perhaps to be expected that some inter- 

actions with customers will be regarded as formal given the need to 

satisfy organisational interests in boundary relationships. Possibly 
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the formal dimension is most relevant when such interests are jeopardised 

or can be only precariously maintained, or indeed (referring back to the 

discussion in Chapter 2) when mediation is a primary activity or function 

performed by boundary personnel. 

As could be predicted, situations involving a high task orientation (Figure 

5.2) are seen in terms of low socio-emotionality, whilst casual social 
interactions are described in terms of high socio-emotionality. There 

are, however, a significant number of exceptions - several situations 

which might be expected to have a high task orientation are actually 

undifferentiated according to the socio-emotionality dimension, for 

example, 'having a departmental meeting to discuss work' and 'having an 

unexpected or emergency meeting with a customer who has a problem that 

cannot wait'. Moreover, 'having a routine meeting with a customer' is 

also undifferentiated on this dimension -a situation which, of all those 

involving contact with customers, is by definition likely to be the one 

most frequently encountered. The implication here is that for certain 

situations which are ostensibly task oriented, including some involving 

customers, multiple purposes in fact exist. Again referring to the 

discussion in Chapter 2, this might be a reflection of the fact that 

boundary personnel often perform several functions and activities 

simultaneously. 

The tense-relaxed dimension (Figure 5.2) distinguishes situations involving 

difficult encounters with customers from routine, unproblematic customer 
interactions. Presumably, therefore, situations in which customer relations 

may be potentially threatened tend to induce anxiety. Those situations 
involving contact with the boss are also conspicuous with respect to this 

dimension - all are seen as tense. This might be because, given the remote 

position of the branch manager in the organisation (and hence the likelihood 

of psychological distancing), contacts with superiors are relatively in- 

frequent and so approached with uncertainty. As might be anticipated, 

casual social encounters are viewed as relaxed. 

The branch managers tend to describe casual social encounters and 

situations which are likely to be experienced in terms of high personal 
threat according to the maximum number of dimensions available. Situations 
involving contact with strangers stand out as being discriminated on 
few dimensions - in fact 'meeting a visitor to your department' is 

apparently described by none of the dimensions. Superficial social 
situations also tend to be seen as the most similar, presumably because 
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they are unambiguous encounters - it is perhaps interesting to note that 

the situation 'unexpectedly meeting a customer outsidework' falls within 

this category. 

Lastly certain situations are interesting because of the specific 

application of dimensions used to describe them. Noteworthy here are 
'dealing with someone from another department on behalf of a customer' 

and 'talking to your boss about a personal matter'. The former is seen 
as formal, low on socio-emotionality yet friendly, perhaps reflecting 
the functional importance of the quality of inter-departmental relations; 
the latter is seen as informal, high on socio-emotionality yet at the same 
time tense, illustrating the fact that the anxiety associated with 
superior-subordinate relationships is not simply confined to task based 

situations. 

6.5.2 The advertising agency account handlers 

The anxiety dimension (Figure 5.3) essentially distinguishes situations 
involving clients from those involving colleagues. With the exception of 

explicitly routine and unproblematic client situations all other client 

encounters are seen as anxiety-provoking. This is likely to be a re- 
flection of the high premium placed on the quality of relations with 
clients which seems to be particularly characteristic of small organisations 

offering a skilled professional service. In these circumstances most 
interactions with clients may be seen as critical and become a source of 
anxiety for boundary personnel. As might be expected, situations involving 

colleagues and superiors which may be potentially threatening are also 
anxiety-producing. Situations involving colleagues are in general 
viewed as low anxiety interactions. 

The formal-informal dimension (Figure 5.3) is used to discriminate in 

much the same way as the anxiety dimension. Most client situationstend 
to be regarded as formal, including routine interactions. It is note- 
worthy that encounters with new and unfamiliar clients are regarded as 
the most formal. Again the need to sustain organisational interests in 

relationships with clients is probably important in determining the 
degree of formality with which a client situation is viewed. Whilst 

situations involving colleagues are inclined to be seen as informal it is 
interesting that interactions involving superiors tend to be undifferen- 
tiated with respect to the formal-informal dimension. Perhaps this 
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indicates that hierarchical relationships, although not necessarily formal, 

are not easily conducted in an informal mode. 

Predictably the work oriented/complicated-socially oriented/simple 

dimension (Figure 5.4) distinguishes clearly between situations having 

a high task content and casual social interactions. Yet here again 

there are several situations which might be expected to have a high 

task orientation but which are in fact undifferentiated according to 

this dimension, for example, 'having a departmental meeting to discuss 

work' and 'explaining a mistake you have made to colleagues'. In 

addition, 'having a routine meeting with a client' is also undifferen- 

tiated with respect to this dimension. Thus as suggested above in 

discussing the comparable dimension used by the building society branch 

managers, situations which are ostensibly task based may in fact have 

multiple purposes. Situations involving colleagues appear particularly 

to fall into this category. 

Since most situations are seen as cooperative (Figure 5.4) attention 

can be directed at those viewed as competitive. Certain difficult 

interactions with clients are included here - possibly extreme client 
behaviour is seen to compel a competitive stance which may serve as a 

countermeasure. Situations involving strangersand acquaintances are 

also described as competitive. Although speculative it may be suggested, 
drawing on earlier remarks, that this is consistent with the emphasis which 

tends to be placed in advertising agencies on individual talent and 

accountability. In this setting unfamiliar interactants may be viewed 

as rivals. 

The account handlers tend to describe situations involving clients 

according to the maximum number of dimensions available. By contast 

situations involving colleagues and the boss are apt to be discriminated 

in terms of relatively few dimensions. For example, 'explaining a mis- 
take that has been made to a client' is seen as high anxiety, formal, 

work oriented/complicated and competitive; 'explaining a mistake you 
have made to your boss' is seen only as high anxiety and work oriented/ 

complicated; 'explaining a mistake you have made to colleagues' is 

described merely in terms of high anxiety. Presumably, therefore, client 
situations are seen as relatively complex. Difficult client encounters 

and interactions with unfamiliar clients all tend to be discriminated in 
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a very similar manner (as high anxiety, formal, work oriented/complicated, 

and competitive). 

Lastly certain situations are again interesting because of the specific 

application of dimensions used to describe them. Of particular note are 

'talking to your boss about a personal matter' and 'unexpectedly meeting 

a client outside work'. The former is seen as an informal, socially 

oriented/simple, cooperative yet high anxiety situation, illustrating as 

with the building society branch managers, that superior-subordinate 

relationships may invoke anxiety in social as well as task based 

situations. The latter is viewed as an informal, socially oriented/ 

simple but at the same time high anxiety situation, confirming that 

interactions with clients tend to be associated with anxiety, even when 

lacking in task orientation. 

6.5.3 The food processing and distribution company sales managers 

The constraint dimension (Figure 5-5) appears to differentiate particu- 
larly between casual social encounters and situations involving the sales 

manager's boss. As might be expectedsuperficial social interactions are 

described in terms of low constraint. The high constraint associated 

with superior-subordinate interactions is presumably a reflection of a 

significance attached in this setting to hierarchical status differences. 

The formal/tense-informal/relaxed dimension (Figure 5.5) differentiates 

difficult encounters with customers and interactions with unfamiliar 

customers from casual social situations. (It is interesting to note that 

'unexpectedly meeting a customer outside work' falls into the latter cate- 

gory. ) The formal/tense-informal/relaxed dimension is thus employed in a 

similar way to the anxiety and formality dimensions used by the 2 subject 

groups already discussed. That is, the differentiations made are probably 
indicative of an importance attached to sustaining customer relations and 

of the need to preserve organisational interests across boundaries. 

As could be anticipated, situations seen as impersonal (Figure 5.6) are 
those with a high task orientation, whilst superficial social interactions 

are regarded as intimate. Situations likely to be experienced in terms 

of high personal threat are viewed as particularly impersonal. Given the 

correspondence mentioned earlier between this intimate-impersonal 

dimension and the more general socio-emotional dimension characteristic 
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of the other subject groups, it is notable that here again certain 

situations with a seemingly high task orientation are not differentiated 

as might be expected. The dimension appears to-have no relevance, for 

example, for either 'discussing a customer problem with your boss', 

or 'having a departmental meeting to discuss work'. As before, multiple 

purposes may be implied in these situations. 

The active-passive dimension (Figure 5.6) distinguishes between task 

and socially oriented situations. Those with a high task content are 

of course seen as active, although in general only in a weak sense. 
In contrast, casual social interactions are viewed as passive, and with 

more extreme differentiation in evidence. Only encounters with superiors 

are strongly differentiated as active, further suggesting that a 

particular significance is attached to superior-subordinate relationships 
in this setting. 

The sales managers tend to describe casual social interactions according 

to the maximum number of available dimensions. These situations are also 

seen as the most similar, again probably because they are unambiguous. 

Situations differentiated with respect to relatively few dimensions 

have no obvious common properties. 

Once more certain situations are interesting because of the specific 

application of dimensions used to describe them. As may be expected 
from the preceding discussion, it is encounters with superiors which are 

conspicuous here. For example, 'talking to your boss about a personal 

matter' is seen as an intimate yet high constraint situation, perhaps 
illustrating that the salience of the hierarchical relationship cannot 
be disregarded despite the personal nature of the interaction. 

