
Magno Oliveira Macambira
Helenides Mendonça
Maria das Graças Torres Paz   Editors

Assessing 
Organizational 
Behaviors
A Critical Analysis of Measuring 
Instruments



Assessing Organizational Behaviors



Magno Oliveira Macambira 
Helenides Mendonça 
Maria das Graças Torres Paz
Editors

Assessing Organizational 
Behaviors
A Critical Analysis of Measuring Instruments



ISBN 978-3-030-81310-9        ISBN 978-3-030-81311-6  (eBook)
https://doi.org/10.1007/978-3-030-81311-6

© The Editor(s) (if applicable) and The Author(s), under exclusive license to Springer Nature 
Switzerland AG 2022
This work is subject to copyright. All rights are solely and exclusively licensed by the Publisher, whether 
the whole or part of the material is concerned, specifically the rights of reprinting, reuse of illustrations, 
recitation, broadcasting, reproduction on microfilms or in any other physical way, and transmission or 
information storage and retrieval, electronic adaptation, computer software, or by similar or dissimilar 
methodology now known or hereafter developed.
The use of general descriptive names, registered names, trademarks, service marks, etc. in this publication 
does not imply, even in the absence of a specific statement, that such names are exempt from the relevant 
protective laws and regulations and therefore free for general use.
The publisher, the authors, and the editors are safe to assume that the advice and information in this book 
are believed to be true and accurate at the date of publication. Neither the publisher nor the authors or the 
editors give a warranty, expressed or implied, with respect to the material contained herein or for any 
errors or omissions that may have been made. The publisher remains neutral with regard to jurisdictional 
claims in published maps and institutional affiliations.

This Springer imprint is published by the registered company Springer Nature Switzerland AG
The registered company address is: Gewerbestrasse 11, 6330 Cham, Switzerland

Editors
Magno Oliveira Macambira
Department of Human Sciences & 
Philosophy
State University of Feira de Santana
Feira de Santana, BA, Brazil

Maria das Graças Torres Paz
Institute of Psychology
University of Brasília
Brasília, DF, Brazil

Helenides Mendonça
Department of Psychology
Pontifical Catholic University of Goiás
Goiânia, GO, Brazil

https://doi.org/10.1007/978-3-030-81311-6


v

Preface

Organizational and work psychology has been historically marked by huge theoreti-
cal, conceptual, and methodological diversity. The number of studies in this field of 
knowledge increases at the same time when deep changes in the production meth-
ods and labor force emerge as a global phenomenon. The twenty-first century – the 
century of technological revolution that was recently affected by the COVID-19 
pandemic – posed drastic changes to civilization in the social and economic fields, 
making the labor world even more complex and uncertain. This ambivalent and 
volatile dynamic, rooted in economic development patterns characterized by 
advances and setbacks, makes the labor world extremely stressing.

The organizations’ sustainability is challenged facing the urgent need to review 
their actions and refocus their strategic decisions. This process may lead to restruc-
turing, mergers, acquisitions, downsizing, off-shoring, outsourcing, and use of tem-
porary labor force, among many other measures. The impacts ensuing from this 
process are not limited to organizations. Rather, they also affect workers who suffer 
financial impacts, reduced labor security, decreased job offers, multiple labor 
demands, and change of work nature and workplace.

In this context, organizational and work psychology, by using measuring instru-
ments built with theoretical and methodological rigor, can contribute to the develop-
ment of diagnostic analyses to enable organizations to implement the evidence-based 
changes required for their survival. A wide range of reasons may lead to the need for 
innovating or reviewing the way organizations function. These reasons may range 
from different problems experienced by organizations in their attempt to fit into to 
the new socioeconomic dynamics, or even because when organizations try to change 
the context they come across the need to change their strategic view and set new 
objectives that give effect to a multitude of changes.

All these events demand diagnoses based on measuring instruments that allow 
accessing the organizational and individual variables, as well as the organizational 
behavior. This would improve the understanding on organizational problems and 
challenges in the scope of systems, work processes, and behavioral aspects. 
Specialized literature, however, indicates a wide variety of measuring instruments, 
many of which susceptible to theoretical or methodological challenging. This entails 
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uncertainties about the use of these instruments by professionals, researchers, and 
students.

This book fills in a gap in international literature by providing critical reviews on 
variables of organizational behavior, notably its measuring instruments. What 
instrument should be used? What instruments present evidence of validity and reli-
ability? Despite the huge effort toward developing measuring instruments, we could 
not find in the international context any collection that systematically presents to 
readers a broader overview on variables and their measuring.

Taken together, the chapters of this book were prepared so as to offer readers 
theoretical reviews followed by technical evaluations of scales internationally 
linked to measuring the phenomena under review, jointly with a critical analysis that 
indicates the future of research on the measuring of organizational behavior. The 
book comprises 12 chapters organized in two parts. The first part is focused on 
micro-organizational perspectives. It comprises measures on job crafting, reactions 
to organizational change, psychological well-being at work, bridge employment 
assessment in the work-retirement transition, resilience at work, and leadership in 
organizations. The second part of the book, titled Macro-Organizational Measures 
and Future Perspectives, brings forth state-of-the-art research on the following con-
structs: quality of life at work, organizational climate for creativity, values and orga-
nizations, assessments of organizational support, and contributions by social 
networks analysis and organizational effectiveness. The last chapter presents a criti-
cal discussion about the nature and future of organization behavior measuring.

This book represents our commitment toward critically thinking over instru-
ments to measure organizational behavior. It is expected to be useful both for the 
academic audience and for market professionals that feel flooded by a list of instru-
ments, missing clear parameters for selection.

Feira de Santana, Brazil� Magno Oliveira Macambira
Goiânia, Brazil� Helenides Mendonça
Brasília, Brazil� Maria das Graças Torres Paz 
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Chapter 1
Job Crafting Measures

Maria Cristina Ferreira, Renata Silva de Carvalho Chinelato, 
and Helenides Mendonça

1.1  �Introduction

For some time, studies aimed at identifying the experiences and the meanings that 
employees attributed to their jobs were developed from work design theories, such 
as that of Hackman and Oldham (1980). These theories were dedicated to describ-
ing the main characteristics of the tasks and roles assigned to employees and the 
ways in which they impact individuals, groups, and organizations. The assumption 
was that the organization should be primarily responsible for structuring and modi-
fying these characteristics, as the employee was seen as a passive recipient of exter-
nal influences related to the task itself and the context in which it is performed 
(Grant & Parker, 2009).

Investigations guided by these approaches have accumulated abundant empirical 
evidence on positive (such as job motivation, well-being at work, effective work 
performance, among others) and negative effects (such as stress, burnout and absen-
teeism, among others) of various characteristics of the work (Grant & Parker, 2009). 
Their objective was to contribute to the improvement of the roles and tasks specific 
to each position and, consequently, to stimulate positive attitudes and behaviors in 
relation to work and organizational productivity (Leana et al., 2009).

However, the nature of work has changed considerably in recent decades, driven 
mainly by the strong development observed worldwide in the areas of information 
and communication technologies and in the services sector, which has led 
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individuals to experience new forms of work (Grant & Parker, 2009). The current 
world of work has seen the advent of teleworking, with virtual and self-managed 
work teams, which work in a collaborative, interdependent, autonomous, and flexi-
ble way to achieve common goals, transcending geographical and cultural boundar-
ies and disregarding the face-to-face interaction (Griffin et al., 2007). Furthermore, 
competitive pressures have led to the need for tasks to be completed at an increas-
ingly faster pace and have amplified the uncertainty inherent in the work context 
(Grant & Parker, 2009). Furthermore, the nature of the workforce has also changed, 
with employees becoming seen as primarily responsible for their own careers. In 
this context, they tend to remain in a single job or organization for less time, seeking 
to gain positions that allow them to achieve their personal and professional goals 
more quickly (Grant & Parker, 2009). In summary, the increased complexity of the 
work promoted by technological advances has meant that currently functions are 
generally formed by a specific set of dynamic working conditions and subjected to 
constant changes (Demerouti & Bakker, 2014).

All of these changes have therefore become incompatible with the passive per-
formance of formally described tasks and roles, which aim to achieve pre-established 
performance standards, as this context no longer fulfills the requirements of the 
current world of work and the needs of employees. In other words, job performance 
comes to be seen as a result mainly linked to the employees’ skills in adapting to 
change, introducing the methods that are most appropriate for the efficient execu-
tion of their tasks and the satisfaction of their needs (Griffin et al., 2007).

As a result, new theoretical perspectives on work design began to emerge in the 
literature in the organizational area, supported by the premise that the employee 
must be active and personally involved in the process of reconfiguring their own 
work (Demerouti, 2014). These approaches, called bottom-up, therefore, comple-
ment the traditional perspectives (referred to as top-down), which focused only on 
making changes in tasks and in the work environment from initiatives developed by 
the organization (Wrzesniewski & Dutton, 2001; Demerouti, 2014).

Among these new theoretical approaches, the job crafting perspective should be 
highlighted (Tims & Bakker, 2010; Wrzesniewski & Dutton, 2001), this being dedi-
cated to the study of the ways in which employees act proactively in their work 
context, in order to identify the problems and solve them (even if this implies chang-
ing routines). The aim is to adjust activities to personal preferences and needs (Tims 
et  al., 2013) and to adapt the organization to its external environment 
(Ghitulescu, 2006).

The first studies on job crafting were predominantly of a theoretical (Wrzesniewski 
& Dutton, 2001) or qualitative nature (Berg et al., 2010). Subsequently, however, 
different measures of the construct emerged, which made it possible not only to 
increase the studies on the prediction of the phenomenon but also to expand its 
nomological network (Schachler et al., 2019).

Accordingly, the purpose of this chapter is to carry out a review and critical 
analysis of the main measurement instruments for the operationalization of job 
crafting. For this, initially we present the two main theoretical perspectives that 
have dominated the literature on this construct for some time, namely, that of 
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Wrzesniewski and Dutton (2001) and the other based on the Job Demands and 
Resources Model (JD-R; Tims & Bakker, 2010), as well as the main instruments 
developed to operationalize the construct, in the context of each of these initial 
approaches. Following this, we describe the theoretical models that have emerged 
more recently, in order to refine and/or integrate these initial approaches, as well as 
the instruments developed or improved, based on these proposed new models. In the 
final considerations, we critically evaluate the revised instruments and suggest new 
paths for research, which may prove to be potentially capable of contributing further 
to the adequate operationalization of job crafting.

1.2  �Job Crafting and Its Measurement from the Perspective 
of Wrzesniewski and Dutton (2001)

According to Wrzesniewski and Dutton (2001), work tasks and the resulting inter-
actions − what individuals do at work and with whom they interact − constitute 
important raw materials that individuals use to shape their professional activities. 
Accordingly, the authors introduced the term job crafting into the literature of the 
organizational area to characterize the process by which employees shape their 
work, making physical and cognitive changes directed toward tasks and interper-
sonal relationships at work.

Physical changes relate to changes in the form, content, number, and type of 
work activities, such as performing usual tasks in new ways. Cognitive changes 
refer to changes in the perception of tasks, such as when a worker realizes that their 
activity contributes to society. Finally, changes in work relationships are related to 
changes in the quality and quantity of interactions maintained with co-workers, as 
in offering colleagues help. By altering any of these elements, the individual alters 
the design of their work and the social environment in which they are inserted 
(Demerouti & Bakker, 2014; Wrzesniewski & Dutton, 2001). To these three initial 
types of job crafting, Wrzesniewski and colleagues (Wrzesniewski et  al., 2012) 
more recently added the job crafting of skills, which refers to the changes that the 
worker implements in their skills in order to better carry out their work.

From this perspective, job crafting is associated with self-initiated changes, 
which employees engage in order to adjust their work activities to their preferences, 
motivations, and passions (Berg et al., 2008). When they obtain greater satisfaction 
of their basic needs through work, they review their identities and strengthen the 
meaning that work has for them (Lichtenthaler & Fischbach, 2019; Zhang & Parker, 
2019). Wrzesniewski and Dutton’s (2001) theory has been called role-based job 
crafting, as the changes it advocates relate to changes made specifically in the job 
roles (Bruning & Campion, 2018).

Several instruments have been developed to evaluate job crafting according to 
this theoretical perspective. One of the first endeavors in this direction was made by 
Ghitulescu (2006), who constructed scales to assess task, relational and cognitive 
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crafting in industry workers and in special education teachers, containing specific 
items for these different samples.

This instrument, however, was not shown to be suitable for research with sam-
ples of workers in general (Slemp & Vella-Brodrick, 2013), which led other 
researchers to propose or adapt instruments for measuring job crafting, using the 
theory of Wrzesniewski and Dutton (2001) as the reference. Among them, the Job 
Crafting Questionnaire (JCQ; Slemp & Vella-Brodrick, 2013), the Job Crafting 
Scale developed by Niessen et  al. (2016), and the Individual and Collaborative 
Crafting Scale (Leana et al., 2009) can be highlighted.

The Job Crafting Questionnaire (JCQ; Slemp & Vella-Brodrick, 2013), in its 
initial version, after qualitative analysis of the items, consisted of 21 items, distrib-
uted equally across the 3 dimensions proposed by Wrzesniewski and Dutton (2001), 
these being task, relational, and cognitive crafting. The instrument was applied in a 
sample of 334 Australian workers and exploratory factor analyses, performed with 
a subsample of 151 randomly selected participants, revealed the presence of 3 fac-
tors, with 7 items in the task and relational dimensions, and 5 items in the cognitive 
dimension. Confirmatory factor analyses, conducted with the other subsample, led 
to the removal of four more items from the original scale, providing a three-factor 
model with good fit to the data. The reliability analyses of the final version of the 
scale, calculated through Cronbach’s Alpha, indicated high internal consistency.

In the convergent validation, the JCQ correlated positively with proactive behav-
iors, such as the behaviors of organizational citizenship and the use of strengths and 
intrinsically motivated goals at work. The instrument also showed positive correla-
tions with satisfaction, contentment, enthusiasm, and positive affects at work. The 
JCQ correlated negatively with negative affects, with the exception of the relational 
dimension, which did not present statistical significance, despite the negative direc-
tion. In addition, the negative relationships, although mostly significant, were 
weaker than the positive ones.

The final version of the JCQ was, therefore, composed of 15 items, distributed 
equally across its 3 dimensions. The instrument begins with a brief explanation 
about job crafting, informing the respondent about the opportunities for change that 
the individual can engage in their work to make it more appealing. Then the partici-
pants are asked to indicate the extent to which they engage in different behaviors, on 
a six-point Likert-type scale, ranging from 1 (hardly ever) to 6 (very often). 
Examples of items: “Introduce new work tasks that you think better suit your skills 
or interests” (task crafting); “Think about how your job gives your life purpose” 
(cognitive crafting); and “Make an effort to get to know people well at work” (rela-
tional crafting).

The JCQ has also been validated in several other cultural contexts. Accordingly, 
Schachler et  al. (2019) evaluated the psychometric properties of the JCQ, in its 
15-item version, however, with a 5-point response scale, in 482 German workers. In 
the confirmatory factor analyses, the original three-factor internal structure was the 
one that best fitted the data, thus corroborating the study by Slemp and Vella-
Brodrick (2013). The reliability analyses carried out through Cronbach’s Alpha 
were also shown to be adequate, although smaller than the original study. In 
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addition, crafting behaviors were positively correlated with personal initiative, 
autonomy, creative self-efficacy, vigor, and job satisfaction. The instrument’s invari-
ance between German and Australian samples was also observed.

Letona-Ibañez et  al. (2019) analyzed the psychometric characteristics of the 
Spanish version of the JCQ, in a sample of 768 employees. Exploratory and confir-
matory factor analyses demonstrated that the original three-factor structure of the 
scale obtained good fit indexes. The composite reliability indexes were considered 
adequate. In the convergent validation, the three scales showed positive correlations 
with engagement at work and negative correlations with burnout.

Pimenta de Devotto and Machado (2020), in turn, evaluated the psychometric 
properties of the JCQ, in its version with 15 items and a 6-point response scale, in 2 
independent samples, composed, respectively, of 261 (sample 1) and 152 (sample 2) 
Brazilian workers. The results of the exploratory (sample 1) and confirmatory (sam-
ple 2) factor analyses indicated that the original three-dimensional structure of the 
scale presented good fit indexes. The instrument also showed adequate internal con-
sistency indexes in the two samples, calculated through Cronbach’s alpha coefficient.

Unlike previous studies, Geldenhuys et al. (2020) performed a validation of the 
15-item version of the JCQ through diary studies. The sample consisted of 134 
South African employees that participated in a 3-week diary study, with the instru-
ments completed on Fridays. Multilevel confirmatory analyses attested to the instru-
ment’s original three-dimensional structure, with good fit indexes. It was also 
observed that intra-role performance was influenced by task crafting and cognitive 
crafting, while extra-role performance was influenced by cognitive and relational 
crafting.

Another scale designed to assess job crafting in the context of Wrzesniewski and 
Dutton’s theory (2001) was developed by Niessen et al. (2016). The initial version 
of the scale consisted of 12 items, distributed over the 3 dimensions recommended 
in the typology of Wrzesniewski and Dutton (2001), and was tested with a total 
sample of 466 German workers.

Exploratory factor analyses conducted with one of the subsamples (233 respon-
dents), as well as confirmatory factor analyses performed with the other subsample 
(233 respondents), resulted in a three-dimensional job crafting structure that pre-
sented good fit indexes, after the elimination of three items. The internal consis-
tency of the general measure, calculated through Cronbach’s Alpha, as well as that 
of the subscales, proved to be adequate. In the convergent validation, the results 
confirmed the hypotheses of positive correlations between the three dimensions of 
job crafting and personal initiative and the behavior of organizational citizenship. In 
a second study with 118 workers, measured in 2 stages over a 2-week interval, the 
structure of the scale was confirmed.

This led to the final version of the scale, composed of nine items, distributed 
equally across its three dimensions. Participants are instructed to rate the crafting 
activities based on the question “So that the job I do suits me...”, according to a five-
point Likert-type scale, ranging from 1 (not at all) to 5 (absolutely). Examples of 
items: “I concentrate on specific work tasks” (task crafting); “I find personal 
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meaning in my tasks and responsibilities at work” (cognitive crafting); and “I invest 
in the relationships with people whom I get along with the best” (relational crafting).

Still considering Wrzesniewski and Dutton’s (2001) theory, but extending the 
original job crafting concept, which is of an individual nature, Leana et al. (2009) 
developed a scale designed to assess individual crafting (proactive behaviors that 
alter the work) and collaborative crafting (joint efforts made by employees to change 
their work). The instrument contains 12 items, equally distributed between the 2 
subscales, and was validated in a sample of 232 North American teachers, having 
presented good internal consistency indexes.

Participants are asked to indicate the frequency with which they engaged in some 
job crafting behaviors on their own or in collaboration with coworkers, on six-point 
Likert-type scales, ranging from 1 (never) to 5 (every day). Examples of items: 
“Introduce new approaches on your own to improve your work in the classroom” 
(individual crafting) and “Work together with your coworkers to introduce new 
approaches to improve your work in the classroom” (collaborative crafting).

The scale by Leana et  al. (2009), similarly to the scale of Ghitulescu (2006), 
received criticism for containing items that were very specific to the study sample, 
which prevented its use with samples of workers in general (Slemp & Vella-
Brodrick, 2013). However, it has been validated in other cultural contexts, in studies 
in which its original items have been adapted, in order to be answered by workers in 
general.

Llorente-Alonso and Topa (2019) adapted and validated the scale with a sample 
of 302 Spanish workers, having confirmed the instrument’s two-dimensional struc-
ture with good fit indexes and good reliability indexes, with both dimensions of the 
scale correlating positively with job engagement. Di Fabio (2020) also confirmed 
that the scale’s two-dimensional structure presented good fit indexes, by adopting 
confirmatory factor analysis procedures, in the validation for a sample of 237 Italian 
workers. The internal consistency indexes were very good, and the two scales cor-
related positively with acceptance of change and job satisfaction.

1.3  �Job Crafting and Its Measurement from the Perspective 
of the Job Demands and Resources Model

Inspired by the perspective of Wrzesniewski and Dutton (2001), but aiming to not 
be restricted to only the modification of tasks and relationships, Tims and collabora-
tors (Tims & Bakker, 2010; Tims et al., 2012) developed a typology of job crafting 
theoretically supported by the Job Demands and Resources Model (JD-R; Bakker & 
Demerouti, 2017). The aim was to link the construct to a greater number of aspects 
of the work and occupations context.

According to the JD-R Model, all the characteristics inherent to the work context 
can be allocated to two categories: job demands and job resources. Job demands 
relate to the characteristics of the work context (physical, psychological, social, and 
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organizational) that require physical or psychological (cognitive and emotional) 
efforts from the worker and, consequently, imply physiological and psychological 
costs. Work overload and difficult interactions with customers are examples of these 
work demands. Job resources, in turn, refer to characteristics of work situations that 
reduce job demands and the costs associated with them, being functional for achiev-
ing goals and stimulating learning and personal development. These resources can 
be found in the organization (e.g., career opportunities, safety at work), in the inter-
personal environment of the worker (e.g., support from colleagues, supervisors), in 
the work organization (e.g., clarity of roles, participation in decision-making) and in 
the task context (e.g., autonomy, variety of skills) (Bakker & Demerouti, 2017).

In an extension of the JD-R Model, some authors (Crawford et al., 2010) also 
distinguish between challenging demands and hindrance demands. Challenging 
demands (such as work overload and time pressure) relate to characteristics of the 
work context that require extra effort in their execution but contribute to the employ-
ee’s development, which is why they are perceived as positive. Hindrance or obsta-
cle demands, however, hinder the development of the employee and obstruct the 
achievement of their objectives, being therefore perceived as negative.

Based on the JD-R model, Tims and Bakker (2010)  proposed that job crafting 
concerns proactive and self-initiated changes that employees make in their work 
context, in order to obtain a balance between the demands and resources of their 
work and their personal needs and skills. In this sense, they seek to decrease the 
demands and increase the resources of the job, as a way of achieving better adapta-
tion to it (person-work fit) and greater motivation to achieve their work goals.

According to Petrou et al. (2012), job crafting manifests itself in daily and non-
episodic actions, which can be performed in any occupational situation, including 
very stable environments with clearly described work procedures. According to the 
authors, even in these environments, employees need to adopt job crafting, as a way 
to make adjustments in their work context that are more appropriate to their prefer-
ences and, therefore, make them more motivated and healthier.

In summary, from the perspective of the JD-R Model, job crafting consists of 
changes that employees make in their job demands and resources, based on their 
abilities and needs, to make work more rewarding and fitting to them (Demerouti & 
Bakker, 2014; Tims & Bakker, 2010; Tims et al., 2012). This perspective has been 
designated as resource-based job crafting, as its main goal is to restore the balance 
between the person and their work, by manipulating the underlying resources and 
demands (Bruning & Campion, 2018).

Tims et al. (2012) consider that job crafting behaviors are characterized by four 
dimensions: increasing structural job resources, increasing social job resources, 
increasing challenging job demands, and decreasing hindering job demands. The 
increase in structural resources is associated with changes in aspects intrinsic to the 
design of the job, such as requests for more autonomy, while the increase in social 
resources refers to changes in aspects of the social context in which the work is car-
ried out, such as requests for more feedback from colleagues and supervisors. The 
increase in challenging demands, in turn, focuses on the effort so that difficult goals 
are maximized, as in the case of seeking inclusion in new projects, while the 
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decrease in hindering demands includes attempts to reduce tasks that prevent the 
achievement of goals, such as, for example, seeking to reduce the emotional over-
load inherent in the tasks performed.

Among the job crafting scales that adopt the Job Demands and Resources Model 
as a theoretical reference, the Job Crafting Scale (JCS), developed by Tims et al. 
(2012) should be highlighted, as well as the adaptations which it has undergone. In 
its initial version, the scale contained 42 items and was validated in three different 
studies, which involved 1181 Dutch workers. Although the authors initially tested a 
three-dimensional model (increasing job resources, increasing challenging demands, 
decreasing hindering demands), successively carried out exploratory and confirma-
tory factor analyses led to the elimination of several items and indicated that the best 
fit indexes were obtained through a structure composed of four factors: increasing 
structural resources, increasing social resources, increasing challenging demands, 
and decreasing hindering demands. The internal consistency of these factors, calcu-
lated through Cronbach’s Alpha, presented adequate results.

In the convergent validation, positive correlations were observed between the 
four job crafting dimensions and the proactive personality, as well as between three 
of the job crafting dimensions and personal initiative. Negative correlations were 
found between cynicism and three of the job crafting dimensions. Additionally, in 
support of criterion validity, the results indicated that the self-reports on job crafting 
correlated positively with the reports of colleagues on the subject.

The instrument by Tims et al. (2012) contains 21 items. It asks respondents to 
reflect on the way they behave in relation to work and, then, indicate the frequency 
with which they perform these behaviors, according to a five-point Likert-type 
scale, varying from 1 (never) to 5 (often). Examples of items: “I try to develop my 
capabilities” (increasing structural job resources); “I look to my supervisor for 
inspiration” (increasing social job resources); “When an interesting project comes 
along, I offer myself proactively as project co-worker” (increasing challenging job 
demands); and “I make sure that my work is mentally less intense” (decreasing 
hindering job demands).

The original version of the Job Crafting Scale (JCS; Tims et al., 2012) has been 
validated in several other cultural contexts, although its original four-factor struc-
ture has not always been confirmed. The study by Akin et al. (2014), carried out 
with a sample of 364 Turkish workers; that of Lichtenthaler and Fischbach (2016), 
conducted with a sample of 412 German workers; that of Peral and Geldenhuys 
(2019), involving a sample of 318 South African workers and adopting the Item 
Response Theory (Rasch model) to examine the internal structure of the scale; and 
the study of Bakker et al. (2018), carried out with a sample of 896 Spanish workers, 
confirmed the original four-factor structure of the scale, with their dimensions pre-
senting good internal consistency indexes.

However, the validation of the scale in a Brazilian sample of 491 workers 
(Chinelato et al., 2015) found that the results obtained in the confirmatory factor 
analyses did not allow the full reproduction of the original structure of the scale. 
The final version had 14 items, distributed in 3 first-order factors (increasing struc-
tural job resources, increasing social job resources, increasing challenging job 
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demands), with a general second-order factor (job crafting), which presented ade-
quate internal consistency indexes.

Similarly, Cenciotti et al. (2016) adapted the JCS to the Italian context, using a 
sample of 721 workers, but considered only the three positive dimensions of the job 
crafting behaviors. The exploratory and confirmatory factor analyses showed that 
the final model of 13 items, distributed in 3 factors (increasing structural resources, 
increasing social resources, increasing challenging demands), was the one that pre-
sented the best fit indexes, in addition to adequate internal consistency indexes.

A version of the JCS was also validated with a sample of 470 South African work-
ers, divided into 2 different samples (De Beer et  al., 2016). The results obtained 
revealed a three-dimensional structure, with 21 items, as the best solution for the scale. 
This version obtained good internal consistency indexes but proved to be different 
from the structure obtained in the two previous studies, by combining the increasing 
structural job resources and the increasing challenging job demands into a single factor.

Contrary to previous studies, in which the best solution implied the reduction of 
the four original factors of the JCS, Eguchi et al. (2016), when validating the scale 
in a sample of 972 Japanese workers, found that the best solution obtained was that 
of 5 factors, with 21 items. Therefore, the dimension of decreasing hindering 
demands was divided into two (decreasing emotional demands and decreasing cog-
nitive demands), with all dimensions showing good internal consistency indexes.

Other studies involving the Job Crafting Scale (JCS; Tims et al., 2012) have aimed 
to make adaptations to it, through the proposition and testing of reformulated instru-
ments, which sometimes expand and sometimes reduce the dimensions originally 
proposed for the scale. Petrou et al. (2012), adopting a slightly different perspective 
from that previously proposed by Tims and Bakker (2010), but still referring theoreti-
cally to the Job Demands and Resources Model, conceptualized job crafting behav-
iors as voluntary actions initiated by employees, which aim to seek resources, to seek 
challenges, and to reduce demands. Therefore, the categories of increasing structural 
resources and increasing social resources, of the typology proposed by Tims and 
Bakker (2010), were combined into a single category, called seeking resources.

Based on this typology, Petrou et al. (2012) reformulated the JCS (Tims et al., 
2012), aiming to obtain an instrument that could be used to measure job crafting as 
a trait (general measure) and as a state (daily measure). The scale was applied in a 
sample of 95 Dutch workers, who completed the general questionnaire and then 
answered it daily, for another 5 days. The results of the confirmatory factor analyses 
supported the three-factor structure proposed by the authors, with good fit indexes, 
both for the general version (with 13 items) and the version of the scale for diary 
studies (with 10 items). The internal consistency indexes of the three dimensions, in 
both versions, proved to be reasonable. There were also positive correlations at the 
daily level between seeking challenges and engagement at work, as well as negative 
correlations between reducing demands and engagement. In some later studies 
(Petrou, Demerouti, & Schaufeli, 2015; Petrou, Demerouti, & Schaufeli, 2018), the 
version of the scale for general measurement was reduced to 11 items, with the 
elimination of 2 items, the factor loadings of which were below .40, in the original 
study by Petrou et al. (2012).
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The job crafting measurement instrument by Petrou et al. (2012) invites the par-
ticipant to indicate how often they engage in some behaviors during the past 3 months 
(general measure) or in the past day (daily), on a five-point Likert-type scale, ranging 
from 1 (never) to 5 (often). Item examples: “I ask others for feedback on my perfor-
mance” (seeking resources); “I ask for more responsibilities” (seeking challenges); 
and “I try to ensure that my work is less physically intense” (reducing demands).

Another review of the JCS was proposed by Nielsen and Abildgaard (2012), as 
they considered that some of the items on the scale were not appropriate to the work 
context of blue collar employees. Based on interviews with these workers, the 
authors then chose to review and add items to the JCS, producing an initial version 
with 22 items, of which only 9 originally belonged to the scale. This version was 
adopted in a longitudinal two-wave study (NT1 = 362; NT2 = 408), with an interval 
of 1 year, carried out with Danish employees that worked in postal delivery services.

Exploratory and confirmatory factor analyses indicated that the best structure of the 
scale, after excluding seven items, was associated with a five-factor solution (increas-
ing challenging job demands, increasing social job resources, increasing quantitative 
job demands, decreasing social job demands, decreasing hindering job demands), 
which obtained adequate internal consistency indexes. However, the decreasing hin-
dering job demands dimension was left with only two items, and its internal consis-
tency was not assessed. The different dimensions of the scale also presented positive 
relationships with work engagement and job satisfaction, and negative, with burnout.

The scale proposed by Nielsen and Abildgaard (2012)  was therefore composed 
of 15 items, to be answered on a 5-point Likert-type scale, ranging from 1 (never) 
to 5 (very often), according to the frequency with which the respondents present 
each of the individual job crafting behaviors. Examples of items: “When a new task 
comes up I sign up for it” (increasing challenging job demands); “I ask for feedback 
on my performance from my customers” (increasing social job resources); “When 
there isn’t much to do I offer my help to colleagues” (increasing quantitative job 
demands); “I try to avoid emotionally challenging situations with my customers” 
(decreasing social job demands); and “I ensure that my work is the least burdening/
straining” (decreasing hindering job demands).

Nielsen et al. (2017) named the instrument proposed by Nielsen and Abildgaard 
(2012) the Job Crafting Questionnaire (JCRQ) and examined its psychometric prop-
erties using data collected in a diary study with 164 Spanish workers, a longitudinal 
study in three waves with 191 Spanish workers and a cross-cultural study with sam-
ples from Spain (N = 164), the United Kingdom (N = 109), China (N = 170), and 
Taiwan (N = 165). The results obtained confirmed the five-factor structure proposed 
by Nielsen and Abildgaard (2012), with a version of the scale composed of 14 items 
(reduction of 1 item in the increasing challenging job demands dimension). This 
version was replicated in the four countries and presented adequate indexes of test-
retest reliability, as well as criterion validity throughout the different studies, 
through positive relationships of the scales with well-being and performance mea-
sures. Similarly, the study by Ghadi (2019) confirmed the factorial structure of the 
Job Crafting Questionnaire, with 15 items (JCQR-15), in a sample of 513 Jordanian 
workers, as well as its convergent validity, when obtaining positive correlations of 
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the different scales with affective commitment and performance, and negative cor-
relations with loneliness at work, stress, anxiety, and depression.

A revision of the original version of the Job Crafting Scale (JCS; Tims et al., 2012) 
was also proposed by Sora et al. (2018), in order to validate a shorter version of the 
instrument. For this, the authors selected, from each of the dimensions of the instrument, 
the three items that best represented the conceptual meaning of the dimension and that, 
in previous studies, had presented factor loadings above .60. This reduced version, made 
up of 12 items, was applied in a sample of 1647 Spanish workers. The confirmatory 
factor analyses supported the four-factor structure of this version, with good fit indexes. 
The four dimensions of the scale also presented reasonable internal consistency indexes, 
as well as positive correlations with work performance and personal growth.

Yen et al. (2018) also developed a scale based on the model by Tims et al. (2012), 
specifically aimed at evaluating job crafting in tour guides. Based on some items 
from previously developed scales (Leana et al., 2009; Slemp & Vella-Brodrick, 2013; 
Tims et al., 2012), as well as the analysis of interviews from focus groups, the authors 
came up with an initial version of the scale composed of 36 items. The instrument 
was tested on two different samples of Thai tourist guides (N1 = 268; N2 = 253), who 
were asked to give their answers on five-point Likert-type scales, ranging from 1 
(strongly disagree) to 5 (strongly agree). Exploratory and confirmatory factor analy-
ses led to a final version of 30 items, distributed over four dimensions (increasing 
structural job resources, increasing social job resources, increasing challenging job 
demands, decreasing hindering job demands), which presented good structural fit 
indexes and high internal consistency indexes. It was also observed that the four 
dimensions of the scale presented positive correlations with a person-job fit scale.

In summary, the Job Crafting Scale (JCS), originally developed by Tims et al. 
(2012), as well as its adaptations and reformulations, has been widely adopted in 
studies focusing on the job crafting, from the perspective of the Job Demands and 
Resources Model (Pimenta de Devotto & Machado, 2017). These studies have been 
carried out in different cultural and occupational contexts and have focused on the 
investigation of the construct’s nomological network, as attested by two recent 
meta-analyses (Lichtenthaler & Fischbach, 2019; Rudolph et al., 2017), as well as 
on carrying out interventions aimed at stimulating it (Oprea et al., 2019). Therefore, 
they are increasingly contributing to the dissemination of the JD-R model as the 
theoretical support for investigations on job crafting (Bakker & Demerouti, 2017).

1.4  �Comparison, Refinement, and Integration 
of the Role-Based and Resource-Based Job Crafting 
Perspectives and Their Measurement

The perspectives of Wrzesniewski and Dutton (2001) and those referring to the Job 
Demands and Resources Model (Tims et al., 2012) show certain similarities, but 
also some differences. Both focus on the description of strategies aimed at 
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reconfiguring work situations, by facing problems and seeking better solutions 
(Demerouti, 2014). Furthermore, both focus on the content of the crafting, that is, 
on certain aspects of the work that are crafted (Hu et al., 2020), with the crafting 
being beneficial for the employee, by contributing to facilitate their job motivation 
(Lichtenthaler & Fischbach, 2019).

Despite these similarities, the two theories differ in that, from the perspective of 
Wrzesniewski and Dutton (2001), job crafting is entirely motivational in nature, 
since its objective is only to increase the meaning of the job and the identification 
with it. The approach of Tims and colleagues (Tims & Bakker, 2010; Tims et al., 
2012) focuses not only on motivational aspects but also on occupational health 
aspects, considering that job crafting is characterized as a way to balance resources 
with demands, in order to obtain a better fit between the person and their job and, as 
a consequence, avoid stress at work and protect the employee’s health (Bruning & 
Campion, 2018; Niessen et al., 2016).

Add to this the fact that the model of Tims and colleagues (Tims & Bakker, 2010; 
Tims et al., 2012) refers only to changes in tangible aspects of the job (characteris-
tics of work associated with demands or resources), while that of Wrzesniewski and 
Dutton (2001) concerns changes in tangible (tasks and relationships) and intangible 
aspects (cognitive alterations) of the job (Lichtenthaler & Fischbach, 2019). 
Therefore, the two theories differ in terms of the specific content of the job crafting 
strategies, with the first addressing changes in work characteristics, and the second, 
changes in tasks, relationships, and cognition about the job itself (Zhang & Parker, 
2019). Even so, some authors (Demerouti, 2014; Rudolph et al., 2017) consider that 
the changes in tasks, proposed by Wrzesniewski and Dutton (2001), bear conceptual 
similarity with the changes in the job demands (increasing challenging demands 
and decreasing hindrance demands), proposed by Tims and Bakker (2010), whereas 
the relational changes resemble the changes in the social job resources.

These divergences meant that, for some time, studies on job crafting adopted 
only one of these two traditional perspectives on the construct. Consequently, only 
the crafting strategies contained within these theories were measured. More recently, 
however, there have been several proposals in the literature to refine these initial 
approaches and their measurement, which seek to associate the different job craft-
ing strategies (crafting content) with the way in which this phenomenon occurs 
(crafting form).

In characterizing the job crafting forms, researchers have used several terms that, 
in the final analysis, can be seen as synonyms, and which represent two general 
motivational trends of action, associated with approach/promotion/expansion or 
avoidance/prevention/contraction (Hu et al., 2020). In this sense, job crafting ori-
ented to the first perspective leads the employee to expand the elements of their 
work, while job crafting oriented to the second perspective leads the employee to 
make changes aimed at preventing negative results from occurring (Bindl 
et al., 2019).

Taking into account the theory of Wrzesniewski and Dutton (2001), Laurence 
(2010) formulated one of the first proposals on these forms of crafting, distinguish-
ing between job crafting oriented to expansion or contraction, associated, 
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respectively, with the increase or decrease in the number or complexity of tasks and 
interactions at work. Later, Weseler and Niessen (2016) adopted this concept in the 
refinement of the questionnaire proposed by Niessen et al. (2016), previously men-
tioned. For this, they added five items to the original instrument, so that it also 
contained items related to the reduction of tasks and the reduction of relationships. 
This version, containing 14 items, with a 5-point Likert-type response scale ranging 
from 1 (disagree) to 5 (agree), was validated with two different samples, the first 
consisting of 138 German workers, and the second, of 131 dyads of German employ-
ees and their supervisors.

The confirmatory factor analyses carried out on the two samples showed that the 
five-factor model (crafting by extending task boundaries, crafting by reducing task 
boundaries, crafting by extending relational boundaries, crafting by reducing rela-
tional boundaries, cognitive crafting of task boundaries) was the one with the best 
fit indexes. The internal consistency indexes of these factors, in the two samples, 
proved to be adequate. It was also verified that crafting by extending tasks corre-
lated positively with the self- and peer-rated performance, while crafting by extend-
ing relationships presented positive correlations only with the self-rated performance. 
The crafting by reducing tasks was negatively correlated with self-rated perfor-
mance, while crafting by reducing relationships was negatively correlated with self- 
and peer-rated performance.

Also restricting itself to the theory of Wrzesniewski and Dutton (2001), but artic-
ulating this with the needs of individuals and with the motivational theory of regula-
tory focus (Higgins, 1997), Bindl et al. (2019) argue that the individual needs of 
employees motivate them to adopt different strategies for changes in their work, 
which differ in terms of focus on promotion or prevention. The authors defined eight 
types of job crafting strategies, associated with promoting or preventing changes in 
job tasks, relationships, skills, and cognitions.

For the operationalization of their model, Bindl et al. (2019) developed a ques-
tionnaire initially containing 33 items, adapted from scales previously developed or 
specifically constructed for the study. The instrument was validated in three differ-
ent samples (N = 421-cross-sectional study; N = 144-diary study; N = 388-three-
wave study), composed of workers from the United States and the United Kingdom. 
Adopting exploratory and confirmatory factor analysis procedures, the authors 
obtained results that supported the initially proposed model, composed of eight 
dimensions, with the elimination of five items, which showed good internal consis-
tency indexes. The hypotheses regarding the positive relationships between 
promotion-oriented strategies and innovation were also proven. The final version of 
the scale therefore consisted of 28 items, to be answered on a 5-point Likert-type 
scale, ranging from 1 (not at all) to 5 (a great deal). Participants are asked to indicate 
the extent to which they have engaged in the different job crafting strategies high-
lighted in each item, over the past week.

Regarding the refinement of the job crafting model based on the JD-R, Costantini 
et al. (2021) proposed a multidimensional and hierarchical job crafting model of a 
behavioral nature (superordinate construct), which unfolds as a second level, formed 
by the dimensions of expansion and contraction, which differ in a third level, in 
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which the strategies of seeking resources and seeking challenges reflect the expan-
sion dimension, and the strategies of decreasing demands and optimizing demands 
reflect the contraction dimension. In this way, the authors add to the types of craft-
ing based on the JD-R model (Tims et al., 2012; Petrou et al., 2012), the demand 
optimization strategy. This strategy was introduced by Demerouti and Peeters 
(2018), and although it is associated with the demands reduction dimension, it nev-
ertheless implies an active performance regarding obstacles, in order to eliminate 
them and, consequently, make work processes more efficient, unlike the demand 
reduction strategy, which relates to the passive removal of obstacles that hinder the 
development of work processes and generate stress.

To test the validity of the hierarchical behavioral job crafting model, Costantini 
et al. (2021) conducted a cross-sectional study (N = 936), a diary study (N = 199), 
and a longitudinal study (N = 226) with Italian workers. In the operationalization of 
the model, the authors adopted a questionnaire composed by the scale of Petrou 
et  al. (2012), previously mentioned, which measures seeking resources, seeking 
challenges, and reducing demands, as well as the scale of Demerouti and Peeters 
(2018), which measures the optimization of demands. The instrument was com-
posed of 13 items, to be answered on a 5-point Likert-type scale, ranging from 1 
(never) to 5 (often), according to the frequency of engagement in the described 
behaviors, in the past 3 months.

The exploratory and confirmatory factor analyses showed that the four-factor 
structure was the one that produced the best fit indexes for the instrument to the 
data. It was also found that the internal consistency indexes for the four factors were 
good. Additionally, the general construct of behavioral crafting was positively 
related to job engagement and, negatively, to exhaustion.

Bruning and Campion (2018) went on to develop one of the first taxonomies 
integrating the approach of Wrzesniewski and Dutton (2001), which they called the 
role perspective, with the one based on the JD-R Model (Tims et al., 2012), which 
they called the resource perspective, in addition to articulating them with the moti-
vational theory of approach and avoidance (Elliot, 1999), in a model that they called 
the “role-resource approach-avoidance model of job crafting.” According to the 
authors, approach crafting is characterized by activities motivated and focused on 
the problem, which seek to increase resources and accept challenges, aiming to 
improve the work experience. Avoidance crafting is intended to reduce or eliminate 
parts of the job itself. In this way, they propose four general categories of job craft-
ing: approach role crafting, approach resource crafting, avoidance role crafting, and 
avoidance resource crafting.

Based on this taxonomy and adopting qualitative research methods (interviews), 
Bruning and Campion (2018) arrived at the characterization of seven types of job 
crafting strategies: work-role expansion and social expansion (approach role craft-
ing) and work-role reduction (avoidance role crafting); work resource organization, 
work resource adoption, and work resource metacognition (approach resource craft-
ing); and work withdrawal (avoidance resource crafting). Next, the authors devel-
oped a questionnaire that was validated in a second study, including a sample of 323 
American workers. Confirmatory factor analyses confirmed the seven-factor 
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structure of the instrument, with good fit indexes, which obtained adequate internal 
consistency indexes. In the convergent validation of the instrument, its different 
dimensions correlated, in the directions expected, with work enrichment, engage-
ment, performance, strain, and work disinvestment. The instrument consists of 30 
items, to be answered on a 5-point Likert-type scale, ranging from 1 (never) to 5 (all 
the time).

Lichtenthaler and Fischbach (2019) also integrated the role and resources per-
spective, articulating them with the regulatory focus theory (according to the previ-
ous proposal by Bindl et  al., 2019). For the authors, therefore, job crafting is 
associated with changes in the limits and perceptions of the job roles, as a way to 
obtain gains (promotion-focused job crafting) or to avoid losses (prevention-focused 
job crafting) in motivation, health, and performance. In this sense, they define five 
types of promotion-focused job crafting: increasing job resources, increasing chal-
lenging job demands, expansion-oriented task crafting, expansion-oriented rela-
tional crafting, and expansion-oriented cognitive crafting. Regarding 
prevention-focused job crafting, three types are defined: decreasing hindering job 
demands, contraction-oriented task crafting, and contraction-oriented relational 
crafting. The model proposed by the authors was tested in a meta-analysis that 
involved studies on job crafting carried out from the role and resources perspective 
and confirmed the predictions about the beneficial and harmful effects of different 
types of job crafting on the well-being of the employee.

Seeking to advance in relation to the previous typologies, which articulate only 
two levels of job crafting (form and content), Zhang and Parker (2019) proposed 
that the referred construct can be characterized though a three-level hierarchical 
structure. The first level is defined by the approach or avoidance orientation; the 
second, by the behavioral or cognitive form; and the third, by the content based on 
resources or demands. The combination of the three levels gives rise to eight types 
of job crafting: seeking job resources (approach resources crafting of a behavioral 
nature), increasing challenging job demands or addressing hindering job demands 
(approach demands crafting of a behavioral nature), reframing mentally one’s job to 
perceive more positive aspects of the work (approach resources crafting of a cogni-
tive nature), reappraising mentally one’s demands to view them as more challenging 
or less hindrance (approach demands crafting of a cognitive nature), avoiding jobs 
with few positive resources (avoidance resources crafting of a behavioral nature), 
avoiding jobs with few challenging demands or many hindering demands (avoid-
ance demands crafting of a behavioral nature), reframing mentally one’s job to 
avoid that aspects with few positive resources (avoidance resources crafting of a 
cognitive nature), and reframing mentally one’s job to avoid the experience of 
demands (avoidance demands crafting of a cognitive nature) (Zhang & Parker, 2019).

In summary, the most recent theorizing regarding job crafting, which integrated 
the role and resources theories with the approach/promotion/expansion and avoid-
ance/prevention/contraction perspectives, starts from the assumption that job craft-
ing concerns the use of self-initiated strategies by employees (Tims & Parker, 2020). 
When adopting them, employees can, however, choose to expand the resources, 
boundaries, and meaning of their job, so that it starts to have more positive 
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characteristics, or to reduce or limit them, as a way to prevent the negative aspects 
involved in their work (Costantini et al., 2021; Tims & Parker, 2020). Therefore, the 
motivations for the employee to engage in job crafting strategies can be proactive, 
when the individual seeks to expand resources to achieve a certain objective, or 
reactive, when they reduce their resources to face the adverse aspects of their work 
(Lazazzara et al., 2020).

It should be emphasized, however, that the concept that the avoidance strategy is 
reactive, rather than proactive, is not yet consensual in the literature, since theoreti-
cally it concerns active changes aimed at avoiding the negative aspects of the job. 
These changes could characterize it as a proactive strategy with positive conse-
quences for the employee, like other types of crafting (Tims & Bakker, 2010; Zhang 
& Parker, 2019). However, meta-analyses (Lichtenthaler & Fischbach, 2019; 
Rudolph et al., 2017) and recent literature reviews (Lazazzara et al., 2020; Zhang & 
Parker, 2019) have highlighted that job crafting aimed at expansion of the scope of 
the job has been shown to be beneficial to the employee, whereas crafting aimed at 
reducing the scope of the job is detrimental to the employee.

With regard to the operationalization of the multiple job crafting strategies advo-
cated by the different theoretical perspectives of the construct, Hu et  al. (2020) 
developed one of the first studies aimed at verifying the similarities and differences 
between these diverse operationalizations. For this, they compared the JCQ (Slemp 
& Vella-Brodrick, 2013), which measures task, relational and cognitive crafting; the 
JCS (Tims et al., 2012), which measures increasing structural resources, increasing 
social resources, increasing challenging demands, and decreasing hindering 
demands; the instrument developed by Weseler and Niessen (2016), which they 
called the Job Crafting Measure (JCM), which measures task and relational crafting 
by expansion and contraction, as well as cognitive crafting; the Overarching Job 
Crafting Scale (OJCS; Hu et al., 2019) which is unified and emphasizes changes in 
the job to optimize well-being; and the Combined Job Crafting Scale (CJCS; Bizzi, 
2017), which consists of a revised version of the scale by Leana et al. (2009) and is 
also unifactorial, thus providing a global score related to crafting behaviors aimed 
at changes in the structure of tasks.

The study comprised two samples, with a total of 364 Chinese workers. The 
results of the exploratory factor analysis showed the three scales of the JCQ, the 
four scales of the JCS, the two scales of the JCM (cognitive crafting and task expan-
sion), the OJCS and the CJCS loaded in a first factor (approach crafting), while the 
scales of reducing tasks, reducing relationships, and expanding relationships of the 
JCM loaded in a second factor (avoidance crafting), which reflects an active coping 
strategy.