6.5.4 The local authority social workers 

The alienative-supportive dimension (Figure 5.7) is used to distinguish 

both difficult client interactions and task oriented situations involving 

colleagues from casual social situations. It is possible that difficult 

encounters with clients are regarded as alienative, partly on account of 
the client's behaviour, but also partly because as organisational 
boundary members, social workers may experience dissonance in being 

unable to meet satisfactorily the needs of clients whom their professional 
values dictate they serve. It will be recalled from the discussion in 
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Chapter 2 that the freedom and authority of professionals is often 

restricted by virtue of the organisational context in which they work. 

Professionals may feel their standards of service, and good practice to 

be undermined by non-professional (organisational/bureaucratic) requi- 

sites. Scott (1966) and Schreisheim et al (1977), for example, have 

discussed this conflict between organisational and professional value 

systems in some detail. Task based interactions with colleagues may to 

some extent be experienced as alienative for the same reason - in other 

words because, from the social worker's point of view, colleagues may 
jeopardise professional service by, for example, refusing organisational 

support. It is noteworthy here that 'dealing with someone from another 

department on behalf of a client' is seen as particularly alienative. 

The anxiety dimension (Figure 5.7) differentiates those situations likely 

to be experienced in terms of high personal threat from most others. 
Situations involving clients are regarded as especially anxiety-provoking, 

as might be expected. Presumably though, this is because professional 

as well as organisational interests may be jeopardised in such encounters. 

The work oriented/complicated-socially oriented/simple dimension 

(Figure 5.8) again predictably differentiates clearly between situations 
having a specific task base and casual social interactions. However, it 

is interesting that virtually all task oriented situations tend to be 

seen as only moderately work oriented/complicated, suggesting again that 

multiple purposes are usually present. Indeed it may be speculated that 

the nature of social work could render the work oriented-socially oriented 
distinction somewhat problematic, and that this is consequently reflected 
in weak discrimination of task based situations. 

As with the formal-informal dimension in the other subject groups, the 

organised-disorganised dimension (Figure 5.8) discriminates between 

client situations and superficial social interactions in general. 
However, most client situations are apparently viewed as organised in a 
weak sense only, with the notable exception of 'having a meeting with a 
client you have not met before' which is regarded as a very organised 
situation, this being consistent with cognitions of the same situation 

according to comparable dimensions used by the other subject groups. 
Again it may be suggested that in this situation, the need to establish 
organisational interests is possibly particularly acute. The relatively 
moderate distinctions made with respect to client situations on the 
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organised-disorganised dimension may once more reflect the difficulties 

that can arise in conducting professional work within an organisational 

setting. Theymightalso reflect the fact that social workers could be 

using this dimension in a slightly different fashion to the way in 

which the comparable dimensions are employed by the other subject 

groups. With this group the emphasis seems to be on the quality of 

situation management (its degree of organisation) as much as on the 

formality of the situation per se (granted, as mentioned, the close 

correspondence between these two connotative characteristics of situations). 

In addition to client situations, interactions with superiors also tend 

to be seen as organised, perhaps suggesting that hierarchical relation- 

ships have a particular salience for this subject group. It is also 

striking that 'dealing with someone from another department on behalf 

of a client' is regarded as a highly organised situation. This might 
imply the existence of well-established departmental boundaries and the 

need to maintain departmental interests in inter-departmental relation- 

ships, manifested at the level of the individual professional as the 

need to maintain client interests. Although speculative this suggestion 
is consistent with the view sometimes expressed (for example, by Butcher 

and McPherson, 1982) that juxtaposed professionally-based departments 

potentially create inter-departmental conflicts over the values and aims 

associated with client service. 

The social workers tend to differentiate most situations according to 

3 or 4 dimensions. Casual social encounters are seen in very similar 

terms (supportive, low anxiety, socially oriented/simple, disorganised) 

as are situatiorslikely to be experienced as threatening (alienative, 

high anxiety, work oriented/complicated, organised). Finally, in 

contrast with the other subject groups there are very few situations 

which require any comment on account of the particular application of 
dimensi-ons used to describe them. 'Talking to your boss about a personal 

matter' is seenas asupportive, socially oriented/simple, disorganised 

yet high anxiety encounter. However, this situation is only marginally 
differentiated with respect to the anxiety dimension so that this 

seemingly noteworthy combination is probably not significant. The only 
genuinely distinctive application of dimensions relates to dealing 

with someone from another department on behalf of a client' which is 

seen as an alienative, work oriented/complicated, organised but low 

anxiety encounter. Perhaps because this situation is a routine and 
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familiar occurrence for the social worker any potential conflict of 

interests can be accommodated without stress. This particular 

application of dimensions remains nevertheless problematic. 

6.6 A Partial Taxonomy of Situations Encountered by Boundary Personnel 

It has already been suggested that one of the important findings of the 

present study is the existence of underlying cognitive dimensions that 

are common across subject groups. Three such dimensions have been 

identified: firstly a formal-informal dimension or one closely related in 

semantic content; secondly an anxiety dimension or one closely allied in 

semantic content; thirdly a dimension containing socio-emotionality as 
its defining element. Whilst variation in the precise meaning attached 
to these dimensions across subject groups is of course recognised, the 

results suggest the existence of strong comparability in the semantic 

content of the dimensions. 

It is now possible to begin the task of constructing a taxonomy of 

situations encountered by boundary personnel using as a basis these 3 

common dimensions. Thus situations can be classified according to the 

dimensions used to represent them so that it becomes apparent which are 
described with the greatest consistency and in what way across subject 

groups. Whenever a stiuation appears to be represented in the same 

manner on a dimension regardless of organisational subculture, this 

may be included as a constituent element in a general taxonomy of 

situations encountered by boundary personnel. Referring back to the 
discussion in Chapter 3 concerning the problem of classifying situations, 
this taxonomy is of course one based on attributes of situations (rather 

than being a classification of situations themselves). 

The taxonomy is illustrated in Table 6.1. A situation is classified 
according to a given dimension only if it is discriminated in the same 
way on that dimension by all 4 subject groups, or by 3 subject groups 

with the added requirement that the dimension is not used by the fourth 

group to discriminate the situation in question. (A situation, for 

example, seen as formal by 3 groups but informal by the fourth could 
not be represented within the taxonomy on that dimension. ) Clearly 
these most stringent criteria are necessary here if the taxonomy is to 
be properly described as general. 
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DIMENSION I 
FORMALITY 

Formal Informal 

DIMENSION 2 
ANXIETY 

High Low 

DIMENSION 3 
SOCIO- 
EMOTIONALITY 

High Low 

Situations involving 
customer/client 

Diff customer/client X x x 

Cust/client asks imposs X x 

Easy cust/client x x 

Routine cust/client X 

New cust/client x 

Cust/client outside work X X 

Mistake to cust/client x X X 

Coll's cust/client x X 

Cust/client emergency X X 

Situations involving boss 

Mistake to boss x X X 

Boss re personal matter X X X 

Situations involving 
colleagues 

Work lull X X X 

After your diff cust/client X X 

Another dept x x 

Mistake to colls x 

Drink X X x 

Work acquaintance X x 

After coll's diff customer/ 
client X, 

After success with cust/client X X 

Other 

Visitor X 

Table 6.1 A partial taxonomy of situations encountered 
by boundary personnel. 
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The taxonomy describes how situations encountered by boundary personnel 

are typically represented in cognition, and insofar as the structural 

relationships between situations discussed in the preceding sections 

are common to all subject groups, this will be reflected in the 

taxonomy. Moreover, provided that the taxonomy is sufficiently 

general, a situation should be cognitively represented according to its 

taxonomic description regardless of organisational setting, although 

obviously the extent to which the taxonomy is valid across a wide range 

of organisational subcultures is yet to be tested. Situations are 

classified according to either 1,2 or 3 dimensions. Note that for this 

reason a taxonomy of situations themselves based on combining attributes 

to produce a number of logically discrete categories would not be very 

useful here. Such categories -8 being generated if 3 bipolar dimensions 

are used - require each situation to be represented on all dimensions. 

Within the taxonomy situations are listed according to whether they 

involve interactions with customers/clients, the boss, or colleagues. 

This has been done to reveal some interesting aspects of the taxonomy. 

The most striking feature is the use to which the formal-informal 

dimension is put. Situations involving customers/clients tend to be 

described as formal. Moreorver, it is perhaps telling in this respect 

that, with one exception, those customer/client situations not seen as 

formal are simply unrepresented according to this dimension, rather than 

being seen as informal. In contrast to this, only one situation in- 

volving colleagues is described as formal, the majority being informal. 

Even the situation 'explaining a mistake you have made to colleagues' is 

not seen as formal, unlike the comparable situations involving the boss 

or a customer/client. The use of the anxiety dimension is also interesting 

- it seems to be applied to describe encounters with customers/clients 

and those involving the boss, rather than interactions with colleagues. 
As expected, certain customer/client situations are unanimously described 

as anxiety-provoking. It is noteworthy that routine, unproblematic, 

situations involving customers/clients are seen specifically as low 

anxiety encounters. This suggests that anxiety associated with boundary 

positions is experienced as a focused rather than general reaction. The 

anxiety dimension appears to lack importance for representing situaiions 
involving colleagues. 