Accordingly, the behavioral and cognitive crafting strategies overlapped in some 
way, as they loaded in the same approach crafting factor. In addition, approach 
crafting demonstrated greater predictive strength in work engagement and innova-
tion behavior, when compared to avoidance crafting. Hu et al. (2020), therefore, 
shed light on the importance of job crafting and self-regulation, by demonstrating 
that the emission of positive attitudes to the detriment of passive attitudes of behav-
ior avoidance leads to greater work engagement. Passive attitudes of behavior 
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avoidance, however, are detrimental to work engagement, being characterized as 
dysfunctional self-regulation. The authors concluded that behavioral crafting, com-
posed of approach behaviors and active coping behaviors, is the one that best fulfills 
the characterization of the construct as an adaptive behavior that leads to the best fit 
between the person and their job.

1.5  �Final Considerations

This chapter described the characteristics of the main instruments developed for 
measuring job crafting, contextualizing them according to the theoretical 
perspective(s) adopted in their construction process, with a synthesis of these instru-
ments being presented in Table 1.1. The review highlights the fact that the most 
recent efforts to theorize about job crafting, which have sought to integrate the dif-
ferent perspectives regarding the construct, have not yet been accompanied, in the 
same proportion, by instruments specifically developed for its operationalization.

In this sense, the questionnaire proposed by Weseler and Niessen (2016) only 
focuses on the integration of the expansion versus contraction perspective with role 
theory (Wrzesniewski & Dutton, 2001), while the questionnaire proposed by 
Costantini et al. (2021) refers only to the integration of the expansion versus reduc-
tion dimension with resources theory (Tims et al., 2012). Regarding the integration 
of role and resource theories with the perspective of expansion versus contraction, 
the only instrument available to date is the one developed by Bruning and Campion 
(2018), which, however, does not adopt the job content crafting categories advo-
cated by role and resources theories.

It would therefore be interesting to develop new measurement instruments and/
or to refine the existing measurement instruments, with the support of the theoreti-
cal model of Zhang and Parker (2019), which can be seen as one of the most com-
plete regarding the integration of job crafting theories. These measures should seek 
to evaluate, independently or in combination, all the crafting strategies proposed by 
the authors. An initiative in this direction was recently carried out by Constantini 
et al. (2021), but these authors only focused on measuring behavioral job crafting, 
not considering the part of the model associated with cognitive crafting. Therefore, 
the operationalization of cognitive crafting, according to the proposal of Zhang and 
Parker (2019), has yet to be carried out.

Regarding cognitive crafting, it is also worth mentioning the fact that its theori-
zation and measurement have caused debates in the literature. The cognitive craft-
ing strategy is considered vital to the concept and measurement of job crafting from 
the role crafting perspective, in order to promote the fit of the employee to their 
environment, by redefining the meaning of their work (Wrzesniewski & Dutton, 
2001; Niessen et al., 2016). However, this strategy is not included in the character-
ization and measurement of job crafting from the resources crafting perspective, as 
it is argued that this type of strategy does not imply an active change in the 
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characteristics of the job, but only a passive adjustment of the needs and preferences 
to the working conditions (Tims & Bakker, 2010).

With this, the scales were developed, with the support of one or the other of these 
positions, and, consequently, measuring or not cognitive crafting. It is only more 
recently that initiatives to compare these instruments have started to emerge (Hu 
et al., 2020), especially with regard to the real role played by cognitive crafting in 
measuring job crafting. It would therefore be interesting if new studies were devel-
oped to compare the instruments based on role theory and resources theory, with 
aggregation of the dimension of expansion and contraction, in order to consider, in 
a more complete way, the different job crafting strategies predicted by these theo-
ries. These studies should include cognitive crafting by expansion and by contrac-
tion, similar to the procedure adopted by Bindl et al. (2019), since, in the study by 
Hu et al. (2020), none of the instruments included simultaneously measured these 
two types of cognitive crafting.

It is still worth to mention that the most adequate internal structure to describe 
the Job Crafting Scale (JCS; Tims et al., 2012) has been the subject of divergences, 
although this scale is one of the most frequently adopted in studies focused on job 
crafting (Pimenta de Devotto & Machado, 2017; Rudolph et al., 2017). Among the 
scale adaptation studies reviewed here, some have confirmed the original four-factor 
structure (Bakker et al., 2018; Lichtenthaler & Fischbach, 2016), while others have 
indicated a three-factor (Cenciotti et al., 2016; Chinelato et al., 2015) or five-factor 
structure (Eguchi et al., 2016). Therefore, it is necessary to carry out further studies 
on the scale, in diverse occupational and cultural contexts, in order to reach a con-
sensus on the best structure of the JCS.

In summary, the literature in the area of job crafting, specifically with regard to 
the instruments aimed at its operationalization, still needs to evolve in order to 
deepen the knowledge about the different measurement possibilities of the various 
strategies that characterize the construct. The development and/or adaptation and 
validation of instruments in this direction will certainly further contribute to the 
expansion of the nomological network of the construct, especially with regard to the 
antecedents, mechanisms, and consequences of the experiences of the employees 
that adopt each one of the various job crafting strategies.
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Chapter 2
Employee Reactions to Organizational 
Change: The Main Models and Measures

Elaine Rabelo Neiva, Elisa Amorim-Ribeiro, and Magno Oliveira Macambira

2.1  �Introduction

Organizational change, defined as actions that impact an organization’s members or 
outcomes, is conceived as a continuous process inherent to organizational routines 
(Neiva & Paz, 2012). Cognitive, affective, and behavioral factors are potential com-
ponents of individuals’ responses to organizational changes and may have a positive 
or negative valence or yet be ambivalent (Piderit, 2000). In general, organizational 
change elicits a range of emotions and responses ranging from optimism to fear, 
possibly including anxiety, resistance, enthusiasm, inability, motivation, or pessi-
mism (Bordia et al., 2011; Bortolotti, 2010).

In the last two decades, research on organizational behavior has focused on orga-
nizational change (OC). Such an interest unfolded in a larger number of constructs 
studied in the field, measurement instruments, and, consequently, demands new 
models to explain OC. Thus, studies addressing OC face the challenge to review the 
constructs considered to be reactions to change, assess the operationalization and 
description of the mechanisms involved, promote a debate regarding the relevance 
of measures of attitudes and/or behavior, and balance emphases on analyses at the 
individual level compared to the relational, organizational, and macro-social level.

A review addressing papers published in 67 years (1940 to 2007; Oreg et al., 
2011) proposed a model to understand the phenomenon of organizational change 
(OC), including elements such as (a) individuals’ reactions and/or responses to 
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change, (b) pre-change antecedents or the change itself, and (c) consequences for 
workers. The model includes constructs directly focused on organizational change 
and others comprising the entire spectrum of constructs in the field of organizations 
and labor (e.g., job satisfaction).

Analysis of the state-of-the-art literature in the field of OC, considering Oreg 
et al. (2011), shows an emphasis on resistance to change and understanding these 
processes from an attitudinal perspective. An important set of phenomena often 
unrelated to organizational change (e.g., job satisfaction and organizational com-
mitment) is considered individual responses to organizational change processes. 
Hence, in the context of reactions to organizational change, we need to review a 
myriad of constructs considered reactions but not limited to organizational change 
processes.

An assessment of the literature also indicates the emergence of measurement 
approaches that advance from the individual to the relational and group levels, with 
an emphasis on understanding the role of collective behavior in OC processes or 
organizational readiness for change (Rafferty et  al., 2013; Vakola, 2013; Weiner 
et al., 2020). There are also advancements in understanding the role of management 
in responses to OC. Coupled with these are behavioral measures that present rele-
vant results and support interventions in change processes focusing on worker well-
being (Lines, 2005; Nery et al., 2020).

In order to improve understanding regarding the issues surrounding the current 
context, its obstacles, and advances, this chapter covers OC studies, including the 
analysis of behaviors toward change and constructs traditionally studied, resistance 
to change, change-supportive behavior, instruments used to measure attitudinal and/
or behavioral constructs, and considerations and conclusions regarding measures 
and constructs.

2.2  �Attitudinal Constructs Traditionally Addressed 
in Organizational Change Processes 
and Respective Measures

Whenever individuals are told about an organizational change, they question how 
such a change will impact their jobs and how likely it is to succeed (Vakola, 2016). 
The literature shows that some concepts are important indicators of responses to 
organizational change (Bouckenooghe, 2010; Choi, 2011; Neiva et al., 2005), such 
as openness to change (Wanberg & Banas, 2000), commitment to change (Herold 
et al., 2007, 2008; Herscovitch & Meyer, 2002; Meyer et al., 2007), cynicism toward 
change (DeCelles et al., 2013; Reichers et al., 1997; Wanous et al., 2000), readiness 
to change (Cunningham et al., 2002; Holt et al., 2007; Rafferty et al., 2013; Weiner 
et al., 2020), and resistance to organizational change (Oreg et al., 2008).

A common factor among attitudes toward change, i.e., commitment, cynicism, 
readiness to change (Cunningham et  al., 2002; Holt et  al., 2007; Rafferty et  al., 
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2013; Weiner et  al., 2020), and resistance to organizational change (Oreg et  al., 
2008), is that these present a primarily individual attitudinal nature. An individual’s 
attitudes are based on his/her assessment of a subset of characteristics of an attitu-
dinal object (Lines, 2005). Attitudes involve cognitive, affective, and behavioral 
aspects and can be difficult to change because they are built and consolidated 
throughout life (Ajzen, 1991; Eagly & Chaiken, 1993; Fishbein & Ajzen, 1974). 
The cognitive component is composed of information regarding an attitude object 
based on what this individual believes to be true. The affective component consists 
of an individual’s feelings regarding an object of assessment and, in general, is 
expressed as liking or disliking that attitude object. Finally, the behavioral compo-
nent consists of how a person intends to behave toward an attitude object (Lines, 
2005). Henceforward, this chapter will present an analysis of the primary attitudinal 
constructs concerning reactions to organizational change.

The use of organizational and worker performance indicators predominated for a 
long time as objective criteria to assess the implementation and consolidation of 
organizational change processes (Neiva & Paz, 2012). However, how individuals 
respond to change has attracted the interest of researchers, given the impact of these 
responses on change processes (Bordia et al., 2011; Oreg et al., 2011; Vakola et al., 
2013; Vakola, 2016). A myriad of scales and measures are used to assess individu-
als’ responses to organizational change, and the main ones reported in the literature 
are presented and discussed in this chapter. The measures are classified according to 
the level of analysis and dimensions of the constructs addressed. Table 2.2 presents 
a summary of these measures.

2.3  �Attitudes Toward Change

There is much interest in attitudes toward change (Bouckenooghe, 2010), concern-
ing the process in which attitudes are formed (Lau & Woodman, 1995), how atti-
tudes are investigated (Lines, 2005; Vakola et al., 2004), and the factors that impact 
attitudes (Van den Heuvel et al., 2017). According to Vakola and Nikolaou (2005: 
162), “attitudes toward change in general consist of a person’s cognitions about 
change, affective reactions to change, and a behavioral tendency toward change.” 
Therefore, change can be received with excitement and happiness or anger and fear, 
while employee responses may range from supportive, positive intentions to oppos-
ing, negative intentions. Within organizations, individuals may have a general atti-
tude toward change while simultaneously having different attitudes toward different 
change initiatives (Choi, 2011). Acceptance attitudes portray an assessment of the 
beliefs and predisposition of organizational members to express positive behaviors 
toward change processes. Fearful attitudes portray the organizational members’ fear 
of losing power, benefits, or reflect uncertainty regarding changes. Skeptical atti-
tudes, in turn, comprise beliefs and predisposition to negative behavior toward 
changes, with an emphasis on disbelief and non-collaborative attitudes toward 
change programs (Neiva et  al., 2005). An individual’s attitudes toward 
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organizational change are based on a positive or negative assessment regarding an 
organization’s initiatives to change (Lines, 2005) and are critical to the success of 
organizational change because attitudes predispose individuals to act in a certain 
way (Lines, 2005; Vakola, 2016; Vakola et al., 2004).

Attitudes toward change may include assessments of any episode of change 
(general attitudes, any change) or directed to a specific change process (specific 
attitudes such as changes in the board of top managers, for instance). Specific atti-
tudes predict behaviors toward change processes (Vakola et al., 2013) and explain 
the cognitive schemes mediating attitudes toward generic changes and attitudes 
toward specific changes (Lau & Woodman, 1995).

The most important implication of studies addressing reactions to organizational 
change based on attitudes toward change is that attitudes involve positive and nega-
tive aspects, while a significant portion of the literature focuses on negative 
responses to change – i.e., resistance (Lines, 2005). When employees have a strong 
and positive attitude toward change, they are more likely to support and facilitate 
changes (Lines, 2005). On the other hand, individuals with negative attitudes toward 
change are likely to resist and even sabotage attempts of change (Lines, 2005).

The oldest instrument measuring attitudes toward organizational change was 
proposed by Dunham et al. (1989). It is an 18-item instrument consisting of three 
dimensions: cognitive, affective, and behavioral intent, each containing six items. 
Examples of items included in the cognitive subscale are: “I do not like changes” 
and “I usually resist new ideas.” Examples of the items included in the affective 
dimension are: “Organizations usually benefit from change” and “Most of my co-
workers benefit from changes.” Examples of the items included in the behavioral 
dimension are: “I am looking forward to changes at work”; “I am inclined to try new 
ideas.” The items are rated on a seven-point scale ranging from 1 (completely dis-
agree) to 7 (completely agree). The subscales are scored separately. The internal 
consistency (Cronbach’s alpha) of the cognitive, affective, and behavioral subscales 
was 0.92, 0.89, and 0.95, respectively. Other researchers used this instrument and 
obtained satisfactory validity indexes (see Elias, 2009; Yousef, 2000, 2017).

The Attitudes Toward Change Questionnaire (ACQ) was developed by Vakola 
et al. (2004). This 29-item instrument (14 positive and 15 negative items) assesses 
the extent to which the participants agree with each item, rated on a 5-point scale 
that ranges from (1) completely disagree to (5) completely agree. A typical item in 
the positive attitude scale is “I am looking forward to changes in my work environ-
ment,” and an example of a negative item is: “when a new organizational change 
program starts, I emphatically show my disagreement.” The negatively stated items 
are reversed so that high scores indicate positive attitudes toward organizational 
changes (Vakola & Nikolaou, 2005). The Change Recipients’ Reactions (CRRE) 
Scale is a self-reported scale similar to the one previously mentioned. Tsaousis and 
Vakola (2018) designed this 21-item scale to address three attitudinal components 
(cognitive, affective, and behavioral) rated on a 5-point Likert scale (1 − very unfa-
vorable to 5 − very favorable). Examples of items include “This change is unpleas-
ant for me,” and “I feel uncomfortable with the change they are trying to implement.”
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Another instrument, Reaction to Specific Changes at Work Scale (Giauque, 
2015), was proposed to measure employees’ perceptions of organizational changes 
and how these impact the daily life of the population under study. The items were 
designed to measure the extent to which the respondents consider organizational 
transformations to be favorable or unfavorable in the various aspects of their jobs. 
In other words, this measure captures the interviewees’ favorable or unfavorable 
perceptions regarding the impact of recent organizational changes on their working 
conditions. Therefore, this instrument does not measure positive attitudes toward 
changes in general but the reactions of individuals toward specific organizational 
changes. Individual reactions to various changes contribute to feelings and/or a gen-
eral assessment of changes. The items in this specific measure are rated on a five-
point Likert scale ranging from (1) very favorable to (5) very unfavorable. The 
scores obtained in the six items are summed to result in a six-item general measure 
of attitudes toward change (reliability of the general scale was alpha = 0.91).

The scale Attitudes Towards Organizational Change (Neiva et al., 2005) presents 
good validity indexes and comprises three factors – skepticism, fears, and accep-
tance, with the following reliability indexes, 0.90, 0.88, and 0.85, respectively. 
These factors represent the typical attitudes individuals present toward organiza-
tional changes. The scale was submitted to parallel analysis and exploratory and 
confirmatory factor analyses; the latter was performed with the structural equation 
modeling technique, presenting satisfactory validity evidence. The items for this 
specific measure were established using a five-point Likert scale ranging from (1) 
completely disagree to (5) completely agree. Examples of items include “People are 
afraid because of the uncertainty generated by the new way of working,” “This 
organization does not plan processes of change  – they just happen,” and “The 
changes bring gains for the organization.” This scale was adopted in other Brazilian 
studies and presented consistent validity evidence (Machado & Neiva, 2017; Nery 
& Neiva, 2015; Franco et al., 2016).

Kin and Karrem (2017) developed the Teacher Attitudes Towards Change Scale 
(TATCS) to measure the general attitudes of teachers toward changes. The scale’s 
validity was assessed using exploratory factor analysis to identify underlying fac-
tors, while confirmatory factor analysis was used to test the measurement models, 
from which three factors emerged: (a) cognitive, (b) behavioral, and (c) affective 
reaction to change. Psychometric analyses provided evidence of convergent valid-
ity, discriminant validity, and construct reliability. A six-point Likert scale, ranging 
from (1) completely disagree to (6) completely agree, was used. Examples of items 
include “Most changes at my school are pleasing,” “Change frustrates me,” and “I 
often suggest changes for my school.”

The literature shows that most of the measures of attitudes toward organizational 
change comprise three widely interconnected dimensions: (1) cognitive, assessing 
change-related beliefs; (2) affective, identifying associated feelings; and (3) behav-
ioral, considering the extent to which individuals take measures to support or sabo-
tage changes (Piderit, 2000). Positive and negative items are distributed in each of 
these dimensions (Elias, 2009; Giauque, 2015; Van den Heuvel et  al., 2017; 
Policarpo et al., 2018; Vakola & Nikolaou, 2005; Vakola et al., 2004). Regarding 
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levels of analysis, the measures mentioned here present analyses at the individual 
level; however, the instruments that include, in addition to individual perceptions, 
organizations’ items, co-workers, and work team offer the possibility to improve 
understanding regarding OC at the middle and macro levels.

2.4  �Commitment to Change

Organizational changes are costly endeavors that often fail to produce the expected 
results. The literature proposes that affective commitment to change is vital, espe-
cially in turbulent contexts, characterized by multiple and continuous episodes of 
change that demand continuous support from employees (Herscovitch & Meyer, 
2002; Meyer et al., 2007). Such bond is shaped by beliefs concerning the need and 
legitimacy of organizational change and its leaders (Morin et al., 2016). A signifi-
cant discussion regarding the construct affective commitment with change refers to 
the specificity of commitment to organizational change and its differentiation in 
terms of measure and concept with the construct organizational commitment and its 
affective, normative, and calculative bases.

Organizational commitment refers to an individual’s identification and involve-
ment with a given organization. Organizational commitment is defined as (1) a 
strong belief and acceptance of the companies’ values, (2) a willingness to use skills 
and effort in favor of the organization, and (3) an intense disposition to remain in the 
organization. The word commitment can be conceptualized as an employee attach-
ment at various levels, such as the entire organization, an organizational subunit, 
supervisor, or even a change program (Herscovitch & Meyer, 2002). Commitment 
to change was defined as “a force (mindset) that binds an individual to a course of 
action of relevance to one or more targets” (Herscovitch & Meyer, 2002, p.475). 
Herscovitch and Meyer (2002) presented a three-component model of commitment 
to organizational change based on the general model of organizational commitment. 
They were also the first researchers to test this model of commitment to organiza-
tional change empirically. The components of commitment to change were described 
as (i) affective commitment, that is, commitment based on the realization of the 
inherent benefits of change; (ii) normative commitment that is based on a sense of 
obligation; and (iii) continuance commitment that is based on an attempt to avoid 
costs for not complying with the purposes of change. Finally, commitment to orga-
nizational change involves the individual being engaged with actions in the organi-
zational change process. Organizational changes are costly endeavors that often fail 
to produce the expected results. The literature proposes that affective commitment 
to change is vital, especially in turbulent contexts, characterized by multiple and 
continuous episodes of change that demand continuous support from employees 
(Herscovitch & Meyer, 2002; Meyer et al., 2007). Such bond is shaped by beliefs 
concerning the need and legitimacy of organizational change and its leaders (Morin 
et al., 2016). A significant discussion regarding the construct affective commitment 
with change refers to the specificity of commitment to organizational change and its 

E. R. Neiva et al.



37

differentiation in terms of measure and concept with the construct organizational 
commitment and its affective, normative, and calculative bases.

Jansen (2004) developed a measure of commitment to change that consists of 
eight items assessing agreement among the organization’s members and willingness 
to work toward change goals. The measure showed high reliability (alpha = 0.93). 
Confirmatory factor analysis provided evidence that commitment with change was 
distinguishable and presented satisfactory goodness of fit (c2 = 399.88; df = 149; 
RMSEA =0.08; CFI = 0.92; NFI = 0.90).

Finally, Herscovitch and Meyer (2002) developed a measure of commitment to 
organizational change. It is a 22-item distributed into 3 commitment subscales: 
affective (i.e., wants to change), continuance (i.e., have to change), and normative 
(e.g., must change). The three subscales presented high reliability (alpha = 0.94, 
0.94, and 0.96), and the confirmatory factor analysis confirmed three distinguish-
able subscales. The three subscales performed consistently with the one-item mea-
sure of commitment to change but were empirically distinguishable from a similar 
three-component scale of organizational commitment. Commitment to change pre-
dicted behavioral responses to change (e.g., conformity, cooperation, and defense). 
Additionally, the instrument differentiated groups of employees according to these 
different behavioral responses. The confirmatory factor analysis showed three fac-
tors with satisfactory goodness of fit (c2  =  239.87; df  =  132; RMSEA  =  0.07; 
CFI = 0.92).

The commitment to organizational change scale (Cinite & Duxbury) addresses 
the behavioral dimension, one dimension with six items rated on a seven-point 
Likert scale ((1) completely disagree to 7 (completely agree)). An example of item 
is “I introduce changes in my daily work to help the organization achieve its change 
goals.” The exploratory and confirmatory factor analyses presented satisfactory 
goodness of fit, with a Cronbach’s alpha = 0.80 and internal consistency = 0.87 
(Fornell and Larcker criterion), indicating that the scale is reliable and all the items 
measure the same underlying dimension. This measure also showed high conver-
gent and discriminant validity. AVE was equal to 0.57 and higher than the square of 
the correlation coefficient between the two subscales (r2 = 0.462). Chi-square was 
equal to 406.168 (degree of freedom [df] = 239 p < 0.001), residual mean square 
root (RMR) was 0.034 (the closer to 0 the better), and all the other indexes were 
above 0.9, showing goodness of fit: comparative goodness of fit index (CFI) = 0.977, 
adequacy index (GFI)  =  0.944, adjusted adequacy index (AGFI)  =  0.930, and 
normed fit index (NFI) = 0.947. The mean squared error of approximation (RMSEA) 
was equal to 0.035 and did not reach the common accepted upper limit of 0.05, with 
a 90% confidence interval between 0.029 and 0.040, p = 1.000.

2.5  �Cynicism Toward Organizational Change

Resistance to organizational change may be expressed in the form of specific cyni-
cism toward change, a phenomenon defined as employees’ belief that the organiza-
tion lacks the integrity to implement specific projects (DeCelles et  al., 2013). 
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Cynicism toward organizational change is similar to the organizational cynicism 
construct. It is a multidimensional construct that may emerge as employees’ defense 
strategy (Naus et  al., 2007; Schmitz et  al., 2018) to deal with an organizational 
change (Nguyen et al., 2018), for believing there will be losses for the organization 
itself (Fauzan, 2019). A change process is a disturbing event that impacts and influ-
ences the workers’ belief systems (Mitchell & Lee, 2001). In this context, cynicism 
may function as a protective mechanism against manipulation and questioning the 
status quo to verify the validity of what is being proposed (Thundiyil et al., 2015). 
Additionally, it may reflect ideas concerning management problems and the imple-
mentation of change, so that a cynical attitude is an individual attempt to make sense 
of the changes proposed (Bergström et al., 2014).

Because this construct is derived from the organizational context, specific cyni-
cism toward change is conceived as disbelief on the part of managers or collabora-
tors regarding the stated or implicit reasons for specific organizational changes. 
Employee cynicism results from a lack of trust in the leaders’ explicit or stated 
motives for decisions or actions in general. Dispositional cynicism refers to disbe-
lief in people’s explicit or stated motives in general regarding decisions or actions 
(Stanley et al., 2005). Cynicism about organizational change is often considered an 
essential factor that influences whether employees will accept changes. There are 
culturally adapted instruments to assess this phenomenon (e.g., Change-Specific 
Cynicism Scale, Grama & Todericiu, 2016); however, cynicism has been compared 
to some similar constructs – organizational trust, resistance to change, and organi-
zational cynicism – with little conceptual or empirical differentiation. For this rea-
son, researchers insist there is a need to improve and refine the conceptualization of 
cynicism (Thundiyil et al., 2015).

Cynicism toward organizational change can be defined as “a pessimistic view-
point about change efforts being successful” (Wanous et  al., 2000; p.  133). The 
authors proposed the Cynicism About Organizational Change − CAOC (Wanous 
et  al., 2000) with two dimensions: pessimism regarding the potential success of 
changes and negative dispositional attributions about those responsible for success-
fully implementing changes. Examples of items include “Most of the programs that 
are supposed to solve problems around here will not do much good” and “Plans for 
future improvements will not amount to much.” The dispositional include items 
such as “The people responsible for solving problems around here do not care 
enough about their jobs” and “The people responsible for making improvements do 
not know enough about what they are doing.” Other studies submitted the scale to 
an expert panel, exploratory and confirmatory factor analysis (Wanous et al., 2000, 
2004; Albrecht, 2008). Cynicism toward change was measured through eight items 
in which employees were asked to rate their level of agreement with change-related 
statements on a scale ranging from (1) strongly disagree to (7) strongly agree. Lower 
scores suggest less cynicism toward change. Wanous et al. (2004) reported that the 
Cronbach’s alpha for the total scale ranged from α = 0.75 to α = 0.82 and from 
α = 0.72 to α = 0.86 across a range of occupational groupings.
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2.6  �Readiness for Organizational Change

Readiness is undoubtedly one of the most critical factors involved in initial support 
to change (Armenakis et al., 1993; Armenakis et al., 1999). For changes to occur in 
the direction top leadership desires, conflicts must be resolved so that the beliefs and 
cognitions of the organization’s members are aligned to those of its leaders, which 
implies that a state of readiness must be established (Holt et al., 2007).

A review conducted by Bouckenooghe (2010) in 58 papers published between 
1993 and 2007 addressing attitudes toward organizational change identified that out 
of the 21 studies included in the review, Armenakis et al. (1993) most frequently 
mentioned organizational readiness. The authors defined readiness to change as 
“beliefs, attitudes, and intentions regarding the extent to which changes are needed 
and the organization’s capacity to successfully undertake those changes” 
(Bouckenooghe, 2010, p. 681).

In summary, the concepts of attitudes toward organizational change, commit-
ment to change, readiness to change, cynicism toward change are relatively tradi-
tional constructs regarding employee responses to organizational change. Generally, 
they involve cognitive and affective assessments of change processes and often 
include behavioral aspects. Traditionally, these constructs are measured and delim-
ited at the individual level, though there are attempts to address them at a collective 
level: collective attitudes toward organizational change (Nery et al., 2018; Vakola, 
2016) and cynicism and readiness toward change as multilevel phenomena with 
origin at the individual level (DeCelles et al., 2013; Weiner et al., 2020). In terms of 
valence, the attitude toward organizational change includes positive and negative 
valence, commitment and readiness toward change have a positive valence, and 
cynicism has only a negative valence.

The literature is full of terms that characterize positive attitudes such as accep-
tance, readiness to change, openness, adaptation, coping with change, commitment 
to change, and negative attitudes such as resistance and cynicism (Bouckenooghe, 
2010). This traditional view has been discussed using ambivalence in the context of 
organizational change (Vakola et  al., 2020). Ambivalence, inherent to organiza-
tional life (Rothman et al., 2017), is defined as a contradictory attitude encompass-
ing positive and negative reactions toward an object (Kaplan, 1972; Oreg & Sverdlik, 
2011; van Harreveld et al., 2009). In this sense, leaders and employees need to bal-
ance demands daily such as competition and cooperation, excellence and cost 
reduction, organizational and personal agendas, stability and change, structural 
change and flexibility, and tradition and innovation (Gibson & Birkinshaw, 2004; 
Rothman et al., 2017).

Various studies recognize that the attitudes of recipients of change strongly influ-
ence the way employees adapt to change (Oreg et al., 2011; Van Dam et al., 2008). 
However, these studies failed to acknowledge that attitudes toward change are not 
clear-cut (Vakola, 2016; Vakola et al., 2020); instead, attitudes may be ambivalent, 
involving both positive and negative cognitions, emotional reactions, and simulta-
neously favorable and unfavorable assessments of change (Oreg et al., 2018; Piderit, 
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2000). Failing to consider the existence of conflicting views on the change in ques-
tion can reduce the precision and validity of results and confuse workers in the 
process (Oreg & Sverdlik, 2011; Vakola et al., 2020).

The literature suggests that attitudes toward organizational change facilitate the 
implementation of changes (Nery & Neiva, 2015) and should be used to indicate 
how favorable organizational changes are. Some authors (Schwarz & Bouckenooghe, 
2017) have recently focused on collective attitudes, proposing multilevel models for 
organizational change. Authors propose a more direct model for collective attitude 
toward change, identifying mechanisms in which collective attitudes change, as 
well as the circumstances and contingencies from which new collective attitudes 
emerge, which do not necessarily reflect individual attitudes (Schwarz & 
Bouckenooghe, 2017).

Assessing readiness before introducing changes is encouraged, and various 
instruments were designed with this purpose (Cunningham et al., 2002; Jones et al., 
2005). Instruments are intended to measure readiness from a perspective of the 
change process: based on change content, change context, or the individual attri-
butes of those participating in the change process (Holt et  al., 2007). There are 
instruments such as scales or inventories addressing readiness toward change. The 
Survey Lay of the Land (Burke et al., 1996) captures readiness by assessing the 
general perceptions of an organization’s members regarding the environment where 
change is taking place without considering a specific initiative. Another instrument, 
the University of Rhode Island Change Assessment Scale (McConnaughy et  al., 
1983), assesses readiness toward specific initiatives, though irrelevant from an orga-
nizational perspective, such as an individual effort to quit smoking or lose weight. 
Later, this instrument was adapted to be used in an organizational setting 
(Cunningham et al., 2002), though it still lacks validity evidence.

The Readiness for Organizational Change Scale was developed and assessed 
using a systematic framework (i.e., item development, questionnaire administration, 
item reduction, scale assessment, and replication). It was designed to measure readi-
ness toward organizational change at an individual level. More than 900 members 
from public and private organizations participated in the study’s different phases, 
and it was tested in different organizations. Data analysis (25 items) showed that 
readiness toward change is a multidimensional construct influenced by the employ-
ees’ beliefs that (a) they are capable of implementing changes (i.e., specific change 
self-efficacy; (b) change is appropriate for the organization (i.e., adequacy); (c) the 
leaders are committed to change (i.e., management support); and (d) that change 
will benefit the organization’s members (i.e., personal valence) (Holt et al., 2007). 
Thus far, this is the most successful instrument available to assess the construct 
readiness toward organizational change, and from it, other instruments emerged 
(Weiner et al., 2008; Weiner et al., 2020). This scale was based on the dimensions 
reported in the literature and was submitted to an expert panel and exploratory fac-
tor analysis. The items include I think the organization will benefit from this change; 
It does not make much sense for us to initiate this change; There are legitimate 
reasons for us to make this change; This change will improve our organization’s 
overall efficiency; and This change makes my job easier. The 25-item instrument 
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captured four readiness dimensions: appropriateness, management support, change 
efficacy, and personal benefit. The confirmatory factor analysis performed with the 
initial sample and its replication supported the instrument’s four-factor structure. 
The instrument also showed convergent, discriminant, concurrent, and predictive 
validity. Specifically, the readiness subscale showed (a) positive associations with 
measures of locus of control and general attitudes toward change, (b) negative asso-
ciation with rebelliousness and negative affect, (c) discriminant validity between 
groups at different levels of readiness, and (d) predictive validity with job satisfac-
tion and affective commitment. In both the initial sample and replication, reliability 
estimates for three of the four readiness dimensions exceeded 0.70. In both samples, 
the personal valence dimension (i.e., perceived personal benefits) presented reli-
ability alphas equal to 0.65 and 0.66, respectively. The instrument was designed to 
measure readiness at the individual level and, later, was submitted to confirmatory 
factor analysis (Vakola, 2014).

The literature has shown the relevance of using behavioral and affective responses 
such as resistance and supportive behaviors as criteria to infer the success of changes 
(Bordia et al., 2011). However, the construct most frequently investigated has been 
resistance toward organizational change (Piderit, 2000), which is addressed next.

2.7  �Behavioral Responses to Organizational Change 
Processes and Measurement

Despite its relevance, few measures address behavioral responses to change 
(Bortolotti, 2010), and none of the existing measures address the two dimensions: 
supportive behavior and resistance. Organizational changes can incite emotions and 
reactions that range from optimism to fear, possibly including anxiety, resistance, 
excitement, inability, motivation, or pessimism (Bortolotti, 2010). In general, the 
phenomenon involves a range of positive and negative reactions, which can be 
placed on a continuum beginning at the individual level and resulting in a collective 
response, configuring group patterns (Nery & Neiva, 2015). The phenomenon of 
behavioral reactions toward change has been frequently analyzed at the individual 
level (Choi, 2011). However, this phenomenon may also be observed from a collec-
tive perspective and is characterized by behavioral patterns presented by a group of 
individuals (Bouckenooghe, 2010; Choi, 2011; George & Jones, 2001), often result-
ing from organizational inertia. In this sense, inertia would manifest or originate at 
the individual level and resistance at a group level (George & Jones, 2001).

Phenomena originating at the individual level can lead to attributes at the macro 
or middle level (emersion phenomenon, to emerge) based on different processes of 
composition or structuring attributes (Klein & Kozlowski, 2000). Over time, as 
people work under the influence of the same events, they start sharing perceptions 
regarding phenomena in their organizational environment. Even though interpreta-
tion is an individual cognitive process, it is socially constructed based on social 
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benchmarks (collective interpretations). Additionally, individuals may develop 
behavioral patterns associated with these interpretations, using social mechanisms, 
often called contagion (Wiltermuth & Heath, 2009).

Change-supportive behaviors and resistance to change emerge at the individual 
level but may become collective as behavioral patterns that most (perhaps all) orga-
nizational members manifest in response to events within the organization (George 
& Jones, 2001; Nery & Neiva, 2015). Despite emersion processes, one way to 
access a phenomenon is still through individual assessment (Hox, 2010).

2.8  �Resistance to Organizational Change

The psychologist Kurt Lewin first used the expression “resistance to change” as a 
metaphor in physical sciences (Bortolotti, 2010). Since then, resistance is a promi-
nent theme because it is a critical factor, listed as one of the main barriers to the 
success of organizational transformations (Neiva & Paz, 2012; Piderit, 2000). The 
reason is that resistance to change delays the implementation of changes, generates 
costs, and results in unexpected instability, unforeseen inefficiency, procrastination, 
and efforts to sabotage the change process (Franco et al., 2016).

The concept of resistance to change is rooted in Lewin’s (1947) theory, unfreeze, 
change and refreeze organizational model of change, which states that there are 
driving forces that seek to cause or resist change. Studies addressing resistance to 
change generally describe it at an individual level through three dimensions: cogni-
tive, affective, and behavioral (Erwin & Garman, 2010; Isabella, 1990). The cogni-
tive dimension refers to what employees think about change, including their 
perception of being efficacious to occupy new positions (Giangreco & Peccei, 
2005). The affective dimension is defined as the employees’ emotional and psycho-
logical responses toward changes (Denhardt et al., 2009). The behavioral dimension 
refers to resistance in terms of actions, considering that the two first dimensions are 
frequently seen as the sources or causes of resistance. The behavioral dimension 
includes the actual manifestation of resistance as behaviors, acts, and observable 
events (Fiedler, 2010; Giangreco & Peccei, 2005; Lines et al., 2014). Some mea-
sures exclusively focus on behavioral resistance to change because this is the only 
dimension directly observable. Twelve specific types of resistant behavior 
(Table 2.1) were found based on the definitions provided in the literature (Bovey & 
Hede, 2001; Emiliani & Stec, 2004; Fiedler, 2010; Giangreco & Peccei, 2005; 
Mishra & Spreitzer, 1998; Van de Ven & Poole, 1995) (Table 2.2).

There is a profusion of approaches addressing resistance to change, from the 
conception of the phenomenon as a dispositional trait (Oreg, 2003; Oreg et  al., 
2008) up to approaches that consider the phenomenon to be a political movement in 
the relational context (Thomas & Hardy, 2011; Mumby, 2005). From a primarily 
collective and group perspective, negotiating the meaning is inevitably imbued with 
power-resistance relations. Traditionally, power and resistance have been treated 
separately, while the exercise of power is seen as domination, and resistance 
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constitutes actions taken to challenge it (Hardy & Clegg, 1996). Authors of this 
approach also argue that there is a harmful dichotomy in the literature between a 
positive and a negative view of resistance (Thomas & Hardy, 2011).

Even though a scale was not designed, a typology of resistant behaviors was 
developed based on observations and interviews (Lines et al., 2014). This typology 
characterizes behaviors (Table 2.1) as delay in meeting deadlines, omitting informa-
tion, obstruction, argumentation and open criticisms to change, etc. The study’s 
significant contribution lies in the operational description of the behaviors that qual-
ify resistance to change.

Most papers addressing resistance to change provide their own conceptual defi-
nitions (Bouckenooghe, 2010), which are different, though consider the intentional/
behavioral component as an opposing force that impedes the successful implemen-
tation of change, supporting the status quo (Nery & Neiva, 2015). The literature 
also shows that resistance is the most frequent response to organizational change 
(Piderit, 2000; Bouckenooghe, 2010) and, for this reason, should be seen as an ele-
ment that is inherent to individual and collective cognitive transformations that 
occur during change processes (George & Jones, 2001).

In 2003, Oreg proposed a scale to directly assess the dispositional component 
that contributes to individual resistance to change, called the Resistance to Change 
Scale (RTC). This scale is composed of 44 items rated on a 6-point Likert scale. The 
validation process indicated four factors: routine seeking, emotional reaction to 

Table 2.1  Types of resistant behaviors

Types of resistant 
behaviors Definitions

Reluctant compliance Doing the minimum required, lack of enthusiasm, caution, and 
doubt

Delaying Expressing verbal agreement but not following through, 
obstruction, procrastination

Lack of transparency Hiding or omitting useful information during implementation
Restricting 
communication

Avoiding or restricting the dissemination of change message

Arguing and open 
criticism

Expressing opposition verbally and/or finding fault with the 
implementation of change

Obstruction and 
subversion

Openly sabotaging, blocking, and undermining the implementation 
of change

Disseminating a negative 
word

Disseminating negative opinion and rumors, encouraging fear in 
resistance

Termination Voluntarily or involuntarily withdrawing from a project or the 
organization

Reversion Changing back to traditional practices during the implementation of 
change

Misguided application Changing the implementation beyond the stated process, goals, and 
methods

Forcing change Struggling for perfection at the expense of implementation efforts
External influence Behavior in response to negative feedback from external sources
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imposed change, cognitive rigidity, and short-term focus. It became the primary 
measure addressing resistance to organizational change and presents data and con-
vergent validity with samples from various countries (Oreg et al., 2008). The authors 
sought individual differences in the structure, with validity evidence from different 
cultures, and also tried to associate the structure of values to dispositional resistance 
to change. Schwartz’s (1992) theory of personal values was used as a framework to 
assess the validity of the measure between cultures. Assuming that dispositional 
resistance shares its meaning across cultures, openness to change was negatively 
correlated to conservative values and positively correlated with resistance scores in 
all the countries included in the sample (Oreg et al., 2008). Other results also indi-
cated that idealistic values and organizational climate explained resistance to orga-
nizational change, predicting self-perceived performance (Freires et al., 2014). The 
importance of the dispositional resistance approach is that it predisposes individuals 
to see the change from a particular perspective, whether negative or positive. 
However, the level of resistance toward a specific event of change will be influenced 
by other factors such as the organizational context and how changes are imple-
mented. Consequently, the importance of dispositional resistance lies in its ability 
to influence organizational readiness to change and identify the level of resistance 
managers can expect to find, and therefore, which approach should be adopted 
(Michel et al., 2013).

In 2010, Bortolotti created a measure of resistance to change (RAM) based on 
the Item-Response Theory (IRT), using cause variables, individual variables, con-
text, and result variables. The one-dimension scale contains 52 items and obtained 
a Cronbach’s alpha equal to 0.75. The split model was adopted due to its precision 
in estimating the respondent’s level in the latent trait resistance to change. With this 
statement, “Resistance to change is a latent trait or a latent variable,” Bortolotti 
(2010 p.  28) highlights that its characteristics cannot be directly measured. 
Therefore, the following definition was adopted to develop the dimension 
“Resistance to organizational change” of the scale behavioral response to change: a 
manifestation of stated or implicit opposition to change (Kim et al., 2011).

Recent studies address how employees express resistance to change, such as the 
resistance to organizational change scale proposed by Cinite and Duxbury (2018). 
This scale was based on the frequency of resistance using exploratory and confirma-
tory factor analyses. Findings suggest that employees resist “expressing their con-
cerns regarding changes,” and only employees committed to change tend to “express 
their concerns” to those higher in the hierarchy. Four items were found to typify the 
behavior of employees who resist organizational change. Cronbach’s alpha was 
0.77. Other tests determined that the measure presented high convergent and dis-
criminant validity (AVE was 0.58 and greater than the square correlation between 
the two subscales). Chi-square was 406.168 (degrees of freedom [df]  =  239, 
p < 0.001), root mean square residual (RMR) was 0.034 (the closer to 0 the better), 
and all the other goodness of fit indexes were satisfactory, above 0.9; comparative 
fit index (CFI) = 0.977, goodness of fit index (GFI) = 0.944, adjusted goodness of 
fit index (AGFI) = 0.930, and normed fit index (NFI) = 0.947. Root mean squared 
error of approximation (RMSEA) = 0.035 did not reach the commonly accepted 
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upper limit of 0.05, with a 90% confidence interval between 0.029 and 0.040, 
p = 1.000.

2.9  �Change-Supportive Behavior: The Relevance of Studying 
and Measuring Behavior Toward Organizational Change

Many authors recently defended that emphasizing current behavior toward organi-
zational change, active support, and collective actions produces more consistent 
results than emphasizing psychological states and individual and passive responses. 
Change-supportive behavior – such as expressing active behavior toward changes, 
participatory behavior – facilitates and promotes changes (Kim et al., 2011). In this 
sense, Kim et al. (2011) define “change-supportive behavior as actions employees 
engage in to actively participate, facilitate, and contribute to a planned change.” 
This definition seems very appropriate to assess the responses of individuals 
to change.

This definition contains three elements that differ from other constructs: (a) it 
focuses on visible behavior instead of psychological states toward organizational 
change, such, for instance, behavioral intentions or attitudes; (b) it emphasizes 
active support to change, adapting, or dealing with changes; and (c) it implies col-
lective support to a planned change process, instead of individual effort (Bordia 
et al., 2011; Oreg et al., 2011; Vakola et al., 2013; Vakola, 2016).

The studies conducted in the last 15 years were reviewed to list the instruments 
used to measure positive behavioral responses to organizational change (Kim et al., 
2011). In 2011, Kim et al. advanced knowledge by developing a scale to address 
change-supportive employee behavior. By taking into account the following con-
structs: commitment to change, readiness to change, attitudes toward organizational 
change, and openness to change, the authors developed the Change-Supportive 
Employee Behavior scale, composed of three items rated on a five-point Likert scale 
ranging from 1 (not at all) to 5 (to a very great extent). This measure explicitly 
addresses the positive and active role employees can play in supporting organiza-
tional change. Change-supportive behavior is defined as actions employees actively 
engage in to facilitate and contribute to a change proposed by an organization, or 
more precisely, by the organization’s management. This definition contains three 
elements that differ from the constructs previously studied: (a) it focuses on actual 
behavior, instead of change-related psychological states such as behavioral inten-
tions or attitudes; (a) it emphasizes active support to change, instead of passive 
responses such as merely agreeing, adapting, or coping with change; and (c) it 
involves collective planned effort instead of individual effort. The instrument 
addresses active contributions (proactive behavior) beyond mere adaptive behavior, 
such as planned organizational change. Three items operationalize the main change-
supportive actions: “I have made suggestions to be addressed in the Councils” and 
“I have discussed issues with co-workers.” Internal consistency was 0.85 (T1) and 
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0.91 (T2). A five-point Likert scale (1 = not at all to 5 = to a large extent) was used 
in all the measures. The scale obtained internal consistency equal to 0.85 and 0.91 
at different points in time.

The Escala de Respostas Comportamentais à Mudança Organizacional 
[Behavioral Responses to Organizational Change Scale] was designed and tested, 
including content validity (expert panel), construct validity (exploratory and confir-
matory factor analyses), and convergent validity (Nery et al., 2020). The 19-item 
scale (R2 = 58.46%) is based on a two-latent factor structure. The items are rated on 
an 11-point Likert scale ((0) totally disagree to (10) totally agree). The scale consid-
ers factors addressed in the literature and which portray change-supportive responses 
and resistance to change (Choi, 2011; Kim et al., 2011). The scale comprises the 
individual and collective dimensions (two versions with similar validity evidence) 
and two factors: support to change (9 items) assesses behaviors that support change 
processes, such as flexibility, openness to change, defense of change (a = 0.91), and 
resistance to change with ten items that assess opposition to organizational change 
(a = 0.90). The confirmatory factor analysis confirmed the bi-factor structure for the 
collective and individual versions, with satisfactory goodness of fit (individual ver-
sion, c2 = 182.35; df = 88; RMSEA = 0.05; CFI = 0.93; TLI = 0.94; collective ver-
sion, c2 = 86.91; df = 42; RMSEA = 0.05; CFI = 0.96; TLI = 0.97).

The responses of individuals to organizational change involve their reactions 
expressed during change programs and which may present positive or negative 
valence or be ambivalent (Piderit, 2000). Despite its relevance, there are few instru-
ments with validity evidence to measure behavioral response to change (Bortolotti, 
2010), and among the existing measures, none simultaneously address change-
supportive behavior and resistance to change. Organizational change may elicit dif-
ferent emotions and reactions that range from optimism to fear, possibly including 
anxiety, resistance, enthusiasm, inability, motivation, or pessimism (Bortolotti, 2010).

Additionally, there is great emphasis on negative responses to organizational 
change, given the many studies addressing resistance to organizational change (Kim 
et al., 2011). Few studies assess positive responses to organizational change pro-
grams such as supportive behavior and commitment to change (Kim et al., 2011). 
Another issue to be considered is that few studies consider these responses to belong 
to a support-to-resistance spectrum (Lines, 2005; Piderit, 2000). Finally, the level of 
analysis was expanded from the individual to the middle level. In this sense, Nery 
and Neiva (2015) argue that the phenomenon may involve a range of positive and 
negative reactions that can be placed on a continuum, from the individual to the col-
lective level, when it becomes a group behavior pattern.

2.10  �Conclusions and Recommendations

The state-of-the-art literature indicates the emergence of measures that advanced 
from the individual to the relational and collective level, attempting to understand 
the role of collective attitudes toward OC. There is also an improved understanding 
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of the management’s role in responses to OC. Additionally, behavioral measures 
present relevant results to support interventions in change processes intending to 
improve worker wellbeing.

Traditionally, responses to organizational change predominantly involve cogni-
tive and affective aspects and potentially behavioral intention. Additionally, there is 
great emphasis on negative responses to organizational change, given the many 
studies addressing resistance to organizational change (Kim et al., 2011). Few stud-
ies consider the possibility of responses/reactions belonging to a support-resistance 
continuum (Lines, 2005; Piderit, 2000). In general, the phenomenon involves a 
spectrum of positive and negative reactions that can be structured on a continuum, 
starting at the individual level and reaching the collective level, configuring a group 
behavior pattern (Nery & Neiva, 2015).

Despite the various factors considered by studies addressing responses to change, 
there are gaps concerning how the construct is defined and measured, along with 
problems that hinder comparing and integrating the findings of different studies. 
There is significant inconsistency in how the terms are used in studies addressing 
responses to change. Authors should be clear about the distinction between (previ-
ous or contextual) antecedents of change, explicit responses, and consequences of 
change. Additionally, authors need to specify the names given to variables. For 
instance, variables such as organizational commitment and job satisfaction may be 
considered both pre-change antecedents and a consequence of responses to change.

Even though the definitions involve cognitive, affective, and behavioral compo-
nents, authors should note which component is addressed. Studies should focus on 
behavioral responses considering that the measurement of behavioral responses has 
been more successful. Another aspect to be considered refers to the progression of 
theories and approaches that include cognitive and affective assessments as specific 
objects of study and require methods and theories to advance in the Theory of 
Planned Behavior (Ajzen, 1991).