The socio-emotionality dimension is used to describe situations involving 

colleagues in a manner consistent with expectations. However, this is 
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less easily said when the dimension is applied to represent situations 
involving customers/clients. Several of the latter situations are not 

represented with respect to this dimension, perhaps again reflecting the 

existence of multiple purposes in customer/client interactions. one 

other feature of the taxonomy which particularly deserves comment concerns 

those situations altogether excluded because they cannot be represented 

according to any of the dimensions. There are 4: 

Discussing a customer/client problem with your boss 

Having an appraisal or general discussion of your work with your boss 

Having a departmental meeting to discuss work 

Meeting a new colleague 

These situations appear to be excluded because there is a lack of 

agreement across subject groups regarding their representation, rather 

than because of poor discrimination of the situations themselves. It 

may be noted that the excluded situations involve interactions with 

either the boss or colleagues, rather than with customers/clients. 

There are 3 main uses to which the taxonomy may be put. Firstly, 

and of primary importance, it provides a general descriptive classifi- 

cation of situatiors encountered by boundary personnel. It must be 

designated a partial taxonomy since obviously not all situations 

encountered by boundary personnel are included, and moreover, only one 

class of boundary personnel are represented within it. In addition, as 

mentioned already, the extent to which it is generally applicable remains 
as yet unknown. However, for all that it is both partial and tentative, 
the taxonomy provides a systematic means of describing the psychological 
environments of boundary personnel where no satisfactory framework 

appeared to exist previously. 

Secondly, the taxonomy may be applied to classify the psychological 
environment encountered in any given organisational subculture. In 

other words, as with any taxonomy based on attributes, it can be used 
to describe individual differences, in this case, in organisational 

settings. Thus, for example, the situation 'having a meeting with a 
customer/client you have not met before' is according to the general 
taxonomy always seen as formal. However, within a given setting it may 
also be described according to the anxiety and socio-emtionality dimensions 
to produce a classification particular to that setting. Within the 
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present study, for instance, this situation is described by the advertising 

agency account handlers as a high anxiety, low socio-emotionality inter- 

action. Furthermore, in principle any situation encountered by boundary 

personnel within a given organisational subculture may be added to this 

setting-specific classification provided that situation can be represented 

by one or more of the 3 diffiensions. 

Lastly the taxonomy can be used to formulate hypotheses regarding the 

cognitive representation of psychological environments encountered by 

boundary personnel. Since hypothesis formation is the subject of the 

next and final section of this chapter consideration of this use of the 

taxonomy will be temporarily postponed. 

6.7 Hypothesis Generation as Fomal Output 

It has been argued throughout the present investigation that hypothesis 

formation should be regarded as an important formal output of initial 

studies, and be based on prior description of the phenomena of interest. 

With this in mind it has also been suggested that the hypothesis generation 

stage of the total research process should generally be afforded greater 

attention and status than it has hitherto enjoyed in social psychology. 

The findings of the present study'constitute a description of phenomena 

within the psychological environment of boundary personnel. In the 
first place the properties of the phenomena, and the apparent structural 

relationships between phenomena revealed in the descriptions, must form 

the basis of critical hypotheses yet to be tested. In other words, the 
findings of this study must not be regarded as a final or even broadly 

representative description, but rather as a set of hypotheses about what 
the phenomena of interest are like. However, if explanations for the 

existence of particular properties of phenomena and relationships between 

phenomena can be suggested, albeit tentatively, as was attempted in 

earlier sections, then the task of building a theory which deals 

adequately with organisations as psychological environments has been 

started. In this sense hypothesis formation and theory building are 
inextricably linked. 

What hypotheses, then, are constituted within the description of the 
psychological environment of boundary personnel ýresented in this 
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investigation? There are several which would appear to be of major 

interest and relevance. 

The inherent complexity associated with organisational boundaries, 

stressed throughout this investigation, would seem to provide an 

appropriate starting point. The results suggest that the psychological 

environments encountered by boundary personnel are complex and it was 

proposed earlier that a relatively high level of dimensionality is 

required in order to represent such environments adequately in cognition. 

Thus the following hypothesis may be offered: 

Hypothesis 1: When compared with the psychological environments 

engendered by social settings in general and other organisational 

settings in particular, the psychological environment encountered by 

boundary personnel tends to require relatively more cognitive dimensions 

in order that it be adequately represented. 

Two subsidiary hypotheses may be important in relation to this aspect of 

the psychological environments of boundary personnel. It was suggested 

earlier that representations of environments engendered by organisational 
boundaries may differentiate cognitively complex from cognitively simple 
judges. This is because cognitively simple judges are less able to 

represent satisfactorily the inherent complexity of their environments. 
The food processing and distribution company sales managers, it will be 

recalled, required a larger number of dimensions to produce a solution 

comparable in terms of the variance explained with those of the other 

three subject groups - evidence, it was ventured, that cognitively 

simple judges become confused when required to represent these complex 

psychological environments. Thus based on the operational definition of 

cognitive complexity given in Section 6.4.3, it may be proposed: 

Hypothesis la: Cognitively complex boundary personnel are able to produce 

more satisfactory dimensional representations of their psychological 

environment than boundary personnel who are less complex. 

Hypothesis lb: Cognitively simple boundary personnel tend to exhibit 

cognitive confusion in representing their psychological environment. 

The finding that certain common dimensions appear to underlie the different 

organisational subcultures studied here provides an obvious basis for a 
further important hypothesis. 
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Hypothesis 2: Three discrete dimensions containing respectively formality, 

anxiety, and socio-emotionality as their major semantic components will be 

invariably found to characterise cognitive representations of the 

psychological environment of boundary personnel. 

It has been suggested that the fourth dimension revealed in the cognitive 

representations of each subject group might be important in characterising 

the particular defining quality of each different psychological 

environment. This dimension is therefore idiographic in form and stands 
in contrast to the common dimensions of formality, anxiety and socio- 

emotionality. Obviously it is possible that with increasing dimensionality 

beyond a3 dimensional solution, each additional dimension admitted may 
represent a special defining aspect of a psychological environment. 
However, since there is a practical limit beyond which dimensionalisation 

is no longer useful (usually regarded as being a 4, at the most 5 

dimensional solution) it may be hypothesised that: 

Hypothesis 3: The most salient distinguishing qualities of a give 'n 
psychological environment encountered by boundary personnel may be 

represented in terms of just one, or at the most 2 cognitive dimensions. 

As mentioned already, a taxonomy of situations provides a valuable source 

of hypotheses. These should be evident in the structural relationships 
between situations revealed by such a taxonomy. A number of important 

hypotheses are implied within the taxonomy presented earlier: 

Hypothesis 4: The formality dimension tends to be used in differentiating 

interactions with customers/clients (formal) from interactions with 

colleagues (informal). 

Hypothesis 5: Situations involving customers/clients will be more 
differentiated with respect to the anxiety dimension than will situations 
involving colleagues. 

Hypothesis 5a: Anxiety experienced by boundary personnel will tend to be 

a situation specific reaction rather than one general to the psychological 
environment. 

Hypothesis 5a may turn out to be a useful qualification of findings from 

research on boundary role conflict. 
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Hypothesis 6: Situations involving colleagues will be better differentiated 

with respect to the socio-emotionality dimension than will situations 
involving customers/clients. 

Some tentative explanations for the existence of the structural 

relationships between situations which form the bases of hypotheses 4-6 

have already been discussed in preceding sections, and so will not be 

reiterated here. It may be noted that hypotheses 4-6 do not by any 

means represent an exhaustive list of hypot heses that may be generated 
from relationships within and properties of the taxonomy. 

Having established these major hypotheses attention may be directed to 

the construction of supplementary hypotheses. As mentioned already 
in discussing research strategies which rely on the collection and 

analysis of judgemental data (Chapter 4), the number of hypotheses that 

can be derived from dimensional representations of the form yielded by 

the present analysis is potentially very great. For this reason no 

attempt will be made here to produce an exhaustive inventory. Rather, 

a brief selection will be offered to indicate some of the possibilities. 

This is set out below. 

For example, differences in the way that the subject groups in the 

present study represent the same situations may lead to hypotheses 

such as: 

Hypothesis 7: The extent to which situations involving superiors are 
differentiated on the 3 common dimensions is an indication of the salience 

of hierarchical relationships for boundary personnel. 

Hypothesis 8: The more crucial relationships with customers/clients are 
seen to be in an organisation, the better boundary personnel will 
differentiate situations involving customers/clients on the formality 

and anxiety dimensions. 

Hypothesis 9: The greater the professional base in the relationship 
between boundary personnel and customers/clients, the less boundary 

personnel will differentiate customer/client situations in the formal 

-informal dimension. 
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Hypotheses may also be generated by relating aspects of boundaries 

emerging from the literature discussed in Chapter 2 to the manner in 

which boundary personnel cognitively represent their psychological 

environment. For example, boundary personnel are characterised as 

being psychologically distant from the organisation. This distancing is 

assumed to exist because boundary personnel are made aware by the 

organisation that their loyalty is suspect. Therefore it may be 

hypothesised that: 

I 
Hypothesis 10a: The closer the relationship between boundary personnel 

and their customers/clients, the less well integrated in cognition will be 

representations by boundary personnel of situations involving customers/ 

clients and situations involving colleagues and superiors. 

Hypothesis 10b: The closer the working relationship between boundary 

personnel and their colleagues and superiors, the more integrated in 

cognition will be representations by boundary personnel of situations 
involving customers/clients and situations involving colleagues and 

superiors. 

One further illustration must suffice. The earlier discussion of boundaries 

conceptualised as the limits of membership pointed to an organisation's 

control over its environment being an important determinant of whether 

or not elements in the environment are to be regarded as having membership 

status. Thus it may be expected that: 

Hypothesis 11: The more an organisation has control over its customers/ 

clients the more integrated in cognition will be representations by 

boundary personnel of situations involving customers/clients and 

situations involving colleagues and superiors. 