Many studies report explicit responses as a result or consequence of change pro-
cesses. Explicit responses are often different from consequences of changes, which 
are diverse and may vary in terms of the organizational levels in which they occur. 
As more results concerning the responses of recipients of change are reported, more 
specific studies are needed to investigate whether explicit responses differ from the 
consequences of changes and in which circumstances.

The recipients of change are naturally concerned with personal impacts. If per-
ceived risks/costs outweigh the benefits, collaborators will naturally resist changes. 
Managers do not always foresee how the recipients of change will respond to change 
and do not consider their perspectives. Global and local change agents need to be 
clear from the outset about the precise ramifications the program will result for the 
recipients of change. More importantly, however, change agents should pay atten-
tion to these ramifications and attempt to understand and incorporate the viewpoint 
of the recipients of change when planning organizational changes. In practice, they 
should carefully plan interventions and make an effort to explain how threats can be 
addressed and, at the same time, present and highlight how such a change can per-
sonally benefit the employees, in addition to its importance for the organization.
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Chapter 3
Psychological Well-Being at Work 
Measures

Helenides Mendonça, Bruna Luise Silva, Juliany Gonçalves Guimarães Silva, 
and Maria Cristina Ferreira

3.1  �Introduction

The concept of well-being has been linked to the concept of health, since the World 
Health Organization, in 1947, defined health as the complete biological, psycho-
logical, and social well-being and not as the absence of illness. Thus, a new defini-
tion of health was born based on the biopsychosocial model that is structured as a 
multidimensional concept associated with the well-being experiences (e.g., 
Keyes, 2005).

Nevertheless, another important milestone in the evolution of the well-being 
concept has been the advent of positive psychology (Seligman & Csikszentmihalyi, 
2000), from which the positive aspects of human experience, as well as the positive 
psychological states related to such experience’s strengths and virtues, have gained 
prominence in the literature. The emergence of positive psychology, combined with 
the movement of positive organizational behavior (Luthans, 2002), became the 
object of study by organizational and work psychologists within the framework in 
which the actual work relationships change dramatically.

In recent years, researchers have endeavored to condense existing knowledge 
about psychological well-being (e.g., Fredrickson, 2013; Ryan & Deci, 2001), but 
the understanding of the concept varies widely (Bartels et  al., 2019; Dagenais-
Desmarais & Savoie, 2012; Ilies et al., 2015). As a consequence, a wide range of 
conceptual models emerged simultaneously, often based on theoretical assumptions 
that were implicit or not verified empirically (Ryan & Deci, 2001). In most cases, it 
is only by examining the measures chosen in a given study that one can deduce 
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which is the concept adopted by the scholars (Diener, 1994; Dagenais-Desmarais & 
Savoie, 2012). Despite these deficiencies, conceptual proposals on the nature of 
psychological well-being, in general or in the specific field of work, have been 
developed around two independent but related research perspectives − hedonic 
well-being and eudaimonic well-being.

The general purpose of this chapter is to carry out a review and critical analysis 
of the main measures to obtain psychological well-being at work. To this end, the 
hedonic and eudaimonic perspectives of well-being and the differences between 
general well-being and well-being in the workplace context are addressed. Three 
measures recently developed, addressing the existing gaps in the concept and often 
in the measurement of the psychological well-being at work (PWBW), are described, 
and the main measures used in studies on psychological well-being at work pub-
lished in the last 5 years are critically described.

3.2  �Psychological Well-Being: The Hedonic 
and Eudaimonic Perspectives

Well-being, positive emotions, and happiness have been the object of study since 
ancient philosophy. In Nicomachean Ethics, Aristóteles (1973) establishes that hap-
piness is the greatest of all human assets that can be obtained based on a virtuous 
life. Virtue, in turn, is related to the best in each person. In this sense, seeking plea-
sure and satisfaction of desires emerges as an important condition for obtaining an 
optimal state of existence and experiencing a healthy and prosperous life. The 
understanding of this perspective became possible since Epicurus (1997). Taken 
together, these definitions emerge from the hedonic and eudaimonic philosophical 
perspectives.

The hedonic perspective, also known as the subjective dimension of well-being, 
consists of the prevalence of positive emotions over negative ones, and the subjec-
tive assessment of life satisfaction or job satisfaction (e.g., Diener, 1984; Diener 
et al., 2002; Warr, 1990). The main reference in this approach is Ed Diener, who in 
the 1980s disseminated the use of the term subjective well-being to describe this 
emerging field of study, using it interchangeably with the term happiness. Well-
being, in this perspective, involves high levels of positive affects and low levels of 
negative affects, as well as the cognitive assessment of satisfaction with one’s own 
life (Diener et al., 1999).

In the wake of the concepts of subjective well-being, considering the hedonic 
perspective and focusing on the work context, Warr (1990) developed a measure 
that aggregates the well-being at work affective and cognitive dimensions when 
considering affects, and personal assessment about positive functioning at work. 
The author correlates well-being in the workplace with general well-being. Warr’s 
measure is structured in three bipolar axes that present enthusiasm, pleasure, and 
contentment on one side and anxiety, displeasure, and depression on the other side. 
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Although this is an important measure, widely used in the workplace and validated 
in different countries, it covers only the facets of subjective well-being linked to 
affection and cognition; in this sense, it is incomplete to help understand the com-
plexity of psychological well-being at work.

In a later study, Diener and Biswas-Diener (2008) indicate that the subjective 
well-being emerges under certain conditions, as in front of positive social relation-
ships but that these conditions alone are not able to lead the individual to well-being 
and to happiness, bringing the cognitive perspective that involves subjective evalu-
ations related to different domains of life, such as work. The author makes it clear, 
however, that there is no single or characteristic condition that accounts for the 
complexity that encompasses well-being as a psychological construct.

Different measures that give access to pleasure and displeasure are described in 
the literature, and, probably, the one most used is the positive and negative affects 
scale (PANAS), developed by Watson et  al. (1988). When justifying the need to 
develop a new subjective measure of well-being that includes positive and negative 
affects, Diener et al. (2009) points out PANAS’ severe limitations claiming that this 
measure has adjectives that are often not related to feelings, both in positive and 
negative affects. The author adds that the measure includes characteristics such as 
“strong,” “alert,” “active,” and “determined,” which are adjectives and cannot be 
considered as feelings or affections. These characteristics are motivational states 
and not necessarily something pleasurable or desirable. For example, a person may 
be “determined” because of some discontent, anger, or desire for revenge and not 
because of a feeling of pleasure or some purpose focused on a dimension of positiv-
ity. In addition, the PANAS list of negative emotions excludes “sadness” and 
“depression,” for example, which are important feelings to be considered on a scale 
of negative emotions.

Considering that PANAS presents a restricted definition of positive and negative 
feelings according to Diener et  al. (2009), those authors developed the Scale of 
Positive and Negative Experience (SPANE), composed of 12 items, 6 of which 
associated with positive emotions (cheerful, well, pleasant, happy, content, positive) 
and the other 6 related to negative emotions (furious, bad, unpleasant, sad, afraid, 
negative). Respondents are asked to answer on a scale of 1 (rarely) to 5 (very often) 
the frequency with which each of these feelings has been felt. When applied to the 
work context, the respondent is encouraged to “think about what he has done and 
experienced in the work environment in recent weeks and tell how often he has 
experienced each of these feelings.”

In seeking to refine the concept of psychological well-being, the hedonic and 
eudaimonic perspectives have come under severe criticism. Critics of the hedonic 
perspective consider it to be a limited approach, because it takes into account exclu-
sively well-being in its cognitive and affective aspects (Lent, 2004). Scholars also 
consider that well-being in a hedonic perspective aims to maximize individual hap-
piness disregarding autonomy, competence, and social affiliation (Ryan & Deci, 
2001; Fisher, 2014) or the meaning of life (McGregor & Little, 1998).

Despite advances in research and consensus that both perspectives are important 
for understanding the general well-being of the individuals, the debate on the 
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well-being hedonic and eudaimonic dimensions has not settled. Studies demon-
strate, for example, that the hedonic and eudaimonic perspectives are differently 
related to activities that allow individuals to materialize their potential (Waterman, 
1993), with prosocial behaviors (Kiziah, 2003) and with creative performance 
(Mendonça et al., 2018). While much has been investigated about the hedonic com-
ponents of well-being at work, such as positive emotions and affections, happiness, 
and job satisfaction, little is known about the eudaimonic perspective of well-being 
at work.

When considering that well-being goes beyond positive affects and satisfaction 
with life, Carol Ryff (1995) dedicates to better understand the eudaimonic perspec-
tive of well-being, labeled as psychological well-being. To this end, she seeks to 
describe a set of experiences, reasons, and modes of operation that are related to a 
balanced and well-lived life (Ryan et al., 2008). From there arises a model of gen-
eral psychological well-being, also known as eudaimonic well-being, associated 
with the purpose and meaning of life, with personal growth and fulfillment, as well 
as with the development of human potential and its self-determination (Ryff, 1995). 
This perspective contemplates the individuals’ axiological priorities when estab-
lishing that the experience of well-being is related to living according to oneself, 
with own beliefs and values.

The model developed by Ryff (1995) has its theoretical grounds in the social 
cognitive theory (Bandura, 1986) and in the theory of motivational needs (Maslow, 
1968) and is composed of six dimensions: (1) self-acceptance, positive attitude 
about oneself; (2) positive relationships with others, interpersonal relationships of 
trust; (3) autonomy, a sense of freedom in connection with social norms; (4) envi-
ronment mastery, ability to control the environment; (5) purpose in life, sense of 
purpose, steering, and intentionality; and (6) personal growth, continuous develop-
ment of human potential. These six dimensions represent the perspective of psycho-
logical or eudaimonic well-being. Based on this model and on the theory of 
self-determination (Ryan & Deci, 2001), Diener et al. (2009) developed a measure 
of thriving in life composed of eight items that, taken together, express that thriving 
is achieved when people experience a high degree of purpose, perceive life with a 
meaning, are optimistic about the future, and have a sense of competence and satis-
faction with life itself. This measure was adapted to the workplace context by 
Mendonça et  al. (2014) and will be described in detail in the PWBW measures 
further in this chapter.

The definitions and the operationalization of psychological well-being are 
marked by this great conceptual variety, which demonstrates the lack of consensus 
on the dimensions that constitute it (Diener et al., 2016; der Kinderen & Khapova, 
2020). In summary, psychological well-being is defined as a complex multidimen-
sional construct that covers affective, cognitive experiences and satisfaction with 
life − hedonic perspective − but also encompasses self-acceptance, positive rela-
tionships with others, autonomy, environment control, the meaning and purpose of 
life, as well as personal growth and fulfillment − eudaimonic perspective (Ryff, 
1995; Ryan & Deci, 2001; Diener et al., 2009; Fisher, 2014).
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Advances in understanding psychological well-being at work were achieved by 
Keyes (2002, 2005, 2007). He defined well-being in a unified way between positive 
feelings and positive functioning. Keyes (2005) tested his hypotheses with 3032 
middle-class individuals in the United States of America, aged from 25 to 74 years. 
The author validates a model that includes four variables associated with the inte-
gral health of people: (1) positive affects (e.g., happy, calm, at peace, content, tran-
quil); (2) satisfaction with life (satisfaction with life in general); (3) psychological 
well-being (self-acceptance, positive relationship with others, personal growth, pur-
pose of life, environmental mastery, and autonomy); (4) social well-being (accep-
tance, cooperation, coherence, and social integration). The studies developed by 
Keyes are based on theoretical conceptions that consider happiness as a positive 
state of mind that involves the experiences of life and, therefore, emerges from the 
effort of people to maximize pleasure and minimize suffering (Waterman, 1993).

This model includes the dimensions of personal fulfillment, self-actualization, 
and self-determination in the concept of psychological well-being (Maslow, 1968; 
Ryan & Deci, 2001). The results of the confirmatory factor analysis demonstrated a 
better fit when the variables related to mental health and mental illness were 
reviewed separately, despite the factors being negatively correlated (r = −.53). This 
result demonstrates that the positive and negative factors are not in opposition in a 
bipolar axis, as previously hypothesized. Based on the results obtained in these 
studies, Keyes concludes that the hedonic and eudaimonic perspectives are related. 
However, its integrative proposition has not yet been sufficiently investigated and 
lacks research that would demonstrate its validity.

Considering that these different approaches can influence attitudes and behaviors 
in different ways, research that considers hedonic and eudaimonic well-being as 
interchangeable should consider the risk of being biased, since the levels of happi-
ness or satisfaction with life do not necessarily imply the feeling of being able, 
competent, and optimistic about the future. Likewise, it does not necessarily mean 
that this person has environmental mastery. Therefore, the importance of under-
standing psychological well-being in a specific domain of life, as in the case of the 
workplace, is emphasized.

3.3  �Psychological Well-Being at Work (PWBW) Model: 
Adapted by Mendonça et al. (2014)

Psychological well-being may vary depending on the context and on the different 
situations experienced. Studies show that there is a moderate to strong link between 
general psychological well-being and psychological well-being in specific life 
domains, such as work (Warr, 1990; Diener, 1994; Mendonça et al., 2014).

PWBW, with its specific characteristics, is a potentially powerful tool for the 
optimal performance of individuals and organizations. At the individual level, work-
ers with a higher level of psychological well-being demonstrate better performance 
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at work, are more creative, and are more likely to exhibit prosocial behaviors 
(Lyubomirsky et al., 2005b). At the organizational level, meta-analysis studies have 
shown that optimal employee’s mental health leads to increased organizational per-
formance, greater customer satisfaction, improved employee retention, as well as 
more financial benefits (Harter et al., 2002; Lyubomirsky et al., 2005a). The first 
PWBW models found in the literature integrate positive and negative components 
associated with affections and satisfactions in life in general. As an example, in the 
model by Danna and Griffin (1999), physical and psychological symptoms associ-
ated with work (attachment and job satisfaction) are used, as well as general experi-
ence in life. Subsequently, Daniels (2000) is based on Warr’s model (1990) to 
conceptualize PWBW in affective terms and defines it as a construct composed of 
five bipolar axes: anxiety, comfort; depression, pleasure; boredom, enthusiasm; 
tiredness, vigor; and anger, placidity. The heuristic model of organizational health 
developed by Cotton and Hart (2003), on the other hand, includes an axiological 
dimension, and emotional states arising from excessive stress, as well as the per-
sonal assessment made in relation to the work experience. In general, as shown by 
Dagenais et  al. (2008), the authors define psychological well-being at work as a 
combination of morale, distress, and job satisfaction.

Later studies have sought to integrate the hedonic and eudaimonic perspectives 
of well-being, covering subjective, emotional, and psychological aspects related to 
PWBW. For example, for Medzo-M’Engone and Sima (2021), psychological well-
being at work does not reflect the reality itself, but rather elements perceived by the 
worker and which are associated with the reality of the work context. These ele-
ments include worker-perceived autonomy, meaning, workload, feeling of capacity, 
opportunities, cooperation between colleagues, social recognition, among others.

The lack of consensus on well-being definition has given rise to competing mod-
els, many of which do not present their reference theory, so that the conceptual basis 
on which they are grounded can be deduced by examining the measures chosen by 
the researchers. While investigations on the hedonic components of well-being at 
work are advanced, specifically with what concerns positive emotions and job satis-
faction, little is known about eudaimonic well-being, its dimensions and its influ-
ence on workers’ attitudes and behaviors, as well as on organizational effectiveness 
(der Kinderen & Khapova, 2020).

Thus, in view of the enormous range of measures being used to operationalize 
psychological well-being at work and the priority focus of studies being on the 
hedonic perspective, this chapter will highlight three eudaimonic measures. The 
choice of these measures was made because they were developed based on theoreti-
cal models widely disseminated in the specialized literature (Ryff, 1995; Diener 
et al., 2009), in addition to the methodological consistency used in their develop-
ment. They include thriving scale developed by Diener et al. (2010) adapted to the 
work context by Mendonça et al. (2014), the psychological work well-being index 
developed by Dagenais-Desmarais and Savoie (2012), and, subsequently, the eudai-
monic well-being scale developed by Bartels et al. (2019). These measures were 
developed in order to fill the gaps observed in previous studies, and, despite exhibit-
ing differences in their structure and conceptual basis, they have in common the 
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focus on the work context and the definition of psychological well-being at work as 
being the assessment that the worker has on his ability to achieve optimal function-
ing at work. These three approaches to psychological well-being at work will be 
discussed below, as well as their psychometric characteristics.

3.4  �Thriving-at-Work Scale (TAWS): An Integrated 
Perspective of Psychological Well-Being at Work

Thriving at work was initially understood as linked to experience of vigor, enthusi-
asm, and learning (Spreitzer et al., 2005). Later studies claim that this perspective is 
incomplete and suggest that thriving is also related to prosperity, happiness, engage-
ment, self-motivation, and success (Bono et al., 2011).

In the search for the development of a new psychological well-being measure 
that includes the eudaimonic perspective and not just the hedonic one, at the same 
time that it answered criticisms related to its subjective well-being model, Diener 
et  al. (2009) developed a thriving measure. Humanistic theories about universal 
human needs and the optimal functioning of people are the theoretical grounds that 
materialized this model. It is a short measure, developed using the deductive method 
(top down) and is composed of eight items.

According to Diener et al. (2009), each of the proposed items was based on spe-
cific theoretical concepts developed by important authors in this field of knowledge, 
namely, meaning and purpose of life (Ryff, 1995; Seligman, 2008), support and 
reward relationships (Ryff, 1995; Ryan & Deci, 2000), engagement and interest 
(Csikszentmihalyi, 1990; Ryff, 1995; Seligman, 2008), contributing to the well-
being of others (Maslow, 1968; Ryff, 1995; Ryan & Deci, 2000), feeling of compe-
tence (Ryff, 1995; Ryan & Deci, 2000), self-acceptance (Maslow, 1968; Ryff, 
1995), optimism (Seligman, 2008), and being respected (Maslow, 1968; Ryff, 
1995). In summary, thriving is achieved when people experience a high degree of 
purpose, meaning, optimism, competence, and satisfaction with their own life 
(Diener et al., 2009, 2010).

The thriving measure developed by Diener et al. (2009) has been adapted and 
validated for the workplace context by Mendonça et al. (2014), who consider thriv-
ing at work to be a perspective of psychological well-being related to the self-image 
that the worker has regarding his/her skills, involvement, and contribution to the 
development of work activities. The measure encompasses the feeling of being 
respected for the activity developed and the perception that his/her work helps the 
worker be a better person and have a satisfactory life. Well-being in this perspective 
also involves interpersonal relationships with colleagues, professional competence, 
and optimism about the professional future. This measure, initially applied to a 
sample of 536 workers, is unifactorial and consists of 8 items that encompass the 
positive functioning of the worker. The results of the factor analysis indicated a 
unifactorial structure, with factor loads ranging from .40 to .75, explaining 50.54% 
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of the total variance of the responses and Cronbach’s alpha coefficient of .85. The 
thriving at work scale (TAWS) has been used in several studies and is associated 
with dispositional forgiveness of others and emotional support (Chaves et al., 2019), 
used as a mediator in the relationship between mindfulness and creativity (Mendonça 
et al., 2018), correlated with perceptions of justice in a context of change (Nery 
et al., 2016), among others. In all of these studies, TAWS is used to operationalize 
psychological well-being at work.

3.5  �Index of Psychological Well-Being at Work (IPWBW): 
The Model Developed by Dagenais-Desmarais 
and Savoie (2012)

Dagenais-Desmarais and Savoie (2012) argue that among the different domains of 
life, the context of work has very specific characteristics and distinct from any other, 
be it in hierarchical relationships, or in the interpersonal relationship established 
with colleagues, in the capacity that the worker believes he has to develop his work 
well or even in his involvement with work. Thus, using an inductive and ethno-
semantic methodology, they performed a survey in which the participants were 
asked to report incidents that caused them to experience well-being at work, accord-
ing to the following instruction: “Describe a recent situation in which you experi-
enced psychological well-being at work.” After submitting the responses to analysis 
regarding their content, the authors reached 80 manifestations of PWBW, from 
which they worked on a bottom-up approach and arrived at a measurement instru-
ment composed of 25 items, which was applied to 1080 workers from different 
organizations in context-free psychological well-being measures such as distress, 
positive and negative affects, and life satisfaction. The 25 items were structured in 5 
dimensions, each consisting of 5 items. The first dimension is interpersonal fit at 
work and is associated with the employee’s perception that he/she is experiencing 
positive relationships with colleagues and interacting in the work context. An exam-
ple of an item in this dimension is: “I value the people I work with.” The second 
dimension is thriving at work − it is associated with the perception that the person 
is doing a job that allows him/her a sense of fulfillment as a person. An example is 
the item: “I find meaning in my work.” The third dimension is feeling of compe-
tency − this dimension is associated with the perception that you have the necessary 
skills to do your job efficiently and master the tasks to be performed. An example of 
an item of this dimension is: “I know that I am capable of doing my job.” The fourth 
dimension is perceived recognition at work − this dimension is associated with the 
perception of being valued in the organization for your work and personality. An 
example of an item in this dimension is: “I feel that my work is recognized.” The 
fifth dimension is the desire for involvement at work − it is associated with being 
involved with the organization and contributing to its smooth functioning and suc-
cess. An example of an item in this dimension is: “I want to take the initiative in my 
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work.” These dimensions can be grouped into a single second-order factor (see 
graphical representation of the model in Fig. 3.1).

The IPWBW presented adequate adjustment indices in the confirmatory factor 
analysis (CFA) for the model with the five dimensions (Ӽ2 = 1982.354; CFI = .906; 
RMSEA = .077 [low CI = .074; high CI = .080]; SRMSR = .0628), as well as strong 
internal consistency in the general factor (α = .964). At the level of dimensions, the 
Cronbach Alphas ranged from .920 to .833.

The model developed by Dagenais-Desmarais and Savoie (2012) is promising, 
since in addition to be structured as theoretically predicted and having good psycho-
metric indices, it presents an integrated perspective, besides having been validated 
in India (Medzo-M’engone & Sima, 2020) and Gabon (Medzo-M’Engone & Sima, 
2021), and the validation of the measure in Brazil is in an advanced process phase. 
Another characteristic of IPWBW is the fact that it considers psychological well-
being at work not only as a trait but also as a transitory state, which is influenced by 
socio-organizational dynamics and interpersonal relationships faced in the work 
context.

3.6  �Eudaimonic Workplace Well-Being Scale (EWWS): 
The Model Proposed by Bartels et al. (2019)

Bartels et al. (2019) argue that the eudaimonic perspective, when considering the 
optimal functioning of individuals and their personal growth, is related to the activi-
ties they perform and to authentic mental states, based on deeply held beliefs and 
values. For these authors, the hedonic perspective is not sufficient to cover the com-
plexity of the psychological well-being in the workplace construct, being restricted 
to the subjective aspects of well-being. Another argument used to justify the study 
is the fact that although research on eudaimonic well-being is moving swiftly, the 
focus is not on the specific context of work.

Source: Figure constructed by the authors of this chapter based on the model developed
by Dagenais-Desmarais and Savoie (2012).

Index of psychological well-being at work – IPWBW

Interpersonal
fit at work

Thriving at
work

Feeling of
competence

Perceived 
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Desire to get
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work

Fig. 3.1  IPWBW graphical representation. (Source: Figure constructed by the authors of this 
chapter based on the model developed by Dagenais-Desmarais and Savoie (2012)
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After defining eudaimonic well-being at work as the subjective assessment of the 
worker’s personal ability to develop optimal functioning in the workplace, Bartels 
et al. (2019) have developed an eudaimonic workplace well-being scale (EWWS). 
This optimal functioning encompasses two dimensions: interpersonal well-being at 
work and intrapersonal well-being at work. The authors specify that the study aims 
to introduce a specific conceptualization of eudaimonic well-being at work as well 
as to develop and validate a new measure to be used by researchers and profession-
als who want to access well-being beyond the hedonic perspective.

The items on the EWWS scale were created using the deductive approach and the 
analysis of judges. To that effect, constructs associated with general well-being and 
those similar to eudaimonic well-being were considered, namely, subjective well-
being, psychological well-being, burnout, irritation, self-assessment of anxiety, vital-
ity, focus on job promotions, engagement, belonging, trust, communion with others, 
perception of kindness in others, and social integration. The items listed were adapted 
to the work context and subsequently underwent an assessment by a wellness expert to 
categorize them into the intrapersonal (25 items) and interpersonal (11 items) dimen-
sions. The intrapersonal dimension includes items with a focus on energy, purpose, 
growth, and ability to contribute to the work environment. An example of an item of 
this dimension is: “I feel that I have a purpose in my work.” The items in the interper-
sonal dimension are focused on comfort, the ability to have reciprocity and establish 
relationships with co-workers. An example of an item of this dimension is: “Among 
the people I work with, I feel that there is a sense of brotherhood” (see Fig. 3.2).

The content validation of the EWWS was carried out with 44 judges, and the 
questionnaire was further applied to 120 MBA students. The factor analysis resulted 
in 8 retained items, 4 for each of the dimensions − intrapersonal and interpersonal. 
To test the 8-item measure, the study included 5 different samples, totaling 1226 
participants. The final EWWS convergent, discriminant, and predictive validation 
study included measures of psychological well-being, work engagement, life satis-
faction, social fragility, leader-member exchange, creativity, turnover intention, 
absenteeism, job satisfaction, behavior organizational citizenship, and popularity 
scale. Confirmatory factor analyses were applied to all seven samples included in the 

Source: Figure constructed by the authors of this chapter based on the model developed
by Bartels et al. (2019)

Eudaimonic workplace well-being scale – EWWS

Interpersonal dimension at work Intrapersonal dimension at work

Fig. 3.2  Graphical representation of the eudaimonic well-being scale at work. (Source: Figure 
constructed by the authors of this chapter based on the model developed by Bartels et al. (2019))
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study, showing good fit rates for the hypothetical model that eudaimonic well-being 
at work is a latent construct of a higher order composed of two first-order factors − 
intrapersonal and interpersonal. The adjustment indices of the two-factor model 
were adequate for all samples, with CFI ranging from .96 to .99 and SRMR ranging 
from .025 to .077. The authors also tested a three-dimensional model by including 
job satisfaction, a subjective measure from a hedonic perspective. The three-dimen-
sional model had a better fit than the two-dimensional model, which led the authors 
to conclude that a more complete photograph of psychological well-being at work 
involves the combination of the hedonic and eudaimonic perspectives.

The reliability coefficients, measured by the Cronbach’s alpha, ranged from .54 to 
.86 for the interpersonal dimension and from .70 to .96 for the intrapersonal dimen-
sion of eudaimonic well-being at work. The convergent and discriminant validity of 
the measure was proven by correlating the EWWS with general psychological well-
being (r = .44, p ≤ .01), employee engagement (r = .49, p ≤ .01), satisfaction with 
life (r =  .49, p ≤  .01), social weakening (r = −.32, p ≤  .01), and leader-member 
exchange (r = .49, p ≤  .01). Among the measures used to achieve competing and 
discriminating validity, only engagement and leader-member exchange are measures 
related to the work environment. The measures of psychological well-being, social 
weakening, and satisfaction with life are general measures, free from any specific 
context, such as work. Predictive validity was analyzed by the impact of EWWS on 
creativity (significant and positive relationship), turnover (significant and negative 
relationship), and absenteeism (no significant relationship).

This study shed light on the importance of adding interpersonal aspects to well-
being at work, besides emphasizing that well-being extends beyond the affective 
dimension, but that job satisfaction must be considered. One aspect to note, how-
ever, is the fact that the authors use the terms eudaimonic well-being and psycho-
logical well-being as synonyms. In fact, previous studies have established that the 
hedonic perspective of well-being is called subjective well-being (Diener, 1994) 
and the eudaimonic perspective psychological well-being (Ryff, 1995).

3.7  �Similarities and Differences Between TAWS, IPWBW, 
and EWWS

The detailed description of the three measures of psychological well-being at work 
highlighted the conceptual and methodological similarities and differences between 
them. The first aspect to be considered is that the TAWS and the EWWS were devel-
oped using the deductive methodology (top-down), so that the items were raised 
from the reference theories. On the other hand, the items of the IPWBW were devel-
oped in an inductive perspective (bottom-up), starting from the experience of the 
workers themselves on the psychological well-being experienced in the workplace 
environment, to further arrive at the constitutive and operational definitions. When 
reviewing the items and dimensions of each of these measures, it can be seen that 
despite having used different methodologies, they are anchored on the same theo-
retical bases, as shown in Table 3.1.
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Table 3.1  PWBW measurements analyzed, dimensions investigated, and theoretical reference 
bases for each of the measurement items

Measures reviewed and number of items that cover 
each PWBW aspect

Aspects of 
psychological 
well-being at 
work covered in 
the three 
measures 
analyzed

Thriving at 
work
Unifactorial – 
8 items

Index of 
psychological 
well-being at 
work
Five factors – 25 
items
Each factor 
composed of 5 
items

Eudaimonic 
workplace 
well-being
Bifactorial – 8 
items
Each of the 
factors 
composed of 4 
items

Ryff (1995), Diener 
et al. (2009, 2010), 
Dagenais-Desmarais 
and Savoie (2012), and 
Bartels et al. (2019)

1. Meaning and 
purpose

1 item 5 items that 
make up the 
thriving at work 
factor

2 items that 
make up the 
intrapersonal 
dimension

Ryff (1995) and 
Seligman (2008).

2. Supporting and 
reward 
interpersonal 
relationship

1 item 5 items that 
make up the 
interpersonal fit 
at work 
dimension

4 items that 
make up the 
interpersonal 
dimension

Ryff (1995) and Ryan 
and Deci (2000)

3. Involvement, 
engagement,
Vigor, and energy 
at work

1 item 5 items that 
make up the 
desire to be 
involved in work 
dimension

1 item that 
make up the 
intrapersonal 
dimension

Ryff (1995), 
Csikszentmihalyi 
(1990), and Schaufeli 
and Bakker (2004)

4. Contribute to 
the welfare of 
others

1 item Aspect not 
covered

Aspect not 
covered

Ryff (1995), Maslow 
(1968), and Ryan and 
Deci (2000)

5. Sense of 
competence

1 item 5 items that 
make up the 
feeling of 
competence at 
work

Aspect not 
covered

Ryff (1995) and Ryan 
and Deci (2000)

6. Growth as a 
person

1 item Aspect not 
covered

1 item that 
makes up the 
intrapersonal 
dimension

Ryff (1995) and 
Maslow (1968)

7. Be respected 
and considered

1 item 5 items that 
make up the 
perceived 
recognition at 
work dimension

Aspect not 
covered

Ryff (1995) and 
Maslow (1968)

8. Optimism 1 item Aspect not 
covered

Aspect not 
covered

Seligman (2008) and 
Diener et al. (2009)

Source: Table built by the authors of this chapter
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The first aspect that stands out in the analysis of the measures described is that 
the measures items are included in the theory of Carol Ryff (1995), having emerged 
from the theories, as in the case of TAWS and EWWS, or from the experiences of 
workers, as in the case of IPWBW. In addition, in terms of theoretical basis, some 
measurement items are based on the theory of basic human needs (Maslow, 1968), 
on conceptions of positive psychology (Csikszentmihalyi, 1990; Seligman, 2008), 
on the subjective perspectives of psychological well-being (Diener et al., 2009) and 
in the theory of self-determination (Ryan & Deci, 2000).

Among the three studies analyzed, the IPWBW is the only model of psychologi-
cal well-being that was developed using the inductive approach to reflect the subjec-
tive experience of workers about psychological well-being at work. The results 
obtained constituted innovative contributions in the theoretical and methodological 
field for the specialized literature; however, the model does not capture the hedonic 
aspects of psychological well-being at work.

According to Dagenais-Desmarais and Savoie (2012), psychological well-being 
at work must be conceptualized based on a specific model that considers the work 
context since, despite the similarities, there are differences in relation to well-being 
in specific and general contexts. When advancing in studies on well-being, Diener 
(1994) stated in this regard that well-being can vary depending on the specific 
domain of life in which it is investigated. Thus, considering the fact that in an orga-
nizational context it is intended to analyze and predict variables related to the orga-
nizational environment and the behavior of workers, the measures of psychological 
well-being at work must also be specific to this domain.

3.8  �Psychological Well-Being at Work: A Phenomenon 
with Multiple Measures

The main criticism related to studies on psychological well-being at work is that the 
variables have been studied in different ways, using different measures and, many 
times, without the authors clarifying the theoretical basis used (Dagenais-Desmarais 
et al., 2018). Thus, in order to better understand how this construct has been opera-
tionalized in scientific articles, a literature review was carried out in order to iden-
tify the main measures of psychological well-being at work used in the last 5 years.

The articles were extracted simultaneously by two investigators, with access to 
several databases (see Appendix), through the Brazilian virtual library “Portal of the 
Coordination for the Improvement of Higher Education Personnel Journals” − 
CAPES. The keywords used were “eudaimonic workplace well-being” in the “any” 
field, the Boolean operator “OR,” and again in the “any” field “hedonic workplace 
well-being,” the Boolean operator “OR,” followed by the keyword “well-being 
at work.”

The search included empirical and peer-reviewed articles, published in the 
English language from 2016 to 2021, refined according to the topics well-being at 
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work and well-being, totaling 91 articles. Articles indicating that instruments to 
measure the construct were not used were excluded. Based on abstracts review, ten 
articles that were in other languages were excluded as well as 06 articles that did not 
refer to the search topic, 05 because they were literature reviews or theoretical arti-
cles, 04 because they did not use welfare measures, and 03 because they were dupli-
cate articles. Finally, 63 articles were selected for full reading and review. The 
results were summarized considering the theoretical perspectives used about well-
being at work and the measures used, in addition to descriptive data, such as year of 
publication, country, sample group, journal, and databases.

Among the 63 articles reviewed, 58 different measures of well-being at work 
were identified, which demonstrate that there is a wide variety of instruments used 
to operationalize the construct. In addition, some studies have presented new mea-
sures (Barbieri et al., 2019; Nery et al., 2019; Nislin et al., 2016; Olawale et al., 
2017; Steffgen et al., 2020) and seven of them accessed the construct by means of a 
single question to be answered on a five-point Likert scale (1 = little; 5 = a lot). 
Table 3.2 shows the number of times that each measure of psychological well-being 
at work was used in scientific articles, identifying the measure and the referenced 
source by the author.

Taken together, these studies demonstrate that PWBW conceptions encompass 
negative dimensions such as worker’s fatigue, stress, burnout syndrome, anxiety 
traits, and suicidal ideas; dimensions with focus on organizational identity and on 
the vigor and meaning of work, such as commitment and engagement at work; and 
positive dimensions such as indices of ability to work, affections, emotions, and 
satisfaction with life. Some studies used integrated perspectives of psychological 
well-being at work, through measures that include hedonic and eudaimonic well-
being at work or context-free (Dose et al., 2019; Sandilya & Shahnawaz, 2018; Van 
Rensburg et al., 2017); there are also those studies that selected more than one mea-
sure of well-being to assess both aspects of psychological well-being − hedonic and 
eudaimonic (Puigmitja et al., 2019; Turban & Yan, 2016).

The diversity of measures used in the investigations is associated with a variety 
of conceptions about psychological well-being at work and with the lack of consen-
sus on their dimensions and theoretical guiding concepts. With regard to the theo-
retical scope that anchors the conceptual bases on well-being, it is noteworthy that 
not all studies have brought clear definitions about the psychological well-being at 
work construct, having the same been evaluated through context-free measures or 
single-item questions (Buruck et al., 2016; Haapakangas et al., 2018; McCunn & 
Frey, 2020; Platsidou & Agaliotis, 2017). The review of the theoretical construct 
underlying the measures used in the articles surveyed confirms the conceptual mul-
tiplicity in the operationalization of PWBW, as can be seen in Table 3.3.

In the studies surveyed, there is a prevalence of research that uses the hedonic 
perspective of well-being (positive affects and satisfaction with life), although mea-
sures that are context-free are often used. The view of psychological well-being at 
work conceived from the relationship between engagement and burnout (Schaufeli 
& Bakker, 2004) has also been widespread, especially in European studies, demon-
strating focus on eudaimonic well-being. There is also a considerable percentage of 
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Table 3.2  Measures used to operationalize psychological well-being at work, their references, 
and the number of studies that used them

N Measure used to operationalize the PWBW References Frequency

1 UWES-9 Schaufeli et al. (2006) 11
2 Maslach Burnout Inventory Maslach and Jackson 

(1981) and Maslach et al. 
(1996)

7

3 PANAS Watson et al. (1988) 4
4 Satisfaction with Life Scale Diener et al. (1985) 3
5 Copenhagen Psychosocial Questionnaire II Pejtersen et al. (2010) 3
6 PERMA Scale Kern et al. (2014) 2
7 Four items each drawn from the circumplex model Feldman Barrett and 

Russell (1998)
2

8 Scale of psychological well-being Ryff (1989) 2
9 Index of Psychological Well-Being at Work 

(IPWBW)
Dagenais-Desmarais and 
Savoie (2012)

2

10 Psychosomatic complaints scale Spector and Jex (1998) 2
11 Job satisfaction Brayfield and Rothe’s 

(1951)
2

12 Job-related well-being measure Warr (1990) 2
13 Well-being at work scale Paschoal and Tamayo 

(2008)
1

14 WHO-Five Bech et al. (2003) 2
15 Tokyo Occupational Mental Health well-being 

scale
Komase et al. (2020) 2

16 SPANE Scales Diener et al. (2010) 1
17 Elevation and Moral Virtue M. B. Oliver et al. 

openness to change (e.g., an exciting life). In line 
with Haidt’s (2003) notion that elevation results 
from witnessing moral excellence, altruistic values 
resembled the idea of moral human virtues most 
closely because they were inherently linked to 
interpersonal and, thus, truly moral behavior. 
Elevation and Moral Virtue M. B. Oliver et al. 
openness to change (e.g., an exciting life). In line 
with Haidt’s (2003) notion that elevation results 
from witnessing moral excellence, altruistic values 
resembled the idea of moral human virtues most 
closely because they were inherently linked to 
interpersonal and, thus, truly moral behavior. 
Affective responses indicative of elevation

Oliver et al. (2012) 1

18 Affect checklist Kessler and Staudinger’s 
(2009)

1

19 Well-Being at Work Scale Demo and Paschoal 
(2013)

20 PERMA scale Positive Psychology 
Center (2013)

1

(continued)
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Table 3.2  (continued)

N Measure used to operationalize the PWBW References Frequency

21 The relatedness subscale from the basic 
psychological needs at work scale

Baard et al. (2004) 1

22 The Shirom-Melamed Burnout Measure (SMBM) Shirom and Melamed 
(2006)

1

23 The tiredness subscale of the 
Activation-Deactivation-Checklist

Thayer (1989) 1

24 Job-Related Affective Well-being scale Katwyk et al. (2000) and 
Basińska et al. (2014)

1

25 Subjective Happiness Scale Lyubomirsky and Lepper 
(1999)

1

26 Hedonia measure Waterman (1993) and 
Huta and Ryan (2010)

1

27 Flourishing (Thriving) Scale Diener et al.’s (2010) 1
28 Inventory of Job-Related Stress Factors (IJRSF) Platsidou and Agaliotis 

(2008)
1

29 The Work and Meaning Inventory (WAMI) Steger et al. (2012) 1
30 Appreciative Management Scale Harmoinen (2014) 1
31 Work Values Survey and one item from Cable and Edwards’s 

(2004)
1

32 Task significance scale Hackman and Oldham’s 
(1976)

1

33 4 Dimension Mood Scale Gregg and Shepherd 
(2009)

1

34 Employee well-being (Workaholism and Burnout 
items)

Hakanen et al. (2018) 1

35 Job satisfaction Farrell and Rusbult (1981) 1
36 Flourishing (Thriving) index VanderWeele (2017) 1
37 General Health Questionnaire Mullola et al. (2019) 1
38 Jenkins’ Sleep Problems Scale and Suicidal 

Ideation
Jenkins et al. (1988) 1

39 Psychological symptoms scale Lehto and Sutela (2008) 1
40 Subjective vitality scale Ryan and Frederick’s 

(1997)
1

41 The “engagement” questionnaire May et al. (2004) 1
42 The Brief Index of Affective Job Satisfaction-

Spanish version (BIAJS)
Fernández-Muñoz and 
Topa (2018)

1

43 The Daniels five-factor measure of affective 
well-being (D-FAW)

Daniels (2000) 1

44 The Educational Flow questionnaire (EduFlow) Heutte et al. (2016) 1
45 The employee’s well-being scale Zheng et al. (2015) 1
46 The Flourishing-at-Work Scale (FAWS) Rautenbach (2015) 1
47 The Organizational Commitment Questionnaire 

(OCQ)
Mowday et al. (1979) 1

(continued)
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Table 3.2  (continued)

N Measure used to operationalize the PWBW References Frequency

48 The short (6-item) Spielberger State-Trait Anxiety 
Inventory

Marteau and Bekker 
(1992)

1

49 The work and meaning inventory Steger et al. (2012) 1
50 Work Ability Index El Fassi et al. (2013) 1
51 Work Exhaustion (burnout) Wharton (1993) 1
52 Related Job Satisfaction Nislin et al. (2016) 1
53 Questions relating to the ability of the subjects to 

handle day-to-day demands and stress
Olawale et al. (2017) 1

54 One-factor instrument designed according to 
information from the work

Van Horn et al. (2004) and 
Nery et al. (2019)

1

55 SATJOB. Satisfaction with the current job 
environment and SATTEACH. Satisfaction with 
teaching profession

Barbieri et al. (2019) 1

56 Three-item work satisfaction scale Steffgen et al. (2020) 1
57 Occupational Satisfaction Scale (SOS); The Scale 

of Involvement with Work (SIW); Affective 
Organizational Engagement Scale (SAOE),

Polizzi and Claro (2019) 1

58 Measure of somatic symptoms Adapted from Derogatis 
et al. (1974)

1

59 Single-item measurements (satisfaction, well-being, 
exhaustion)

Craig and Kuykendall 
(2019), Framke et al. 
(2016), Gil-Beltrán et al. 
(2020), Haapakangas et al. 
(2018), Jonsdottir et al. 
(2020), Lloren and Parini 
(2017), and McCunn and 
Frey (2020)

07

Table 3.3  Different perspectives of well-being presented in the studies

Theoretical construct used in PWBW measurements %

Hedonic well-being 22%
Engagement/burnout 18%
Eudaimonic well-being 17%
Stress/health impairment 17%
Job satisfaction 13%
Work well-being 8%
PERMA model 3%
Positive energy 1%
Mental well-being 1%
General well-being 1%
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studies (17%) that consider the negative results of well-being at work, such as stress 
or damage to the worker’s health, disregarding the positive dimensions of work in 
the constitution of the PWBW.

Therefore, these studies demonstrate that the lack of conceptual theoretical con-
sensus has given rise to competing models on psychological well-being at work, and 
many of them do not present their reference theory, making it often necessary to 
deduce what is the conceptual basis used by examining the measures chosen by the 
researchers.

3.9  �Final Considerations

In this chapter, we carried out a review and critical analysis of the main measures of 
psychological well-being at work; we discussed the conceptual differences in the 
hedonic and eudaimonic perspectives of well-being and characterized the specifics 
of psychological well-being at work in relation to the general well-being. Free of 
context, three well-being measures developed recently were described. These mea-
sures were compared in theoretical and methodological perspectives, and a critical 
review was drawn of the multiplicity of measures used in the literature to operation-
alize psychological well-being at work.

In this connection, it was possible to observe that the studies that analyze the 
impact of psychological well-being at work, for the most part, do not use measures 
that have a specific conceptual structure for the work context, besides presenting 
serious limitations in the theoretical and methodological field. For example, many 
studies focus on only one facet of psychological well-being at work and do not use 
a measure adapted to the specific work situation. By using measures of well-being 
out of the specific context, they establish that well-being is a stable trait in all 
domains of life (e.g., Dagenais-Desmarais et al., 2018), which constitutes an issue. 
Another aspect to be considered is that most studies focus essentially on the hedonic 
components of psychological well-being at work, in addition to those that access 
well-being through variables such as stress, burnout, and engagement. In addition, 
the same richness of research is not observed when it comes to eudaimonic well-
being at work.

In view of the important benefits for both organizations and individuals, it is 
crucial that further studies carry out a theoretical cleanup in order to refine the con-
cept of psychological well-being at work and avoid bias in research and in under-
standing what this construct is. The use of different theoretical perspectives in the 
operationalization of the construct may give the impression that well-being is every-
thing and at the same time nothing, since multiple and even inconsistent definitions 
lead to conceptual uncertainty and to the risk of inducing investigators and profes-
sionals to serious errors in the investigation and practical intervention processes.

To better illustrate this point, one of the measures widely used to operationalize 
psychological well-being at work has been engagement (17% among the studies 
reviewed). However, it seems to be incomplete to conceive both psychological 
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well-being at work exclusively from the perspective of affections and satisfaction 
and from the perspective of engagement and burnout. For example, highly engaged 
people may be sick and be present in the workplace precisely because they are 
engaged (see Watanabe & Yamauchi, 2018). Thus, engagement does not seem to be 
synonymous of psychological well-being at work, as highly engaged people tend to 
be present and work even if they feel sick. It should be noted that the actual concept 
of general health has also been used as an indicator of well-being at work. Given the 
above, it seems to be reckless to operationalize psychological well-being at work 
without a clear conceptual background about its hedonic and eudaimonic dimen-
sions, without considering the context in which it emerges, and without knowing 
how this construct influences attitudes and behaviors in the workplace. Thus, the 
analysis of the measures used to evaluate the PWBW, combined with the under-
standing of their psychometric characteristics, their heuristic power, as well as their 
antecedents and consequences, should be encouraged.

The literature review of this chapter shows that research on the hedonic compo-
nents of well-being at work is advanced, specifically in the form of positive emo-
tions and job satisfaction. However, in a study by Dagenais-Demarais (2012), it was 
evident that the hedonic components of psychological well-being did not emerge 
when using the bottom-up methodological perspective to access the construct. This 
empirical evidence is important, but it is suggested that studies be conducted in 
other sample groups that start from the workers’ well-being experience.

Despite little knowledge being available about eudaimonic well-being, its dimen-
sions and its influences on workers’ attitudes and behaviors, as well as organiza-
tional effectiveness (der Kinderen & Khapova, 2020), this perspective seems to be 
useful for managers in the sense that it gives direction to the development of inter-
vention programs focusing on the workers’ well-being and health.

In summary, the literature in the field of psychological well-being at work, spe-
cifically with regard to the measures used for the operationalization of the construct, 
highlights the need to advance in its theoretical and methodological aspects, cor-
roborating toward the understanding of what psychological well-being at work 
represents.
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Chapter 4
Measurement Scales About Retirement 
Decision-Making

Silvia Miranda Amorim, Juliana Seidl, 
and Lucia Helena de Freitas Pinho França

4.1  �Introduction

The increase in life expectancy among populations around the world has brought 
different perspectives on aging and retirement, including the fact that not all retirees 
are old, and not all old people are retired. There has been a significant increase in 
the number of people who continue to work into their later years, whether because 
they are not eligible for retirement or because many of those who are eligible cannot 
maintain their standard of living on their pension benefits alone (Beehr & 
Bennett, 2015).

In addition, with all of the global economic challenges that arose in the past cen-
tury, approximately 55 developed and developing countries have already raised the 
minimum age for retirement, including Germany, the United States, Australia, 
Greece, India, and Chile.1 In the case of Brazil, constitutional amendment n° 103 of 
November 12, 2019, consolidated a fiscal agenda that had been debated for years 
and implemented a reform of the retirement system. Since then, the minimum 

1 https://economia.uol.com.br/noticias/redacao/2019/03/01/previdencia-idade-minima-
reforma.htm
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retirement age at the federal level has been 62 for women and 65 for men 
(Brazil, 2019).

At the end of 2019, when the retirement reform was approved, approximately 
90,000 federal employees met the requirements for voluntary retirement. In March 
2021, data available from the Brazilian Open Data Portal2 indicated that 78,000 
employees who were already eligible for retirement continued to work, meaning 
they were earning a bonus to continue working past retirement age. In this context, 
human resource managers, coordinators, and facilitators of retirement education 
programs and scholars in this field have asked what motives lead workers to remain 
in the labor market and postpone retirement other than financial gains (in that they 
are no longer obliged to contribute to their retirement accounts) (Amorim & França, 
2019; França et al., 2013; Menezes & França, 2012; Seidl et al., 2020).

Despite a significant increase in research on the topic over the past 20 years, the 
decision about retirement is still a phenomenon on which there is little agreement in 
a world of work that has become increasingly volatile, uncertain, and precarious. 
Workers who dedicate years to the same company or career and then retire, never 
more to return to the labor market, are increasingly rare. Just as there are a great 
many ways to organize and design work, there are also different manners, types, and 
meanings of retirement, which can no longer be described as simply a definitive exit 
from work (Jex & Grosch, 2012; Shultz & Wang, 2011).