As said, hypotheses 7-11 are intended only to illustrate the types of 
investigative lines that are possible. Clearly the essential requirement 

of any such hypotheses is that they be salient and relevant to the 
further investigation of cognitive factors in the psychological 

environments of boundary personnel. 

That completes the discussion of the findings of the empirical investigation. 

These findings will now be summarised in the final chapter and placed 

within the context of the longer term research programme advanced in the 

present study. 
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7 CONCLUDING REMARKS 

7.1 Overview 

This study has had two distinct but complementary aims. The first of 

these has been to begin the task of analysing the psychological environ- 

ment encountered by boundary personnel. This itself represents a first 

step towards furthering understanding of behaviour at organisational 
boundaries. Thus the focus in the present study has been on antecedent 

conditions of behaviour, but with the eventual social psychological 

concern in mind of contributing usefully to the study of behaviour itself. 

A cognitive approach to organisations must ultimately address the relation- 

ship between cognition and behaviour, resistant to theoretical under- 

standing though this relationship may be. The second aim of this investi- 

gation has been to offer a theoretical model of the organisation as a 

psychological environment. Clearly this latter purpose is a prerequisite 

of the former. 

Before summarising the findings of the empirical inquiry the essential 

postulates of the theoretical model may be briefly reviewed. Organisations 

are held to be socially constructed phenomena - that is, organisations 

are created and sustained by organisational members who are at once 

constrained and influenced by these very structures which they produce. 
The socially constructed nature of organisations givesthem an objective- 
like quality; they are designated as social structures 'already there'. 
It is this objective-like nature of organisations which gives rise to the 

psychological environment. 

In developing a model of the organisation as a psychological environment 

Weick's (1979a) dual conception of organisations as 'bodies of thought' 

and 'sets of thinking practices' was found to be useful. As bodies of 
thought organisations are both 'things' thoughtabout and 'things' 

which affect cognition. Yet concepts like 'organisational goals', 'the 

environment', and of course the notion of 'organisation' itself are high 

order abstractions such that as 'bodies of thought' they may not determine 

behaviour in any very direct sense. A conceptual unit in the psychological 

environment is required which mediates in an essential way between the 
individual and the organisation as an objective-like structure. It was 

proposed that the psychological situation fulfils these requirements in 

that situations are objects in cognition which can have a determining 
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effect on behaviour, and which at the same time reflect in a direct sense 

organisational structure, 

The situation is distinguished from other objects in the psychological 

environment by virtue of level of conceptual analysis - it is, for example, 

a more inclusive concept than 'role' and also more focused, since an 

organisational role is assumed to have a broad and general determining 

effect on behaviour. Inasmuch as roles are specified they are components 

of organisational structure. Situations are not components of 

structure - they are conceptual distinctions (implicitly) used by 

organisational members to impose structure on the flow of social inter- 

action. Situations are in that sense an unspecified element in organisa- 

tional life, yet like so many unspecified aspects, crucial to understanding 

organisations and the behaviour of organisational members. 

The psychological environment contains a set of discrete situations, 

and constitutes an underlying theme within those situations. In other 

words, the organisation is given a coherence at the level of situations 

because it is reflected in some important respects in each of them. Thus 

although level of conceptualisation varies, level of phenomenon (the 

organisation as an antecedent of behaviour) does not. It is this that 

Katz and Kahn (1978) had in mind in suggesting: 

'Concepts from the macro level tell the social 
psychological observers where to look and how 
to utilise and combine their observations'. (P. 16) 

We may therefore expect to see organisational structure reflected in 

situations. Organisations in this sense engender a form of situation, 

and if we should find situations common to different organisational 

settings, and reflecting similar characteristics of organisations, then 

these situations may be said to constitute properties of the phenomenon 

of 'organisation' itself. 

If situatiors constitute 'bodies of thought' in organisations they also 

represent 'sets of thinking practices'. Situations in organisational 

contexts are both the subject of consensual understanding and enigmatic, 
requiring a measure of interpretation. They therefore occasion different 
levels of cognitive activity and evoke different states of awareness. 
Situations, in other words, play a part in shaping attentional processes 
in organisations. 
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It has been argued in this investigation that the task of understanding the 

role of the organisation as a social antecedent of behaviour, of determining 

in what sense behaviour is particularly organisational, is one to which 

social psychology may make a major contribution. A social psychological 

perspective, it is to be hoped, can provide a theoretical framework to 

account for P, S and (P x S) as antecedents of behaviour in organisations 

by specifying the circumstances under which each is most salient. We 

need to know which situations in organisations have the most constraining 

influence on behaviour, which interact with personality to determine 

behaviour, and in which personality itself is the primary antecedent of 

behaviour. In this way the implicit interactionist view often to be 

discerned in organisation theory will be refined, and the conceptual 

distinction 'behaviour in organisations' may acquire a clarity of meaning 

hitherto lacking. 

7.2 Summary of the Findings of the Empirical Investigation 

Throughout this study it has been stressed that the aims of the empirical 
investigation are to be understood in the context of the research process 

as a whole. It has been argued, following Forgas (1979a), that the investi- 

gation of complex and as yet largely unstudied phenomena such as social 

situations requires in the first place a thorough description of those 

phenomena. This then provides a basis on which to conduct further work. 

Thus the emphasis in the present empirical inquiry has been on description 

and hypothesis formation. These, it is 
* 
held, are to be regarded as 

scientific output in their own right since initial descriptive studies are 
best considered as a separate and distinct stage in the total research 
process. 

Initial descriptive studies do not of course yield 'findings' in a conven- 
tional sense since as output, description and hypotheses yet to be tested 

represent input to a further stage in the scientific process rather than 

the final product of scientific discovery. However, insofar as we 

should retain the term in referring to the output from initial descriptive 

studies we may summarise the findings of the present empirical inquiry 

in the following way. 

Firstly the study serves to confirm that the situation is a meaningful 

unit in the psychological environment of organisational members. 
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Moreover, the semantic content of the underlying cognitive dimensions 

used to represent situations provides strong support for the theoretical 

proposition that situations mediate between cognition and organisational 

structure. There is also some evidence to suggest that the quality of 

representation of situations in cognition is independent of the frequency 

with which situations are encountered. 

Secondly the results suggest that the psychological environment encountered 

by boundary personnel (of the type studied here) is inherently complex. 

It appears that in comparison with the psychological environments 

engendered by other social settings, this environment requires a relatively 

large number of dimensions in order that it be adequately represented 

in cognition. The notion that the psychological environment encountered 

by boundary personnel is intrinsically complex is consistent with the themes 

running through the literature on boundaries. In each of the 5 formu- 

lations discussed in Chapter 2 boundaries as organisational phenomena 

appear complex, enigmatic and often elusive both conceptually and 

empirically. As system features the boundaries are frequently indistinct 

because there is no discontinuity of process between organisation and en- 

vironment; boundary functions and activities are often performed simul- 

taneously and moreover, not exclusively by designated boundary personnel; 

boundaries as organisational roles are associated with structurally 

based conflict, psychological distancing and the (necessary) use of a 

variety of interpersonal power bases; boundaries as relationships and 

interactions with clients and customers often require sophisticated 

management (for example, when the need arises to sustain 'in-role' 

behaviour); and the conceptualisation of boundaries as the limits of 

organisational membership raises issues concerning the nature of 

organisations themselves. 

The complexity of the psychological environment encountered by boundary 

personnel has an important corollary. There is some indication in the 

results obtained that the cognitive demands made by the environment may 
have the effect of differentiating cognitively complex from cognitively 

simple individuals. Indeed it may be the case that the latter experience 

cognitive confusion in representing their environment. 

Thirdly the results suggest that there are 3 dimensions common across 

organisational subcultures which are used by boundary personnel to repre- 

sent their psychological environment. These are dimensions of formality, 
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socio-emotionality and anxiety. It is also possible that the distinctive 

qualities of a given organisational setting may be characterised according 

to just I or 2 cognitive dimensions. 

A further interesting finding, although one which yields to no ready inter- 

pretation, is that an 'involvement' dimension appears unimportant in 

representing the psychological environment encountered by boundary 

personnel. 

Comparison across subject groups of the dimensional solutions obtained 

makes possible the construction of a descriptive classification of 

situations encountered by boundary personnel. The taxonomy is based 

on the 3 common dimensions used to represent cognitively the psychological 

environment. In principle, as with all taxonomies based on attributes of 

objects, any instance of the object of interest (in this case, any 

given organisational setting) can be located within the taxonomy. The 

extent to which the taxonomy is general has of course yet to be tested. 

Finally, the dimensional solutions, the structural relationships between 

situations implicit in cognitive representations, and the taxonomy itself 

facilitate the generation of several important hypotheses relating to 

cognitive factors in the psychological environments of boundary personnel. 
Numerous subsidiary hypotheses may also be generated depending on the 

aspects of boundaries as psychological environments to be investigated. 

7.3 Future Directions 

Given that with initial descriptive studies we c, 
in the conventional sense, so it is not possible 
in the customary fashion either. The inevitable 

from initial studies is that further research is 

appropriate by way of conclusion to suggest some 

research might take. 

7.3.1 EmPirical studies of boundaries 

annot speak of 'findings' 

to arrive at 'conclusions' 

conclusion to be drawn 

required. It is therefore 

of the directions this 

Clearly the starting point must be to test and evaluate the hypotheses 

formulated within the present study - to confirm or disconfirm that tile 

psychological environment encountered by boundary personnel is complex; 
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that cognitively complex boundary personnel are able to produce more satis- 
factory dimensional representations of their psychological environment than 

those who are less complex; that cognitively simple boundary personnel tend 

to exhibit cognitive confusion in representing the psychological environment; 

that 3 discrete dimensions containing respectively formality, anxiety, 

and socio-emotionality as their major semantic components will be in- 

variably found to characterise cognitive representations of the 

psychological environment of boundary personnel; and so on. 

It is also important to begin to evaluate some of the subsidiary hypo- 

theses that can be formulated. Let us consider just one of these in 

some detail for illustrative purposes. Hypothesis 11 in Chapter 5 states: 
'The more an organisation has control over its customers/clients the 

more integrated in cognition will be representations by boundary personnel 

of situations involving customers/clients and situations involving 

colleagues and superiors'. It would be possible to test this by, for 

example, comparing the cognitive representations of boundary personnel 

in 2 organisations which differed in their control over customers/clients, 

in each case performing a supplementary statistical analysis of the situ- 

ation space obtained from an INDSCAL solution so as to reveal differences 

in cognition of client/customer situations and colleague/superior 

situations. Forgas (1981), for instance, has demonstrated using a 

multiple discriminant analysis that differences between the centroids of 

clusters of situations can be measured. If this technique were used 

to evaluate Hypothesis 11 we would expect to see less of a difference 

between the centroids of the 2 groups of situations in the case of 

the organisation with greater control over its clients/customers. 

A further area for investigation will be to extend the descriptive 

classification of situations encountered by boundary personnel. It is 

doubtful that a taxonomy appropriate to all types of boundary personnel 
in all forms of organisation would be very useful. Probably the most 

profitable course to pursue will be the construction of taxonomies 

specific to types of boundary personnel as has been attempted in the 

present study. 

Once the nomothetic approach to the analysis of situations encountered 
by boundary personnel has been more fully explored it will be important 

to focus on the individuality of situations. As was argued in Chapter 4, 

the dimensional approach provides a valuable point of departure in 
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situational analysis. However, we also need to know how the components 

of situations are organised, the extent to which their content is 

unique to each situation (rules, for example, arise in most situations 

but some may be situation specific), what determines the relative 

saliency for behaviour of each situational component, and so on. It will 

be necessary to discover how boundary functions and activities are re- 

flected in the goals of situations, how the content of boundary roles 

varies across situations (for instance, in terms of the interpersonal 

power bases available), in what way relationships with clients/customers 

are reflected in the components of situations, and how, too, the limits 

of organisational membership are manifested as aspects of situations. 

With regard to the latter it should be emphasised that the problematic 

nature of organisational membership is by no means only a puzzle evident 

at the conceptual level - it clearly has an empirical significance with 

respect to the experience of boundary personnel as well, aptly illustrated 

in a remark made to the present writer by one of the account handlers 

in the advertising agency sample during the course of informal discussion: 

'The client once said to me, "I know they (the agency) pay you but it's 

really me who employs you, isn't it? "' 

These, then, are the most immediate lines of empirical investigation that 

might be pursued. Given the wide variety of boundary personnel that 

exist there is obviously great scope to undertake research within this 

domain of organisational life, particularly when the possibilities of 

comparative studies across types of boundary personnel and organisations, 

and comparative analyses of boundary and other types of organisational 

settings are considered. 

7.3.2 Empirical studies of other organisational domains 

As mentioned earlier, it is to be hoped that situational analysis will 
have general applicability as a theoretical framework to the study of 
behaviour in organisations. The theoretical model of the organisation 

as a psychological environment developed in the present study is of 

course predicated on that assumption. Clearly many possibilities exist 

and it would be inappropriate to try listing them here. In general the 

task of the social psychologist is twofold. Firstly, it will be important 

to discover which situations have a determining influence on behaviour, 

which interact with individual variables to produce behaviour, and in 

which situations personality has greatest relevance as an antecedent 
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condition of behaviour. As suggested in Chapter 3, this may lead to 

the identification of significant situational moderator variables. 

Secondly it will be necessary to determine how situations differ in 

terms of the modes of cognition they occasion, in other words, to 

ascertain which situations constitute which sets of thinking practices. 

Very probably these two aspects of the social psychological task will 

turn out to have a close correspondence. 

7.3.3 Conceptual development 

As an analytical unit the psychological situation, useful though it appears 

to be, requires further conceptual development and refinement. This is 

not surprising inasmuch as situational analysis is still emerging as a 

coherent perspective in social psychology. Again it would be inappro- 

priate here to set down all that needs to be done. However, just two 

of the more pressing problems should be mentioned. Firstly there is a 

need to gain a deeper understanding of whether or not behaviour can occur 

outside situations. In other words, what from a conceptual viewpoint are 

gaps between situations? If the psychological situation represents 

the cognitive facility to impose order on the continuous stream of 

social interaction, then the conceptual status of gaps between situations 

may inform our definition of the situation itself. Secondly, there is 

the problem of how to incorporate the notion of emergence as a feature 

of situations. The interpretation of a situation can change either momen- 

tarily (for example, because of some untoward behaviour on behalf of an 

interactant) or, if the situation is enigmatic, from moment to moment 

as meaning is established and re-established. What, therefore, is the 

conceptual status of the 'momentary' situation; what are its impli- 

cations for our definition of the psychological situation; how, in other 

words, should the dimension of time feature in our definition of the 

situation? These questions must come to be satisfactorily answered since 

the notion that emergence is a feature of the psychological situation 
is ultimately a contradiction-in terms. 

7.4 Applications of Situational Analysis in Organisations 

In view of the preliminary nature of the present investigation and the 

fact that situational analysis has yet to be established as a perspective 
in the study of organisations, it would be somewhat premature to try and 

set out in detail the practical applications of situational analysis in 
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this field of enquiry. However, two interesting possibilities may be 

briefly mentioned. Firstly, since situational analysis should provide 

data concerning which situations have the greatest effect on behaviour, 

which interact with personality, and which have little influence in 

determining behaviour, it will be possible to evaluate for given purposes 

the desirability of this state of affairs. For example, from a performance 

perspective it would be valuable to know whether particular situations 

should be made more or less structured, when interactions between P and 

S are functional and when they are not, whether in some situations per- 

sonality dispositions (such as achievement motivation) should be afforded 

more scope to influence behaviour, and so on. More generally situational 

analysis should facilitate the study of the impact of the organisation on 

personality, for example, with regard to the long term effects of 

pathological reactions to organisations such as stress or alienation. 

The second practical application which should be mentioned concerns the 

possibilities of using the results of situational analysis in counselling. 
For example, one of the advantages of INDSCAL is that the model can take 

account of individual differences in relation to a composite input 

based on similarity judgements by many individuals. INDSCAL will compute 
the relationship between situation space as represented by an individual 

judge and situation space as represented by a hypothetical average judge 

in a given sample. It may be possible to use this facility as a means of 

revealing to individuals how their representations of the psychological 

environment relateto those of others. This idea is similar to Shaw's 
(1980) use, of interactive computer elicitation of personal constructs 

as a method of counselling. In this individuals generate personal con- 
structs in the usual way and then explore their personal models of the 

world by conversing with the computer about the organisation of the 

constructs they employ. 

7.5 Final Remarks 

This investigation has sought to demonstrate the importance of studying 
the organisation as a psychological environment, and the need for an 
adequate theoretical model of the psychological environment; it has sought 
to promote a social psychological perspective on behaviour in 

organisations in which organisations themselves are incorporated 

as a level of analysis; and it has aimed to show that situational 
analysis is a valuable social psychological approach to studying the 
organisation as an antecedent condition of behaviour, as this appears in 
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cognition. Finally the empirical work has begun the task of studying 

the psychological environment encountered by boundary personnel, an 

aspect of organisational life with considerable theoretical and practical 

significance. Yet perhaps more than anything this study reminds us 

that it is questions as much as answers which are the essence of scientific 
inquiry. 
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APPENDIX A 

Diary format for eliciting situations - instructions and 
sample page 

Organisation code: Subject code: 

Diary for recording situations 

Instructions 

This diary is part of a research project being carried out to discover 
how people perceive their work environments. The aim is to study how 
people who do particular sorts of jobs think about the different day to 
day situations that they are involved in. 

In the diary you are asked to record the situations you encounter on a day 
to day basis in the course of your work. A situation is simply any 
activity involving yourselfand at least oneother person which has a 
definite beginning and end. Do not therefore record situations where 
you are alone. Examples of typical situations you might encounter are: - 
chatting with colleagues on arriving at the office; a departmental meeting; 
sorting out a problem with a client/customer; meeting a new client/customer; 
asking a colleague or your boss for advice; arranging to have some work 
typed; dealing with an awkward client/customer. As well as situations 
encountered during work could you also record situations occurring outside 
work if they involve in some way colleagues or clients/customers e. g. 
having lunch with a colleague. 

The situations are to be recorded by providing a brief description, as 
illustrated by the examples given above. In each description of a 
situation please include the following: - 

1. The people involve i. e. colleague, client/customer etc. 
2. The purpose(s) of the situation 
3. The topic(s) of conversation 
4. The place. 

however, 
" 
include each of these aspects of the situation only if you regard 

. 
them as relevant to Y -given situation. For example, if the place in which 
a situation occurs is unimportant, then do not include that aspect in your 
description. 