Changes in demographics and the world of work mean researchers and profes-
sionals must define the meaning of retirement and work before beginning a study of 
the subject or launching a retirement-preparation program (RPP), for example. In 
this chapter, we adopt the concept presented by Shultz and Wang (2011) that retire-
ment refers to the behavioral and psychological distancing of an individual from 
work. Among several models available in the literature, the one proposed by these 
authors (Fig. 4.1) represents how retirement has been considered a multilevel and 
multicausal process. Similarly, the decision to retire can be voluntary or involuntary 
and may involve few or many phases before the definitive transition and adaptation 
to retirement (Jex & Grosch, 2012).

To deepen our understanding of the model, it is necessary to discuss the concept 
of work and its implications for retirement in various contexts. Work can be concep-
tualized as a set of human activities, paid or unpaid, of a productive and creative 
nature that allows one to obtain, produce, or supply certain goods, products, or ser-
vices. In this activity, a person contributes energy, skills, knowledge, and other 
resources to obtain some material, psychological, and/or social compensation 
(Peiró, 1985). The Marxist definition considers work an essentially human activity 
that transforms reality (Marx, 1980), based on which Yamamoto (2015) highlights a 
person’s work occupation as a central category of the social being and human exis-
tence. According to the definition cited above, one can generally say that people 
who have chosen to postpone retirement, people who engage in bridge employment, 
and people who retire completely may all be said to be working. However, in Brazil, 

2 https://dados.gov.br/dataset/gastos-pessoal-abono-permanencia
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postponing retirement or engaging in bridge employment is considered paid work, 
whether it is done out of necessity, lack of alternatives or interest, and whether or 
not one also receives the pension to which retirees are legally entitled. Models such 
as Shultz and Wang (2011) may therefore classify volunteer work as a type of bridge 
employment, but this is based on the structure of voluntary work in developed coun-
tries such as the United States and Canada, where volunteer opportunities often 
require a defined work day and offer benefits in return; in countries like Brazil, this 
is rarely the case.

In this discussion, it is worth presenting the difference between financial auton-
omy and financial independence (Pimenta, 2014). A financially autonomous person 
has income that exceeds his or her expenses; that is, he or she does not rely on the 
help of third parties or institutions to pay his or her bills. Financial independence is 
a condition that is similar to autonomy but dispenses with the need to work. 
Retirement benefits should be sufficient to promote financial independence, but, 
unfortunately, this is rarely the case. On the other hand, those who − through sav-
ings, regular investment, or inheritance − have managed to generate an income that 
exceeds their expenses can achieve financial independence prior to retirement 
(Pimenta, 2014). Thus, the small proportion of Brazilians who achieve financial 
independence usually choose to retire completely and then engage in activities that 
are not necessarily remunerated. The others continue working full or part time for 
many years.

Based on this theoretical view, three options for retirement decisions have been 
highlighted (Beehr & Bennett, 2015; Menezes & França, 2012):

Fig. 4.1  Longitudinal progression of the retirement process and potential impact factors (Shultz 
& Wang, 2011)

4  Measurement Scales About Retirement Decision-Making
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	1.	 Postpone retirement (late retirement) after having met the legal criteria for retire-
ment, remaining at the same job with the same work hours and workload. Some 
organizations have offered the option of moving to a different position or sector, 
in order to accommodate the physical and cognitive changes in the worker, as 
well as his or her intrinsic motivation to learn and develop activities in 
another area.

	2.	 Choose bridge employment, leaving one’s primary career to dedicate oneself to 
another job or position, in the same field or a different one, with or without a 
change to one’s former workload. In general, these people choose more flexible 
jobs; that is, they want to act as entrepreneurs, independent contractors, or ser-
vice providers, with a lighter and more flexible work schedule.

	3.	 Choose full retirement, leaving the job market to live on financial resources from 
pensions or secondary income (investments, inheritance, or rental income).

Thus, the decision process about whether to continue working or take full retire-
ment entails an analysis of individual, familial, organizational, work, and socioeco-
nomic factors (Shultz & Wang, 2011; Wang & Shi, 2014), as shown in Fig. 4.1. One 
can highlight the theory of rational choice, which considers the comparison between 
one’s accumulated financial resources and the financial resources needed to retire. 
From this theoretical perspective, workers will end their employment only when 
they feel that their accumulated and future financial resources permit them to meet 
their living expenses in retirement (Wang & Shi, 2014). This view matches recent 
empirical studies, which have highlighted financial circumstances as one of the 
main factors of well-being in retirement, together with health (Amorim & França, 
2020; Hershey et al., 2017; Vogelsang et al., 2018). This is why preparation/educa-
tion/counseling programs for retirement are so strongly recommended. On the other 
hand, a large number of workers are compelled to retire against their will by early 
retirement programs imposed by organizations or to continue working for individ-
ual, family, social, organizational, or economic reasons.

Menezes and França (2012) carried out a study with 148 public employees at a 
technology company that focused on their retirement decisions. The authors did not 
create a predictive instrument at that time but used seven predictors that had been 
partially tested in the literature: (i) subjective life expectancy; (ii) age; (iii) per-
ceived health; (iv) perception of work − involvement and satisfaction; (v) flexibility 
of schedule; (vi) commitment to their career; and (vii) control of their work. These 
predictors were correlated with a dependent variable consisting of a single question 
that contained the three main options for retirement decisions. Hierarchical regres-
sions identified the predictors for each of the options: (i) age and perception of work 
favored the option to postpone the age of retirement; (ii) flexibility of schedule, 
control of work, and perception of work predicted bridge employment; and (iii) 
perceived health was the main predictor for full retirement (Menezes & França, 2012).

Accurate measurement of the motives or predictors that lead people to retire or 
continue working is an important issue that must be investigated so that organiza-
tions can address the different interests of older workers with regard to this career 
transition and plan not only for the well-being of their workers but also for the 
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composition and needs of their workforce. In light of this need, this chapter aims to 
highlight instruments related to perceptions of the decision about whether to take 
early retirement, seek bridgework, or continue to work after retirement, as well as 
measures of the factors that influence this decision.

To this end, it contains a narrative review of the literature on instruments related 
to the decision about retirement that have been developed in doctoral theses or pub-
lished in peer-reviewed journals. It focuses on instruments that undertake psycho-
metric analyses to explore and confirm the structure of the measure, emphasizing 
instruments that have proven valid and consistent in testing at least one sample 
(Table 4.1). It also compiles a list of the dimensions addressed by decision-predicting 
instruments (Table 4.2) and, finally, includes other items developed by authors in 
their studies to measure decisions about retirement (Table 4.3). The instruments are 
therefore presented in two groups: the first refers to intentions or motives for retire-
ment, and the second refers to attitudes and predictors of the retirement decision, 
followed by other measurement items. Measures of attitudes were included in the 
set of predictor scales because the theory of planned behavior considers them ante-
cedents of the decision (Ajzen, 1991).

4.2  �Measures

�Instruments That Assess Intention and Interests in Retirement

Scale of Interest in Bridge Employment and Phased Retirement
The Scale of Interest in Bridge Employment and Phased Retirement was developed 
by Kalokerinos et al. (2015) to measure older workers’ interest in engaging in bridge 
employment currently or in the future. The instrument consisted of four items and 
two dimensions: one dimension related to phased retirement, with questions about 
reducing work hours and working from home for a period leading up to retirement, 
and another dimension related to intermediate employment, with questions about 
working as an independent contractor after retirement and working on specific tasks 
or for a specific time after retirement.

At the time, it was developed with a sample of 609 Australian workers aged 50 
or older, and the instrument showed good psychometric characteristics (CFI = 0.99, 
RMSEA = 0.03) based on confirmatory factor analysis. No translations of the instru-
ment were found, nor cases of its application in other studies.

Retirement Intention Scale (RIS)
The Retirement Intention Scale (RIS) was developed by De Vos and Segers (2013) 
to measure workers’ intention to continue working until the official age of retire-
ment. The instrument has four Likert items (a 5-point scale according to degree of 
agreement) organized in a single factor. The items are (i) I intend to stop working 
before my official retirement age (reversed scoring); (ii) I can easily continue work-
ing until my official retirement age; (iii) I plan to stop working as soon as I can 

4  Measurement Scales About Retirement Decision-Making
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Table 4.3  Compilation of the items developed by the authors

Dimension Items

Intention to retire early I’d like to retire earlier, if I can
I’d like to stop working as soon as possible
I hope to take early retirement in the near future
I intend to stop working before age 65
I have considered retiring before reaching the legal age of 
retirement
I’d like to retire earlier if my financial circumstances permit 
it

Intention to continue working/
return to work

Personally, I have no problem with postponing retirement
It’s important to me to continue working past the age of 
retirement
Unless something unexpected happened, I’d remain in this 
organization indefinitely
I’d like to work for my current employer after retiring
I’d like to work for another employer after retiring
I’d like to become an independent contractor after retiring
Even when I’m eligible for retirement, I intend to keep 
working
I believe if I retire at the age at which I’m eligible for 
retirement, I’ll still want to return to work
I don’t see any way I’ll be able to retire in the near future
In light of my circumstances, there’s no way I can stop 
working

Intention to retire early I don’t see myself continuing in my current job much longer
I hope to start drawing a pension in the near future
I intend to retire in the near future
As soon as I can retire, I’m going to stop working altogether
In my opinion, work and retirement don’t go well together
I don’t intend to do any sort of work at all during my 
retirement

Intention to engage in bridge 
employment

I don’t consider working half time during my retirement a 
disadvantage
I would consider coming back to work part time in my 
current field during my retirement
Even after I’m eligible for retirement, I’m going to keep 
working part time
Even after I’m eligible for retirement, I’m going to keep 
working in a different type of work.
As soon as I’m eligible for retirement, I intend to work for 
myself
As soon as I’m eligible for retirement, I intend to work in a 
new job
I’m interested in taking a temporary job until I fully retire

S. M. Amorim et al.
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(reverse scoring); and (iv) I intend to work as long as possible. Its application to a 
sample of 265 Belgian workers over the age of 45 showed good internal consistency 
(α = 0.81).

�Instruments for Predicting Decisions

Escala de Actitudes Hacia la Jubilación [Attitudes Toward Retirement Scale]
The Escala de Actitudes Hacia la Jubilación [Attitudes Toward Retirement Scale] 
was developed by Rodríguez (2007) to measure favorable, unfavorable, or neutral 
attitudes toward retirement. Using Thurston’ method of equal appearing intervals, 
participants were asked to assign a value between 1 and 7 to each item, in which 1 
indicated an extremely unfavorable opinion, 4 a neutral opinion and 7 an extremely 
favorable opinion, and the participant’s score was calculated by the arithmetic aver-
age of these values. At the time, it was developed with a sample of 300 pre-retirees 
and retirees in Argentina; it had a structure of 3 dimensions and 40 items (14 favor-
able, 16 unfavorable, and 10 neutral), with good psychometric characteristics 
(α = 0.81).

Executives’ Perception of Gains in Retirement (EPGR) and Executives’ 
Perception of Losses in Retirement Scale (EPLR)
The Executives’ Perception of Gains in Retirement (EPGR) and Executives’ 
Perception of Losses in Retirement (EPLR) scales were developed by França (2004) 
to measure positive attitudes (perceived gains) and negative attitudes (perceived 
losses) toward retirement. The instruments were developed on a 4-point Likert scale 
that indicated degree of importance (with 1 being very important and 4 unimport-
ant), with the EPGE composed of 19 items and 5 factors (autonomy at work, rela-
tionships, a new beginning, cultural and leisure activities, and investments) and the 
EPLR composed of 19 items and 4 factors (losses of an emotional nature, losses of 
a material nature, relationship with the company. and salary and/or benefits).

Used with a sample of 517 Brazilian and New Zealand executives, the experi-
mental factor analyses showed good rates of internal consistency. The EPGE showed 
total explained variation of 60%, with internal consistency indices ranging from 
0.51 to 0.83 (α = 0.83; 0.77; 0.58; 0.51) and factor loads of the items between 0.25 
and 0.86. The EPLR showed a total explained variation of 63%, with internal con-
sistency indices ranging from 0.69 to 0.90 (α = 0.90; 0.82; 0.88; 0.69) and factor 
loads of the items between 0.44 and 0.88.

In 2016, the scale was applied by Pissinati et al. (2016) in Brazil, as originally 
proposed (França, 2004; França & Vaughan, 2008). In this application with a sam-
ple of 164 workers at a public university, the authors found that the older the work-
ers were, the lower their perception of total gains in retirement, and the less value 
they placed on time for relationships and a new beginning after retirement. However, 
those with partners considered the time they would have for relationships after 
retirement more important. In addition, the more educated the respondent, the 
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greater the value placed on retirement as a new beginning. Participants with the 
highest salaries gave less importance to having time for cultural and leisure activi-
ties or for investment. Finally, the longer the respondent had been employed, the 
more acute was the feeling of loss in general, and especially the material aspects of 
employment. With regard to the types of work at the university, those who were 
teachers attributed greater importance to losses related to the emotional aspects of 
work and to salaries and benefits (Pissinati et al., 2016).

Older Workers’ Intentions to Continue Working (OWICW)
The Older Workers’ Intentions to Continue Working (OWICW) instrument was 
developed by Shacklock and Brunetto (2011) for Australian workers. In this instru-
ment, respondents used a 7-point Likert scale (with 1 indicating complete disagree-
ment and 7 indicating complete agreement) to indicate their view on 41 items and 7 
dimensions (connection with work, importance of work to the individual, personal 
relationships at work, perception of autonomy, flexible work arrangements, man-
agement and organizational factors, and interests outside work), as well as state-
ments about health, financial circumstances, and sociodemographic data. At the 
time, it was developed and applied to a sample of 379 workers over the age of 50, 
and the scale showed adequate psychometric properties (α ≥  0.70) in its initial 
structure. The scale was recently adapted for use in the Brazilian context (Macêdo 
et  al., 2020) and found to have a structure similar to the original, suggesting its 
adequacy and applicability to other contexts.

Reasons for Entrepreneurs’ Retirement Decision Inventory (RERDI)
The Reasons for Entrepreneurs’ Retirement Decision Inventory (RERDI) was 
developed by Chevalier et al. (2013) to access the structure of the reasons underly-
ing the retirement decision process among entrepreneurs, using the push and pull 
view previously employed by Shultz et al. (1998) to analyze the variables that could 
retain a worker (pull) or push him or her out of the organization (push). Chevalier 
et al. (2013) proposed an instrument composed of four sub-scales related to push 
(negative aspects of the entrepreneur’s current situation that contribute to the end of 
his or her career), pull (positive perceptions of post-professional life), anti-push 
(positive assessments of the entrepreneur’s present life), and anti-pull (negative 
aspects of retirement), each composed of four items. In a sample of 500 entrepre-
neurs aged 52 to 69, confirmatory factor analyses showed a tool with good psycho-
metric characteristics for the four-factor model (CFI  =  0.96; IFI  =  0.96; 
RMSEA  =  0.06) with adequate internal consistency indices (0.86; 0.87, 0.80, 
and 0.73).

Reasons for Retirement Scale (RFR)
The Reasons for Retirement Scale was developed by Floyd et  al. (1992) in the 
United States to form the Retirement Satisfaction Inventory (RSI). It is a Likert 
instrument composed of 15 items distributed into 4 factors (job stress, pressure from 
the employer, pursuit of one’s own interests, and retirement due to circumstances). 
At the time it was developed, the instrument was applied to 402 American retirees, 
with factor loads higher than 0.42 for the items and Cronbach’s alpha ranging from 
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0.61 to 0.80 for the factors. The instrument was adapted for use with French retirees 
(Fouquereau et al., 1999) in the 1990s, and more recently for use with Spanish retir-
ees (Muñoz et al., 2011) and Brazilians (Amorim & França, 2019), showing good 
evidence of validity in all three cases.

Scale of Factors Influencing the Post-Career Employment Decision
The Scale of Factors Influencing Post-Career Employment Decisions was devel-
oped by Kerr and Armstrong-Stassen (2011) using a sample of Canadian employees 
and entrepreneurs over the age of 50 to identify factors that favor or discourage the 
decision to engage in post-retirement work. Based on the literature, two sub-scales 
were developed: the first related to the decision about engaging in entrepreneurship, 
composed of 18 items and 4 factors (personal satisfaction, independence, financial 
necessity, and life-work balance); the second related to the decision to engage in 
paid employment, composed of 22 items and 5 factors (work connection, continu-
ous contribution, financial necessity, life-work balance, and new experiences).

Its development with a sample of 282 respondents showed good psychometric 
characteristics, with the first sub-scale showing items with factor loads above 0.75 
and alpha ranging from 0.60 to 0.85, and the second sub-scale showing items with 
factor loads above 0.67 and alphas ranging from 0.73 to 0.81. No additional applica-
tions or translations of this instrument for other contexts were identified (Kerr & 
Armstrong-Stassen, 2011).

Escala de Motivos para Continuar Trabalhando na Aposentadoria [Scale of 
Reasons for Continuing to Work in Retirement]
The Escala de Motivos para Continuar Trabalhando na Aposentadoria [Scale of 
Reasons for Continuing to Work in Retirement] was developed by Souza and França 
(2020) in Brazil to measure the motives that lead retirees to make this decision. This 
is a 5-point Likert instrument in which respondents indicate the degree to which 
their decision was influenced by 44 items distributed into 7 factors: economic cir-
cumstances, physical conditions, working conditions, importance of work, relation-
ships at work, relationships with the organization, and intellectual development. 
Analyses based on a sample of 511 workers age 45 or older showed that the instru-
ment had good psychometric qualities (χ2 (gl)  =  1178.20 (881); CFI  =  0.96; 
TLI = 0.95; RMSEA = 0.03), with internal consistency of the factors, measured by 
Cronbach’s alpha, ranging from 0.81 to 0.94.

Workers’ Retirement Motivations Inventory (WRMI)
The Workers’ Retirement Motivations Inventory (WRMI) was developed by 
Fouquereau et al. (1999) based on interviews with French workers using the push/
pull/anti-push/anti-pull model. This is a Likert instrument with a scale ranging from 
1 to 10 in importance, with 20 items distributed into 4 dimensions: (i) push (reasons 
to stop working); (ii) pull (aspects of life that make retirement attractive); (iii) anti-
push (reasons to continue working); and (iv) anti-pull (concerns about retirement).

Its development entailed six successive analyses using different samples that totaled 
1854 participating French workers. With an initial sample of 251 workers between 45 
and 62 years of age, exploratory factor analyses indicated the extraction of 4 factors 
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that explained 53.78% of the variance. Next, confirmatory factor analyses were con-
ducted using a sample of 375 workers between the ages of 49 and 61, and the model of 
4 factors and 20 items showed good fit indices (B-Sχ2 = 189.14, df = 164, B-Sχ2/
df = 1.15; CFI = 0.90; TLI = 0.90; SRMR = 0.06; RMSEA = 0.06, AIC = 410,382; 
MECVI = 1163). Additional tests performed on a sample of 108 workers between 50 
and 65 years of age showed temporal stability of the instrument’s factors [r (CCI) = 0.54; 
0.62; 0.54; 0.84.) and nonsignificant correlations with the Marlowe-Crowne Social 
Desirability Scale (r ranging from −0.11 to 0.18) (Fouquereau et al., 1999).

In a fifth analysis, invariance analyses were conducted using a sample of 433 
workers between 50 and 66 years old, which showed invariance in models of gen-
der, marital status, employment contract, age, and possessions (nonsignificant 
increase in the qui-square and minimal differences of CFI and RMSEA for all mod-
els). Finally, to verify evidence of predictive validity, Latent Profile Analyses (LPA) 
were conducted with a sample of 687 workers between the ages of 50 and 66, and 
these indicated 3 profiles and participants, namely, (i) determined elderly people, 
who showed a medium level of push, a high level of pull and low levels of anti-push 
and anti-pull; (ii) hesitant elderly people, who reported low levels of push and pull 
and medium levels of anti-push and anti-pull; and (iii) ambivalent elderly people 
who attributed great importance to all 4 factors (Wilk’s Λ  =  0.123, F(8, 
1340) = 309.383, p < 0.001, partial η2 = 0.649) (Fouquereau et al., 1999).

�Dimension of the Decision-Predicting Instruments

Considering the large number of instruments that attempt to measure predictors of 
the retirement decision, we compiled the dimensions and items covered by these 
instruments. As shown in Table 4.3, the eight instruments dealt with four categories: 
(i) individual factors related to pursuit of interests outside work, independence and 
new experiences, personal satisfaction, and physical, financial, and intellectual con-
ditions; (ii) social and family factors related to time for friends and family, time for 
cultural and leisure activities, and family circumstances; (iii) factors having to do 
with work and the organization, related to the bonds and importance attributed to 
work, to life-work balance and flexible arrangements, to perception of autonomy, 
stress, satisfaction, and motivation at work, to the type of management, to working 
conditions and pressure from the employer, and to relationships with colleagues and 
with the organization; and (iv) socioeconomic factors related to social norms that 
associate retirement with inactivity, age, or death.
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�Other Items Used as Measurements

In addition to the instruments presented, it is worth noting that the narrative review 
found a significant number of studies that did not use previously validated instru-
ments but rather measured decisions about retirement using items developed by the 
authors of these or previous studies. These are items related to the intention to retire 
before reaching retirement age (Gaillard & Desmette, 2008, 2010; van Dam et al., 
2009; Topa & Alcover, 2015), the intention to continue working or return to work 
after retirement (Dordoni et al., 2017; Menezes & França, 2012; Rodrigues, 2016; 
Seidl et al., 2020; Stuer et al., 2019; Topa & Alcover, 2015), the intention to engage 
in bridge employment or engage in a different type of work (Dordoni et al., 2017; 
Menezes & França, 2012; Lahlouh et al., 2019; Seidl et al., 2020; Topa & Alcover, 
2015), or the intention to take full retirement (Adams et al., 2002; Dordoni et al., 
2017; Lahlouh et al., 2019; Menezes & França, 2012; Prakash et al., 2019; Seidl 
et al., 2020; Topa & Alcover, 2015), with four studies measuring more than one of 
these possibilities (Dordoni et al., 2017; Menezes & França, 2012; Seidl et al., 2020; 
Topa & Alcover, 2015). The authors used between two and eight items as measures, 
which were not described as validated instruments but showed indices of validity 
and reliability.

The items used by these authors were compiled and are shown in Table 4.3. The 
compilation was organized into four groups called behavioral intentions for retire-
ment, namely, (i) intention to retire early; (ii) intention to continue working or return 
to work; (iii) intention to take full retirement; and (iv) intention to engage in bridge 
employment.

4.3  �Final Considerations

To highlight instruments that attempt to measure perceptions and predictors of 
retirement decisions, this chapter carried out a narrative review of the literature on 
instruments that are valid and consistent in psychometric terms. Ten instruments 
were presented, two of which refer to intentions or interests in retirement and eight 
of which refer to predictors of retirement decisions.

This narrative review of the instruments allows us to assess the available mea-
sures, highlighting both their potential and the remaining gaps and limitations in the 
literature on retirement-related decisions. In addition to being more numerous, the 
instruments related to reasons for retirement appear to have greater theoretical con-
sistency, in light of the majority of factors addressed by Shultz and Wang (2011) in 
the longitudinal model of the retirement process and its potential impact factors. Of 
the four factors considered by the model (individual attributes, social and family 
factors, work and organizational factors, and socioeconomic factors), it was 
observed that only the fourth factor was not taken fully into account by the instru-
ments available in the literature, as no factors or items were identified that related to 

4  Measurement Scales About Retirement Decision-Making



102

future economic trends, the social security system, or government programs and 
policies. Considering this gap in the instruments, future studies could develop mea-
sures to incorporate these aspects.

Among the available instruments related to predictors, we highlight the instru-
ments based on the push and pull model, which are relevant to consideration not 
only of the reasons for ending a career or promoting retirement but also of the rea-
sons for continuing to work and factors that raise concerns over retirement (Chevalier 
et al., 2013; Fouquereau et al., 1999). We also highlight the recent development and 
validation of an instrument that addresses the various dimensions of reasons for 
continuing to work (Souza & França, 2020), which is essential in the current context 
in which many workers want or need to stay in the labor market even after retire-
ment, while it also addresses and improves the dimensions highlighted by previ-
ously developed instruments (Menezes & França, 2012; Shacklock & Brunetto, 2011).

While the instruments related to predictors appear to be in theoretical agreement, 
the instruments related to decisions address specific directions, such as bridge 
employment (Kalokerinos et al., 2015) and full retirement (De Vos & Segers, 2013). 
The finding that researchers often create items and measurements seems to corrobo-
rate the lack of instruments, as this is the way they can assess the decision-making 
process surrounding retirement in the absence of a measure that considers its 
complexity.

We conclude that an instrument has not yet been developed that covers all the 
possibilities and interests related to behavior and engagement in activities surround-
ing retirement and the social context in which we find ourselves. We therefore sug-
gest that instruments be developed, applied, validated, and employed in this sense 
and that studies be undertaken that relate the intentions of decisions with the reasons 
for retirement.