When you have recorded a particular situation could you also provide 

.2 
adjectives or phrases which you think best describe that situation. These 

adjectives or phrases may be anything you like so long as you feel they 
indicate something important about the situation in question. 

Please record each situation once it has taken place as soon afterwards as 
you are able. It would be most helpful if you would keep the diary for 5 
working days, consecutive days if possible. 
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ibe 

RECORD OF SITUATIONS ENCOUNTERED - DAY I 
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APPENDIX B 

Questionnaire instructions 

Organisation code: Respondent Code: 

Introduction 

I This questionnaire is part of a research project which is being carried out 
to discover how people perceive their work environments. The aim is to 
study how people who do particular sorts of jobs think about the different 
day to day situations that they are involved in. 

The questionnaire consists of 24 situations that you might typically en- 
counter on a day to day basis at work. For example: 

discussing a client/customer problem with your boss 

meeting a visitor to your department 

- having a meeting/an interview with a client/customer you have not 
met before. 

You are asked to imagine yourself in those situations and then to describe 
each situation on a series of scales which are provided. Here are some 
examples of the scales: 

Formal 123456789 Informal 

Simple 123456789 Complicated 

In total there are 14 scales. Each one is in the same form as the two 
examples above. Each consists of a pair of words or phrases which are 
opposite in meaning, with nine points in between. You are asked to circle 
the number on each scale where you think a particular situation falls. For 
example, when using the fornal-informal scale illustrated above, the more 
formal you judge a situation to be, the closer to point 1 you should mark 
it. The less formal (i. e. more informal) you judge it to be, the closer 
to point 9 you should mark it. 

Only circle the numbers - do not mark the spaces in between. 

The complete list of scales is given below. 

Active 9 Passive 
Tense 9 Relaxed 
occasional 9 Regular 
Formal 9 Informal 
Democratic 1 9 Autocratic 
Feel involved 1 9 Feel uninvolved 
Pleasant 1 9 Unpleasant 
Know how to behave 1 9 Don't know how to behave 
Organised 1 9 Disorganised 
Socially oriented 1 9 Work oriented 
Simple 9 Complicated 
Flexible 9 Rigid 
Intimate 9 Impersonal 
Cooperative 9 Competitive 

Please ask the researcher to clarify the meaning of any words in the scales 
you are not sure about. 
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Some important points to remember 

Each of the 24 situations to be rated is printed at the top of a 
separate page of the questionnaire. Below this, repeated on each I. > 
page you will find the list of scales to be marked. Each situation 
is to be rated on all 14 scales. 

PLEASE DO NOT MISS OUT ANY PAGE OR ANY SCALES ON A GIVEN PAGE 

2. Do not spend time pondering. GIVE THE FIRST NATURAL REACTION AS 
IT OCCURS TO YOU - it is those reactions which are the important 

ones. Sometimes you may find it hard to make a judgement because 

you lack information about the situation - you may be inclined to 
think "well, it all depends". Try not to think about this and instead 

concentrate on making a judgement about a TYPICAL situation. If 
you do have difficulty imagining a particular situation then it may 
help to picture it in terms of real people. 

3. Keep in mind that you are being asked to judge SITUATIONS themselves. 
You are being asked to indicate how you perceive each situation, 
how you feel or behave in those situations. For example, when 
making a judgement of a situation on the democratic-autocratic 
scale you are being asked to indicate whether that situation is 
one in which people behave in a democratic or autocratic way. You 
are not being asked whether you are a democratic or autocratic 
person. 

4. The more you can give definite judgements the more you are aiding 
the research. In other words, TRY TO AVOID USING THE MIDDLE POINTS 
ON THE SCALES. Use the points towards the ends of the scales 
whenever you can and only fall back on the middle 'uncertain' 
judgements when you have to. If you find a particular scale is 
not relevant to a given situation indicate this by marking the 
middle point on the scale. 

Before you start, please ask the researcher to clarify anything you are 
not sure about. 
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APPENDIX C 

Example of page from questionnaire 

SITUATION 

Dealing with a client/customer who is normally dealt with by a colleague. 

ACTIVE 1 2 3 4 5 6 7 

TENSE 1 2 3 4 5 6 7 

OCCASIONAL 1 2 3 4 5 6 7 

FORMAL 1 2 3 4 5 6 7 

DEMOCRATIC 1 2 3 4 5 6 7 

FEEL INVOLVED 1 2 3 4 5 6 7 

PLEASANT 1 2 3 4 5 6 7 

KNOW HOW TO 
BEHAVE 1 2 3 4 5 6 7 

ORGANISED 1 2 3 4 5 6 7 

SOCIALLY 
ORIENTED 1 2 3 4 5 6 7 

SIMPLE 1 2 3 4 5 6 7 

FLEXIBLE 1 2 3 4 5 6 7 

INTIMATE 1 2 3 4 5 6 7 

COOPERATIVE 1 2 3 4 5 6 7 

8 9 PASSIVE 

8 9 RELAXED 

8 9 REGULAR 

8 9 INFORMAL 

8 9 AUTOCRATIC 

8 9 FEEL UNINVOLVED 

8 9 UNPLEASANT 

DON'T KNOW HOW 
8 9 TO BEHAVE 

8 9 DISORGANISED 

WORK 
8 9 ORIENTED 

8 9 COMPLICATED 

8 9 RIGID 

8 9 IMPERSONAL 

8 9 COMPETITIVE 
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APPENDIX D 

Key to abbreHiated descriptions of situations 

Abbreviations Situations 

Diff. cust/client Having a meeting/an interview with a client/ 
customer who you know to be difficult. 

Work lull Having a general conversation with a colleague 
during a lull in work. 

3. Cust. /client problem with boss Discussing a client/customer problem with 
your boss. 

4. After your diff. cust. /client Talking to colleagues about a particularly 
difficult meeting/interview with a client/ 
customer you have just had 

5. Appraisal Having an appraisal or general discussion of 
your work with your boss. 

6. Another dept. Dealing with someone from another department 
on behalf of a client/customer 

7. Cust. /client asks imposs. Being asked by a client/customer to do 
something you know to be very difficult or 
not possible at all. 

8. Mistake to colls. Explaining a mistake you have made to 
colleagues. 

9. Easy cust. /client Having a meeting/an interview with a client/ 
customer you know to be easy to get on with. 

10. Drink Going for a drink with colleagues 

11. Work acquaintance Having a casual conversation in the corridor 
with a work acquaintance or somebody who 
is not an immediate colleague. 

12. Visitor Meeting a visitor to your department. 

13. Dept. meeting Having a departmental meeting to discuss work. 

14. After coll's diff. cust. / Talking to a colleague about a particularly 
client difficult meeting/interview with a client/ 

customer that he/she has just had. 

15. Routine cust. /client Having a routine meeting/interview with a 
client/customer. 

16. Mistake to boss Explaining a mistake you have made to your 
boss. 

17. New cust. /client Having a meeting/an interview with a client/ 
customer you have not met before. 
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Abbreviations 

18. Cust. /client outside work 

19. New coll. 

20. Mistake to cust. /client 

21. Boss re personal matter 

22. After success with cust. / 

cl ient 

23. Coll's cust. /client 

24. Cust. /Client emergency 

Unexpectedly meeting a client/customer 
outside work (e. g. in the street) 

Meeting a new colleague 

Explaining a mistake that has been made to 
client/customer 

Talking to your boss about a personal matter 
(i. e. personal to you). 

Talking with colleagues after successfully 
sorting out a difficult client/customer 
problem. 

Dealing with a client/customer who is 
normally dealt with by a colleague 

Having an unexpected or emergency meeting/ 
interview with a client/customer who has a 
problem that cannot wait. 
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APPENDIX E 

Dimension weights for situations on each dimension 

for all 4 subject groups 
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Dimension 

1 

Situation 

Diff. cust. -. 416 -. 195 . 099 -. 028 

Work lull . 233 . 416 -. 290 . 321 

Cust. problem with boss -. 008 -. 108 -. 017 -. 174 

After your diff. cust. -. 007 . 246 . 144 -. 189 

Appraisal . 053 -. 148 -. 093 -. 259 

Another dept. . 175 -. 127 . 143 . 091 

cust. asks imposs. -. 354 -. 075 . 507 -. 329 

Mistake to colls. -. 167 -. 128 . 194 -. 064 

Easy cust. . 257 . 009 -. 286 . 311 

Drink . 259 . 392 -. 426 . 314 

work acquaintance . 014 . 307 -. 192 . 139 

Visitor . 097 -. 056 -. 071 . 032 

Dept. meeting -. 160 -. 172 -. 002 -. 110 

After coll's diff. cust. -. 075 . 095 . 135 . 209 

Routine cust. . 216 -. 087 . 095 . 159 

Mistake to boss -. 362 -. 127 . 211 -. 250 

New cust. . 117 -. 257 -. 077 . 021 

Cust. outside work . 168 . 321 -. 285 . 313 

New coll. . 122 . 043 -. 049 -. 132 
Mistake to cust. -. 360 -. 236 . 213 -. 203 

Boss re personal matter . 051 . 177 -. 159 -. 313 

After success with cust. . 053 . 092 . 130 . 111 
Coll's cust. . 176 -. 165 . 053 . 089 
cust. emergency -. 083 -. 213 . 022 -. 057 

The Building Society Branch Managers 
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Dimension 

1 

Situation 

Diff. client -. 250 -. 223 . 214 -. 530 
Work lull . 269 . 295 -. 278 . 142 
Client problem with boss . 043 . 030 . 183 . 178 
After your diff. client . 201 . 195 . 152 . 025 
Appraisal . 032 -. 012 . 227 . 193 
Another dept. . 150 -. 050 . 061 . 046 
Client asks imposs. -. 239 -. 226 . 338 -. 477 
Mistake to colls -. 310 . 084 -. 001 -. 031 
Easy client . 311 -. 047 -. 257 . 246 
Drink . 339 . 298 -. 441 . 125 
Work acquaintance . 095 . 203 -. 208 -. 235 
Visitor . 037 -. 232 . 029 -. 128 
Dept. meeting . 097 . 075 . 046 . 147 
After coll's diff. client . 013 . 231 . 068 . 110 
Routine client . 194 -. 191 -. 109 . 107 
Mistake to boss -. 298 . 018 . 143 . 035 
New client -. 155 -. 383 . 133 -. 199 
Client outside work -. 148 . 159 -. 247 . 043 
New coll. . 105 . 083 -. 281 -. 055 
Mistake to client -. 283 -. 292 . 149 -. 200 
Boss re personal matter -. 123 . 210 -. 248 . 204 
After success with client . 266 . 230 -. 018 . 173 
Coll's client -. 172 -. 308 . 208 -. 105 
Client emergency -. 176 -. 148 . 135 . 182 

The Advertising Agency Account Executives 
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Dimension 

Situation 1 

Diff - cust. -. 085 . 170 -. 089 -. 209 
Work lull . 300 -. 234 . 288 . 262 
Cust. problem with boss -. 111 -. 174 . 028 -. 307 
After your diff. cust. -. 004 -. 247 -. 214 . 015 
Appraisal -. 405 . 053 . 201 -. 297 
Another dept. -. 196 . 086 -. 347 . 075 
cust. asks imposs. -. 334 . 117 -. 469 . 001 
Mistake to colls. -. 215 . 069 -. 099 -. 036 
Easy cust. . 163 -. 205 . 184 -. 119 

Drink . 299 -. 344 . 403 . 508 
Work acquaintance . 190 -. 125 . 025 . 433 

Visitor . 215 . 184 . 010 -. 073 
Dept. meeting -. 036 . 280 . 057 -. 115 
After coll's diff. cust. . 053 -. 224 -. 19.8 . 128 

Routine cust. . 110 -. 154 -. 040 -. 078 
Mistake to boss -. 321 . 230 -. 110 -. 102 
New cust. . 000 . 230 -. 033 -. 114 
cust. outside work . 218 -. 314 . 219 . 370 

New coll. . 134 . 016 . 028 -. 131 
Mistake to cust. . 124 . 267 -. 233 -. 084 
Boss re personal matter -. 246 . 044 . 309 -. 006 
After success with cust. . 236 -. 188 . 117 -. 009 
Coll*'s cust. . 018 . 166 -. 027 -. 015 
cust. emergency -. 108 . 297 -. 009 -. 094 

The Food Processing and Distribution Company 

Sales Managers 
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Dimension 

1 

Situation 

Diff. client -. 301 -. 269 -. 149 . 148 
Work lull . 314 . 259 . 294 -. 365 
Client problem with boss . 112 . 183 -. 107 . 156 
After your diff. client . 229 . 079 -. 056 -. 249 
Appraisal -. 086 . 059 -. 106 . 110 
Another dept. -. 239 . 199 -. 169 . 329 
Client asks imposs. -. 486 -. 329 -. 276 . 053 
Mistake to colls. -. 170 -. 310 -. 050 -. 065 
Easy client . 236 . 206 . 030 . 115 
Drink . 293 . 156 . 483 -. 359 
Work acquaintance . 120 . 125 . 255 -. 277 
Visitor -. 030 . 024 . 058 . 196 
Dept. meeting -. 164 . 228 -. 135 . 053 
After coll's diff. client . 122 . 046 -. 168 -. 170 
Routine client . 062 . 220 -. 098 . 213 
Mistake to boss -. 140 -. 307 -. 186 . 116 
New client -. 059 . 056 -. 076 . 346 
Client outside work -. 017 . 105 . 208 -. 273 
New coll. . 086 -. 042 . 214 -. 117 
Mistake to client -. 279 -. 405 -. 194 . 118 
Boss re personal matter . 262 -. 136 . 381 -. 120 
After success with client . 167 . 186 . 142 -. 142 
Coll's client . 028 -. 172 -. 157 . 035 
Client emergency -. 062 -. 165 -. 162 . 147 

The Local Authority Social Workers 
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APPENDIX F 

Diagrammatic representations of situation space described 

by pairing combinations of dimensions included in the text 

- building society branch managers 
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DIMENSION 3 LO SOCIO-EMOTIONALITY 

(Rigid) 
(Autocratic) 
(Impersonal) 

(Work oriented) 
0 cust asks imposs 

0 mistake to cust 
0 mistake to boss 

0 mistake to colls 

After your diff cust 0 

After coll's diff cust 

0 Diff cust 

MlIZIENDLY 

(competitive) 

easant 

Cust emergency 0 
0 Dept. meeting 

ust Droblem with boss 

Work acquaintancee 

9 Another dept 

After success with cust 

*Routine cust 

DIMENSION 1 

0 Colf s cust FRIENDLY 

(Cooperative) 

0 New coll 
Visitor, * New cust 

*Appraisal 

(Pleasant) 

0 Boss re personal matter 

Cust outside work 0 0 Easy cust 
Work lull 

0 Drink 

(FleAble) 
(Democratic) 

(Intimate) 
(Socially oriented) 

HI SOCIO-EMOTIONALITY 

The cognitive representation of situation space defined by Dimensions 
1 and 3 for the building society branch managers 
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DIMENSION 4 RELAXED 

(Relaxed) 

After coll'sdiff cust o 

work acquaintanct* 

UARIENDLY 

(Competitive) 
Wiff Cust (Unpleasant) 

mistake to do Ocust 
Coll$ emer 

opt meeting* 

work lull Drink 
Cust outside work* 00 0 

tasy 
cust 

0 Routine cust 

Coll! s cust 
Another dept 

After success with cust 

Visitor, p 0 New cust 

DIMENSION I 
FRIENDLY 

(Pleasant) 

0 New coll 

Cust problem with boss 0 
After your diff cust e 

Mistake to client 

0 Mistake to boss 

Cust asks imposs 

. Appraisal 

Boss re personal matter 

(Tense) 

TENSE 

The cognitive representation of situ3tion space defined by Dimensions I and 4 for 
the building society branch managers. 



- 227 - 

DIMENSION 3 LO SOCIO-EMOTIONALITY 
(Rigid) 

(Autocratic) 
(Impersonal) 

(Work oriented) 
Cust asks imposs 9 

Mistake to custa 0 Mistake to bor. 
04istake to coll 

0 Anoth*r dtpt. 

Diff cust *Routine custo 

FORMAL 0 Coll'scust 

tFormal) 
Cust emergency 

0 D2 t meeting 
(Organised) ----C-ust pi7obTe! 

ý 

with boss 

New cust 
Visitor e 

0 Appraisal 

* After your diff cust 
After coll's diff cust 
After successwith cust 

0 New Coll 

DIMENSION 2 
INFORMAL 

(Informal) 
sorRanised) 

0 Boss re personal matter 

Easy cust . 

Work acquaintance 

Cust outside work 

Work lull 0 

0 Drink 

(Flexible) 
(Democratic) 

(Intimate) 
(Socially oriented) 
1RI SOCIO-EMOTIONALITY 

The cognitive representation Of situation space defined by Dimensions 
2 and 3 for the building society branch managers. 
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DIMENSION 4 RELAXED 

(Relýxed) 

Easy cust * 
Cust outside work* 

Drink 
*tork lull 

0 After coll's diff cust 
Routine custq 

Coll's custe 0 Another dept 

FORMAL 

(F,, ralal) 9 New cust Visitore 

(OrganLsed) Diff cust 

Cust emergency 9 &4istake to col 

. Work acquaintance 
After success with cust 

0 Dept. meeting 

Cust problem with boss 0 

0 Mistake to cust 

9 New coll 

DIMENSION 2 
INFORMAL 

(Informal) 

(Disorganised) 

0 After your diff cust 

Appraisal *0 Mistake to bos 

Cust asks imposs 0 *Boss re personal matter 

(Tense) 

TENSE 

The cognitive rerresentation of situation space defined bydimensiors 2 and 
4 for the building society branch managers. 
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APPENDIX G 

Diagrammatic representations of situation space desribed 

by pairing combinations of dimensions not included in the 

text - advertising agency account handlers 
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DIMENSION 3 WORK ORIENTEWCOMPLICATED 

(Work oriented) 
(Compl cated) 

0 Client asks imposs 

Diff client p Appraisal 

0 Coll's client Client problem with boss 

Mistake to client *After your diff client 
Mistake to boss 0 41ONew client 

Client emergency 

DIMENSION I 

HI ANXIETY After coll's diff 0 
LO ANXIETY 

(Complicated) client 
Deptsime ting 0 Another dept 0 Vi toý 

(Simple) 

(occasional) Mistake to colls (Regular) 

After success with 0 (Pleasant) 
(Unpleasant) client (Relaxed) 
(Tense) 

*Routine client 

0 Work acquaintance 

Client outside worle* Bos re 
per: ona New coll matter 

9 Easy client 

*Work lull 

e Drink 

(Socially'oriented) 
(Simple) 

SOCIALLY ORIENTED/SIMPLE 

The cognitive representation of situation space defined by Dimensions I and 
3 for the advertising agency account handlers. 
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DIMENSION 4 COOPERATIVE 

(Cooperative) 

Boss re personal 0 

Client emergency 0 matter 

After coll's diff client 

HI ANXIETY Client outside work 9 
(Complicated) Mistake to boss 
(occasional) 
(Unpleasant) Mistake to colls 
(Tense) 

0 Easy client 

Appraisal 

*Client problem with boss 4OAfter success Dept meeting 
with client 

* Work lull 

Routine client 00 Drink 

*Another dept DIMENSION I 
LO ANXIETY 

fter you diff client 0 (Simple) 
(Regular) 

(Pleasant) 
(Relaxed) 

eNew coll 

*Coll's client 

*New client 
Ottistake to client 

Visitor 

@Work acquaintance 

*Client asks imposs 
ODiff client 

(Competitive) 

COMPETITIVE 

The cognitive representation of situation space defined by Dimensions 1 and 
4 for the advertising agency account handlers 
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DIMENSION 3 WORK ORIENTED/COMPLICATED 

(Work oriented) 
(Complicated) 

9 Client asks imposs 

Appraisal 0 
ODiff client 

gColl's client 

Mistake to client; * a Mistake to 
Client emergency boss 

ONew client 

FURMAL 

(Impersonal) 
(Organised) 

(Formal) 

Another deptq 

*visitor 

0 Routine clien 

Easy client 0 

Client problem with boss 
*After your diff client 

9 After collis 
DIMENSION 2 

gDept meeting 
diff client 

INFORMAL 

(Intimate) 

e Mistake to colls 
(Disorganised) 

dter success with 0 (Informal) 
client 

0 Work acquaintance 
Client outsile Boss re personal matter 

work 

4p New coll 
0 Work lull 

S Drink 

(Socially'oriented) 
(Simple) 

SOCIALLY ORIENTED/SIMPLE 

The cognitive representation of situation space defined by Dimensions 
2 and 3 for the advertising agency account handlers 
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DIMENSION 4 COOPERATIVE 

(Cooperative) 

Easy client * 

Appraisal 9 0 
Boss re personal matter 

0 Client emergency qClient problem with 
SAfter success withclient 

41Routine client 
boss 

0 Dept meeting *Work lull 
0 e Drink 

After coll's diff client 

FORMAL 
0 Client outside work 

DIMENSION 2 
Another dept 0 After your diff cliWt 

INFORMAL 

(Formal) Mistake to boss (Informal) 

(Organised) 0 Mistake to colls (Disorganised) 
(impersonal) 40 New coll (Intimate) 

0 Coll's client 

0 Visitor 

New client 
*Mistake to client 

* Work acquaintance 

40 Client asks imposs 
0 Diff client 

(Competitive) 

COMPETITIVE 

The cognitive representation of situation space defined by Dimensions 
2 and 4 for the advertising agency account handlers 
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APPENDIX H 

Diagrammatic representations of situation space described by 

pairing combinations of dimensions not included in the text 

food processing anddistribution company sales managers 
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DIMENSION 3 

INTIMATE 
(Intimate) 

Drink 

0 Boss re personal matter 

Appraisal 

a 
Work lull 

*Cust outside work 

*Easy cust 

After success with 
cust 

Dept meetinDD 
HI CONSTRAINT Cust problem 
(Complicated) with boss 

(Rigid) Cust 0 Coll's cust 
emergency New cust 

DIMENSION I 
New coll LO CONSTRAINT 

*Work acquaintance 
Visitor 0 (Simple) 

Mistake to colls 0 Diff cust 0 

0 Mistake to boss 

After your diff cust 40 

ORoutine cust (Flexible) 

*After coll's diff cust 

0 Another dept 

0 Cust asks imposs 

(Imper'sonal) 

IMPERSONAL 

0 Mistake to cust 

The cognitive representation of situation space defined by Dimensions 
I and 3 for the food processing and distribution company sales managers. 
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DIMENSION 4 

PASSIVE 

(Passive) 
0 Drink 

0 Work acquaintance 

OCust outside work 

0 After coll's diff cust 

HI CONSTRAINT 
0 Another dept 

After your 
(Complicated) 4D Cust asks imposs diff cust 0 

, dT-Boss re personalil Coll's cust 0 -g-j- After success with 
matter a Astake to colls cust 

lRoutine *Visitor 
OMistake to boss OCust emergency cust 

0 *Mistake 

Dept meeting 00 to cust 
New custl 0 Easy cust 

0 New coll 

Diff cust e 

Appraisal 9 Cust problem 
with boss 

(Active) 

ACTIVE 

0 Work lull 

DIMENSION1 
LO CONSTRAINT 

(Simple) 

(Flexible) 

The cognitive representation of situation space defined by Dimensions I and 4 for the food processing and distribution company sales managers. 
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DIMENSION 3 

INTIMATE 

(Intim. ate) 

g Drink 

. Work lull 

VCust outsidework 
Easy cust 

4D Boss re personal matter 

Appraisal 

After success with 
cust 

Cust problem 
Work acquairr- *Dept meeting 

DIMENSION 2 

1 NFORMAL /RELAXED with boss 4D 
tance FORMAL/TENSE 

(Informal) 
*New 

col 1 
*Visitor (Formal) 

(Relaxed) 0 Cust emergency(Tense) Routine cust* Coll's 
New cust cust 

09 Diff cust 
stake to colls *Mistake to boss 

0 After coll's diff cust 
After your diff cust 

(Impersonal) 

IMPERSONAL 

*Mistake to cust 

0 Another dept 

SCust asks imposs 

The cognitive representation of situation space defined by Dimensions 2 and 
3 for the food processing and distribution company sales managers. 
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DIMENSION 4 

PASSIVE 

(Passive) 

*Work lull 

Drink 

Work acquaintance 0 

SCust outside work 

*After coll's diff 
cust 

INFORMAL/RELAXED 

(Informal) 

(Relaxed 

*After your diff cust 
4DAtter success w 

cust 

0 Another dept 
DIMENSION 2 

FORMALITENSE 

eCust asks imposs (Formal) 

*Coll's cust (Tense) 
*Mistake to colls 

. Visitor 
0 Mistake to cust Mistake to bosso ocu t emergency New cust 0 ODepst meeting 

Boss re personal matter 

0 Routine cus 

*Easy cust 

New coll 0 

ODiff cust 

Cust problem with boss* 

(Active) 

ACTIVE 

*Appraisal 

The cognitive representation of situation space defined by Dimensions 
2 and 4 for the food processing and distribution company sales managers. 
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APPENDIX I 

Diagrammatic representations of situation space described 

by pairing combinations of dimensions not included in the 

text - local authority social workers 
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DIMENSION 3 

SOCIALLY ORIENTED/SIMPLE 

(Socially oriented) 
(Sirqple) 

*Drink 

eoss re personal 
matter 

Client outside work 0 

*Work lull 
0 Work acquaintance 

*New coll 

*After success with client 

visitor 0 
ALIENATIVE 

(Rigid) 

(Autocratic) 
(Competitive) *Mistake tocoll Rew client 0 

0 Appraisal 
Diff cliont* *Dept meeting 

0 Another dept qClient 
Mistake to 00 emergency 

client Mistake to boss 

0 Client asks imposs 

DIMENSION I 
SUPPORTIVE 

Easy client, (Flexible) 
(Democratic) 

0 After your 
(Cooperative) 

Woutine client 
diff client 

gClient problem with boss 

Coll's client 
eAfter coll's diff client 

(Work oriented) 
(Complicated) 

WORK ORIENTED/COMPLICATED 

The cognitive representation of situation space defined by Dimensions 
and 3 for the local authority social workers. 
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New clients 
0 Another dept 

DIMENSION 4 
ORGANISED 

(Organised) 
(Forrpal) 

Visitor 0 0 Routine client 

qClient problem with boss 

Client emergency 
Diff client 0 
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client 

4pClient asks imposs 

ALIENATIVE 
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(Competitive) 

9 Dept meeting 

OMistake to colls 

Client outside work 0 
&After your dLff client 
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Drink 0 OWork lull 

(Disorganised) 
(Informal) 

DISORGANISED 

Coll's client 

*Easy client 

DIMENSION I 
SUPPORTIVE 

(Flexible) 

(Democratic) 
(Cooperative) 

0 New coll *Boss re personal 
matter 

e After success with client 
*After coll's diff client 

The cognitive representation of situation space defined by Dimensions 
1 and 4 for the local authority social workers 
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DIMENSION 3 

SOCIALLY ORIENTED/SIMPLE 

(Socially oriented) 
(SimAle) 

Boss re personal matter* 

0 Drink 

*Work lull 

New coll 0 
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*Client outside work 

0 After success with client 
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(Unpleasant) 
(Tense) 

(Don't know how to behave) 
(occasional) 
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*Client emergency 

0 Mistake to boss 
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*Visitor LO ANXIETY 

(Pleasant) 
*Easy client (Relaxed) 
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*Routine client (Regular) 
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(Complicated) 

WORK ORIENTED/COMPLICATED 

The cognitive representation of situation space defined by Dimensions 2 
and 3 for the local authority social workers 
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DIMENSION 4 
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(Relaxed) 
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(Regular) 

gAfter success with client 
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0 Another dept 
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The cognitive representation of situation space defined by Dimensions 
2 and 4 for the local authority social workers. 
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