Changes caused by longevity, together with different work arrangements in the 
contemporary world, have led to increasingly different ways of experiencing retire-
ment. In conducting studies and activities on the topic, it is therefore important that 
researchers and professionals pay attention to what concept of retirement is being 
used: if it is seen as the end of a long career, as the receipt of social security pay-
ments, as a self-image (the individual identifies as a retired person), or as a combi-
nation of these criteria (Jex & Grosch, 2012).

It is also important to emphasize that the way individuals assess their retirement 
decision can be related to the experiences they have had, or are having, following 
their decision to retire (Shultz et al., 1998), and this is part of the transition process, 
as shown in Shultz and Wang’s model (2011). For this reason, longitudinal studies 
are needed to assess the retirement decision, or even the entire decision-making 
process (attitudes, predictors, planning, decision, retirement, adjustment, well-
being), which is not often linear. This means that individuals can have attitudes 
toward retirement based on individual, social, and/or organizational predictors, or 
their attitudes can be reinforced by these predictors. Similarly, they may have to 
face their retirement decision and choose an option without previous planning.

We hope that the instruments described in this chapter offer a range of possibili-
ties for assessing workers’ decision-making processes with regard to retirement. 
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This will contribute to better understanding the circumstances workers face and 
promoting the implementation of practices that favor their well-being and 
satisfaction.
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Chapter 5
Resilience at Work: Research Itineraries, 
a Critical Review of Measures 
and a Proposal for Measurement 
of the Construct for Organizational 
Diagnosis

Gisela Demo , Ana Carolina Rezende Costa , Karla Veloso Coura , 
Áurea de Fátima Oliveira , and Sinésio Gomide Júnior 

5.1  �Introduction

The theoretical movement of positive organizational studies has gained prominence 
in the last decade as a line of investigation aimed at improving organizations, using 
their internal forces (Cunha et al., 2013). Based on health as opposed to disease, 
positive psychology aims to comprehend human qualities, virtues, potentialities, 
and abilities, seeking to support people for a happier, healthier, and more productive 
life in work organizations (Taboada et al., 2006; Scorsolini-Comin et al., 2013).

In this context, the contemporary organizational environment requires the 
employee to be flexible and able to adapt to new demands, challenges, and difficul-
ties, that is, to be a resilient worker (Ribeiro et al., 2011). The authors point out that 
with regard to comprehending the resilience process in organizational contexts, it is 
important to highlight the role of social support that allows employees to overcome 
adverse conditions and to live with the uncertainty inherent in the current, dynamic, 
and globalized organizational environment.

Resilience is one of the processes that explain the overcoming of crises and 
adversities in individuals, groups, and organizations (Alvarez et  al., 1998; 
Campanella, 2006; Cecconello, 2003; Yunes, 2003). Furthermore, resilience has 

G. Demo (*) · A. C. R. Costa 
University of Brasília, Brasília, DF, Brazil
e-mail: giselademo@unb.br 

K. V. Coura 
State University of Montes Claros, Montes Claros, MG, Brazil 

Á. de. F. Oliveira · S. Gomide Júnior 
Federal University of Uberlândia, Uberlândia, MG, Brazil
e-mail: aurea.oliveira@ufu.br

http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-030-81311-6_5&domain=pdf
https://doi.org/10.1007/978-3-030-81311-6_5#DOI
https://orcid.org/0000-0003-1864-0471
https://orcid.org/0000-0003-2078-3797
https://orcid.org/0000-0002-7302-0403
https://orcid.org/0000-0001-5404-0540
https://orcid.org/0000-0003-0944-4380
mailto:giselademo@unb.br
mailto:aurea.oliveira@ufu.br


108

been identified as an important predictor of adaptation to adverse conditions of life 
and work, happiness, and recovery from traumatic situations (Batista & 
Oliveira, 2008).

Models for measuring organizational constructs, also known as instruments, 
scales, and measures, translate the perceptions that people have about attitudes and 
behaviors in the work environment, so that by evaluating these perceptions, the 
effectiveness of organizational strategies, policies, and practices can be identified. 
Therefore, the main aim of this chapter is to present a review of the international 
scientific literature on the theoretical development and empirical studies concerning 
the resilience at work construct, with a special focus on the proposed measurement 
models. Accordingly, in the first instance, the resilience at work construct will be 
presented, followed by a systematic review of the theoretical development and of 
the instruments elaborated, as well as a critical analysis of the instruments available 
in the literature. Finally, we end the chapter by proposing a resilience measure for 
organizational diagnosis and its application instructions.

In view of the strategic character of resilience at work for contemporary people 
management in organizations, the systematic review of the current high-impact 
international scientific productions proposed contributes to mapping the state of the 
art on the topic. In this way, research itineraries will be unveiled, as well as gaps in 
the literature, that shed light on new possibilities to rethink and encourage resilience 
at work, producing healthier work environments, which will contribute to the opti-
mization of results at individual and organizational levels.

5.2  �Resilience: Its Origins, Assumptions, and Definitions

Since the late 1970s, the concept of resilience, a word originally from the Latin 
resiliens (Pinheiro, 2004), began to be studied more carefully by psychiatry and 
developmental psychology (Lopes & Martins, 2011). However, the concept of resil-
ience is an old one, and its use is common in the field of physics and engineering, 
having been used for the first time by the Englishman Thomas Young, in 1807, to 
refer to the capacity of a material to receive impact energy without suffering perma-
nent deformation (Barlach et al., 2008; Oliveira et al., 2008).

In the field of human sciences, the concept of resilience began to be used at the 
end of the twentieth century to characterize individuals that were immune to any 
adversity (Emílio & Martins, 2012). In Brazil, studies on resilience are recent, since 
the first works published in this area can be found only from the end of the 1990s 
(Lopes & Martins, 2011), with resilience having only been present in international 
psychology congresses from the 2000s onward (Batista, 2010).

In principle, the term resilience was understood as a synonym for invulnerability 
(Luthar et al., 2000). This understanding brought influences on the way of thinking 
about the construct in the psychological field, which for decades considered resil-
ience as a fixed and innate characteristic of the individual (Emílio & Martins, 2012). 
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For this reason, the focus of the research was initially concentrated on certain per-
sonality traits (Ribeiro et al., 2011).

However, with the evolution of research on the topic, people began to be vulner-
able to adverse situations, with resilient people being those that managed to recover 
and present healthy development in adulthood (Souza & Cerveny, 2006). The devel-
opment of resilience in individuals also started to be considered, which was not 
possible when it was conceived as a personality trait (Ribeiro et al., 2011).

Resilient individuals would be those that did not experience stress or did not feel 
threatened by adversity or risk (Poletto et al., 2004). For Rutter (1993), resilience is 
a concept widely used to explain differences in the effects that the same level of 
stress has on different individuals. However, Brandão et al. (2011), when studying 
the concepts and origins of resilience in a comprehensive way, realized that, in gen-
eral, in relation to the concepts adopted on the theme, English and North American 
researchers understand resilience as resistance to stress, while Brazilian and Latin-
speaking researchers have a concept that comprehends resilience, sometimes as 
resistance to stress and sometimes as being associated with processes of recovery 
and overcoming emotional upheavals caused by stress.

Furthermore, resilience is considered a process that allows adversity to be faced 
through the interaction of social and intrapsychic aspects (characteristics and capa-
bilities of each individual) with the environment (Alvarez et al., 1998; Cecconello, 
2003; Yunes, 2003). For Lazarus and Folkman (1984), a way to manage and extin-
guish stress is by coping, which refers to the ways in which one tries to change 
circumstances, or the way they are interpreted, in order to make them more favor-
able and less threatening. Coping can also be defined as the set of strategies that 
people use to adapt to the adverse events that happen (Antoniazzi et al., 1998).

Along these lines, Hockenbury and Hockenbury (2003) described two ways to 
manage stress: coping strategies focused on the problem and those focused on emo-
tion. In the first form, efforts are directed at managing or changing a threatening or 
harmful stressor. In the second, efforts are directed to regulating or alleviating the 
emotional impact of the stressful situation.

Although closely correlated, resilience and coping are distinct concepts. 
Resilience corresponds to the totality of the subject’s experience in the sense of 
adapting and overcoming adversity, and coping with the strategies for an appropri-
ate solution to a situation of tension (Taboada et al., 2006). Among the mechanisms 
that mediate resilience, personal coping strategies may be included (Rutter, 2007). 
Therefore, among the variables that contribute to greater resilience, coping strate-
gies stand out (Busnello et al., 2009).

However, the complexity of resilience is not limited to the existence of diverse 
aspects that can influence the individual’s adaptation process, or to the countless 
forms and proportions in which these aspects can be combined (Reppold et  al., 
2012). Masten (2001), and Luthar et al. (2000) treated resilience as a dynamic, mul-
tidimensional, or ecosystemic process. Waller (2001) added that resilience is com-
prehended in a systemic way, based on the individual-context relationship, which 
will be discussed in the next section.
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5.3  �Resilience at Work

The modern work scenario requires the worker to be flexible, adaptable to changes, 
and able to constantly adjust to the new demands, challenges, and difficulties faced 
daily (Ribeiro et al., 2011; Taboada et al., 2006). Concepts and methods employed 
by organizations are able to encourage workers to have attitudes desired by the 
organization. However, in some cases, an obscure movement between the attitude 
required by the organization and the attitude desired by the workers puts their resil-
ience to the test, that is, creates in them attitudes that make them adapt to the work, 
in order to achieve positive results even in an adverse context (Cimbalista, 2006).

According to Job (2003), the sphere of work is probably the main source of 
meaning and order in human life. Therefore, it is important to investigate the way of 
being a subject in the globalized work environment and the ways in which the indi-
vidual is resilient in the face of adversity, as knowing how to face difficult situations 
can be the difference between adequate and inadequate performance and between 
staying healthy and becoming sick (Emílio & Martins, 2012). From this perspec-
tive, Taboada et al. (2006) pointed out that it is necessary to study the potentials and 
skills of people in order to comprehend their mental health and not concentrate only 
on studies focused on pathologies, mental illnesses, and human deficiencies, thus 
advocating positive psychology. Accordingly, there seems to be a tendency to incor-
porate stress management intervention programs from positive psychology into the 
workplace (Tetrick & Winslow, 2015). For the authors, these programs are funda-
mental for promoting the health of employees.

When it comes to understanding the resilience process in organizational con-
texts, it is important to highlight the risk and protective factors that allow employees 
to overcome adverse conditions and live with the uncertainty inherent in the current 
organizational environment (Ribeiro et  al., 2011). Barlach, Limongi-França, and 
Malvezzi, in 2008, coined the term “resilience at work” when they investigated 
stress and coping in executives and students of continuing education courses, high-
lighting that resilience at work stems from the individual’s ability to reframe adverse 
situations (Gomide Jr. et al., 2015). In addition to risk and protection factors, coping 
strategies have also been important in understanding an individual’s resilience 
(Oliveira et al., 2008).

Risk factors are tensions originating from multiple stressful events or from a 
variety of other factors, namely, the pressure and responsibility of the work, lack of 
family time, lack of support from peers or superiors, limited freedom of creation, 
lack of autonomy in activities, fear of losing a job, obligations of having to make 
cuts in the workforce, and moral harassment (Job, 2003). When exposed to risk fac-
tors, individuals are more likely to acquire a disease (Sapienza & Pedromônico, 
2005). Protection factors, on the other hand, help to overcome difficulties (Eisenstein 
& de Souza, 1993; Ralha-Simões, 2001). Autonomy, self-esteem, respect, recogni-
tion, participation of family and friends, and the support of peers and superiors can 
be cited as protective factors for a worker within the context of adverse work 
(Job, 2003).
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When considering the importance of risk factors and protective factors to under-
stand the phenomenon of resilience, it is important to highlight that, in the organi-
zational context, the resources available to workers to face adversity are not only 
present in their field of work but also in other aspects of their lives (Ribeiro et al., 
2011). For this reason, although there is empirical evidence that a large part of the 
existing diversity among individual adaptation patterns may result from the combi-
nation of the effects of risk and protection factors, the study of resilience should not 
be limited to the investigation of these elements (Reppold et al., 2012).

Resilience tends to be particularly important and often essential in times of tran-
sition, change, and uncertainty, which commonly produce a high level of stress in 
individuals (Ribeiro et  al., 2011), especially when faced with crises, such as the 
COVID-19 pandemic, a reality present worldwide that affects organizations in a 
particular way. Therefore, the investigation of resilience in workers is emerging in 
the management literature, being of paramount importance for managers, as it is a 
promising subject for understanding the behavior, human perception, and perfor-
mance of the worker, especially in times of crisis. However, it is still the subject of 
a limited number of studies, especially with regard to organizational interventions 
to promote resilience (Angst, 2009), which constitutes an important gap in the sci-
entific literature (Emílio & Martins, 2012; Farsen et al., 2018).

Since resilience in the organizational sphere refers to the existence or construc-
tion of adaptive resources that preserve the healthy relationship between the indi-
vidual and their work (Barlach et al., 2008), the professionals that deal with these 
relationships need to understand and perform actions to protect the employee’s 
health in the work context (Ribeiro et al., 2011). For Batista and Oliveira (2012), 
understanding resilience as human potentiality can be an indicator capable of influ-
encing attitudes and behaviors at work.

5.4  �Systematic Review of Resilience at Work

To achieve the objective of mapping the state of the art of recent scientific produc-
tion on resilience at work, a systematic review of the literature was carried out in the 
Web of Science (WoS) database. This database is considered one of the most reli-
able research databases, being one of the most comprehensive, in temporal terms. 
With it founded in 1964, it contains publications from the beginning of the twentieth 
century until today, mainly, favoring high-impact international journals, giving rel-
evance and quality to the review (Birkle et al., 2020; Chadegani et al., 2013).

The systematic review was based on the protocol proposed by Cronin et  al. 
(2008), formed by the following steps: (a) formulation of the research question, (b) 
definition of inclusion and exclusion criteria, (c) assessment of the quality of the 
literature, (d) assessment of relevance, and (e) assessment of eligibility. To analyze 
the included results, bibliometric, bibliographic coupling, co-quotation, and co-
occurrence analyses were carried out, using the VOSviewer 1.6.10 software, which 
performs bibliographic mapping through the identification of groups of associated 
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publications (van Eck & Waltman, 2017). This bibliometric analysis highlights the 
behavior and development of an area of knowledge, while it identifies theoretical 
and empirical gaps in scientific production (Araújo & Alvarenga, 2011), and is 
therefore consistent with the objectives proposed in this chapter.

The first step (a) referred to the research problem, which was to identify the cur-
rent scenario of scientific publications related to resilience at work and new research 
possibilities for the construct.

Then, in step (b) of the protocol, an investigation of the publications on the Web 
of Science database was carried out in May 2020. First, the search proceeded 
through the keywords “resilience at work,” “organi*ational resilience,” or “psycho-
logical resilience” in titles, abstracts, keywords, or keywords plus, providing a total 
of 1550 publications. It should be highlighted that the use of the asterisk in the term 
“organi*ational” allows it to cover articles with variations in the spelling of the 
word, with the “s” being used in British English and the “z” in American English. 
Then, the “article” document type and the time period of the previous 5  years 
(January 2016 to May 2020) were delimited, with the purpose of portraying the 
state of the art of the subject. The results were also filtered by areas of research 
knowledge, namely, business economics, psychology, and public administration, as 
they are areas similar to the researched construct. With the adoption of these inclu-
sion and exclusion criteria, 331 articles were selected.

To achieve step (c), there was the identification of journals indexed by the Journal 
Citation Report (JCR), seeking to distinguish the works published in high impact 
journals. It should be mentioned that the impact factor considered was that of 2018 
because the 2019 index had not been published at the time of the search. After this 
sorting, the number of articles totaled 266.

In step (d), it was verified whether the title, the abstract, or the keywords were 
relevant or not to the context of resilience at work. With this, 176 works were 
removed, resulting in 90 articles.

Finally, in step (e), the articles were analyzed in full, in order to verify whether 
they were eligible or not for inclusion considering the topic in question. This analy-
sis resulted in 31 articles, which made up the corpus of the present work. Figure 5.1 
presents the steps of the systematic literature review.

Initially, the demographic profile of the scientific production on the topic and the 
evolution of the number of publications per year were analyzed. It was found that 
65% of the articles had been published in the previous 18 months (from January 
2019 to May 2020, the moment of data collection in the Web of Science), which 
may suggest that the production of the area has an increasing trend. Although the 
number of publications was low from 2016 to 2018, in 2019, there was a significant 
increase in the interest of researchers in relation to resilience at work. Figure 5.2 
illustrates the evolution of publications over the previous 5 years.

Regarding the journals that published the most, the International Journal of 
Human Resource Management predominated, with four publications, followed by 
Applied Psychology an International Review (three publications); Frontiers in 
Psychology (two publications); International Journal of Entrepreneurial Behavior 
Research (two publications); Journal of Nursing Management (two publications); 
and Revista Argentina de Clinica Psicologica (two publications).
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Source: prepared by the authors, 2021.
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Fig. 5.1  Search strategy 
flow diagram. (Source: 
Prepared by the authors, 
2021)

Fig. 5.2  Percentage of publications per year. (Source: Prepared by the authors, 2021)
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The most productive authors and their corresponding professional links were 
Monique F. Crane, from Macquarie University (Australia); Layla Jayne Branicki, 
also from Macquarie University (Australia); Sanna Malinen, from the University of 
Canterbury (New Zealand); Katharina Näswall, also from the University of 
Canterbury (New Zealand); Bridgette Sullivan-Taylor, from the University of 
Auckland (New Zealand); and Wen Zhou, from Central South University (China), 
each with two publications. Although there is a dispersion of researchers on the 
subject, there is evidence of a specialist group on the subject in New Zealand, rep-
resented by the universities of Auckland and Canterbury. The other authors pub-
lished only once during the analysis period.

The countries that published the most were China (eight publications), Australia 
(five publications), New Zealand (four publications), the United States (four publi-
cations), England (three publications), France (three publications), Brazil (two pub-
lications), and Sweden (two publications).

Considering the initial relational analysis of the references of the articles, that is, 
the bibliographic coupling, this aims to map the thematic proximity, whether theo-
retical and/or methodological, among the articles (Marshakova, 1981). For Grácio 
(2016), the reference list of an article reflects the researcher’s knowledge construc-
tion process and the conversation established by them with their peers. Therefore, in 
the bibliographic coupling analysis, it is possible to identify groups of associated 
publications (van Eck & Waltman, 2017), with higher numbers of references in 
common equating to stronger linkage between the articles (Egghe & Rousseau, 2002).

In this scenario, Fig. 5.3 shows the 14 articles with the strongest links between 
them, subdivided into 3 clusters, here represented by groups of publications associ-
ated with their themes.

Fig. 5.3  Bibliographic coupling. (Source: Elaborated by the authors through VOSviewer, 2021)

G. Demo et al.



115

A central theme that can be extracted from the articles categorized in the cluster 
represented by the color red is that of psychological resilience in professional 
exhaustion. To cite some of the studies, Crane and Searle (2016) researched the 
positive and negative points of the types of stressors in psychological resilience and 
the role of resilience in the moderation between hindrances and strain in the work-
place. Kaplan et al. (2017), in turn, examined the mechanistic role of psychological 
resilience in worker exhaustion. The results indicated that an increase in mindful-
ness was related to an increase in resilience, which in turn was related to a decrease 
in burnout. From this perspective, Meng et al. (2019) discussed the role of the social 
exchange in the relationship of resilience with organizational commitment and pro-
fessional exhaustion. The study provided information on the mechanisms of resil-
ience in the workplace, from the perspective of social exchange, and also emphasized 
the importance of reciprocity between supervisors and subordinates in the practice 
of human management.

The green cluster addresses studies regarding the association between individual 
and organizational resilience, such as the work of Branicki et  al. (2019), which 
inductively theorizes the links between these types of resilience. The reports of this 
study reveal the microprocesses involved in the production of resilient organizations 
and highlight the challenges faced in resilience work in large organizations, with 
implications for how human resource management interventions can help promote 
individual and also organizational resilience. In this sense, when affirming that there 
is a limited understanding of the individual and contextual factors that promote 
resilient behaviors in organizations, Nguyen et al. (2016) dedicated their study to 
the relationships between dispositional variables (proactive personality and opti-
mism), leadership styles (empowering and contingent reward leadership), and 
employee resilience. The results highlight the importance of measuring employee 
resilience as a contextualized behavioral capacity, taking into account the interac-
tion of organizational facilitators and dispositional variables. Another study classi-
fied in this cluster, that of Branicki et  al. (2018), aimed to investigate how the 
entrepreneurial behaviors of employees support the resilience of small- and 
medium-sized companies. According to the authors, the findings indicate that com-
panies should pay more attention to developing capacities to deal with uncertainty, 
activating the ability to think creatively in response to crises, and generating and 
leveraging personal relationships.

Finally, the blue cluster covers studies that deal with resilience in adverse and 
uncertain environments. Brueller et al. (2019) conducted their study in the context 
of a declining company. For the authors, the working relationships constructed 
between employees can help a declining organization to deal with setbacks and dif-
ficulties. The authors also highlighted the coping and adaptive qualities for the com-
pany. From this perspective, D’Andria et al. (2018) investigated how resilience can 
support entrepreneurs in uncertain environments by identifying forms of resilience 
during the business acquisition process, which helped the entrepreneur to overcome 
adversity and succeed. For this, the researchers proposed a different approach to the 
study of entrepreneurial resilience, analyzing it in relation to the logic of action 
(causation/effectuation). Huang et al. (2019), when addressing aspects of employee 
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well-being, resilience, and gender, claimed that organizational resilience can be 
promoted through human resource management practices that improve the well-
being of employees and their ability to deal with adversity.

The co-citation analysis highlights the fundamental and most influential works in 
the studied theme (Small, 1973), as it presents the relationship between two articles 
in relation to the number of publications in which they appear cited concurrently 
(Grácio, 2016). The scientific community establishes the proximity and interlocu-
tion of two studies as this forms connections in the process of producing new knowl-
edge (Grácio, 2016). Accordingly, the articles with the highest number of co-citations 
were those of Bonanno (2004), Shin et al. (2012), and Luthar et al. (2000).

Next, the most frequent keywords were identified in the 31 articles through the 
co-occurrence network, presented in Fig. 5.4.

From the keywords found, it appears that psychological resilience had the high-
est number of occurrences, appearing 16 times. In the second position, the term 
resilience stands out with 15 citations. The words performance and workplace 
appear with the same number of occurrences: 12. In addition to these, sequentially, 
the most cited were work (nine occurrences), stress (eight occurrences), positive 
emotions (six occurrences), resources, management, mental health (five occur-
rences each), and organizational resilience (three occurrences), revealing the influ-
ence of variables such as the work environment, management, resources, mental 
health, and positive emotions on resilience at work.

Fig. 5.4  Co-occurrence of keywords. (Source: Elaborated by the authors through VOSviewer, 2021)

G. Demo et al.



117

5.5  �Resilience at Work Measuring Instruments

Studies on resilience in the context of work are still recent (Lopes & Martins, 2011). 
Furthermore, specific resilience measures for the work environment are rare (Gomide 
Jr. et al., 2015), and their development has received less research attention than the 
impact on organizational management (Näswall et al., 2019), constituting a gap in 
the literature. Therefore, there is a need to expand studies with a focus on resilience 
measures, providing instruments with evidence of validity and reliability, which can 
support decisions by organizational managers, constituting one of the main purposes 
of this chapter. As a starting point, it is necessary to identify the existing models for 
measuring resilience at work. Only three were identified and will be presented in 
chronological order, following the evolution and progress of the proposals.

The first model for measuring resilience at work identified in the literature was 
developed and validated by Winwood et al. (2013). The Resilience at Work (R@W) 
Scale has 20 items; divided into 7 factors, namely, living authentically, finding one’s 
calling, maintaining perspective, managing stress, interacting cooperatively, staying 
healthy, and building networks, with Cronbach’s alpha of .84. According to the 
authors, this scale was developed for use in contexts of individual work-related 
performance and emotional distress. In practice, Walpita and Arambepola (2020) 
used the Resilience at Work Scale aiming to find out how the level of resilience is 
related to job performance.

The second model, called the Employee Resilience Scale (EmpRes), proposed 
by Näswall et al. (2015), was later validated with confirmatory analyses by Senbeto 
and Hon (2020), with Jöreskog’s rho of .90 and 9 items which were designed to 
reflect the behavioral focus of the employee’s resilience construct. The study devel-
oped by Senbeto and Hon (2020), which aimed to examine the mediating effect of 
employee resilience on the relationship between market turbulence and service 
innovation, and to analyze whether this mediation process was moderated by orga-
nizational readiness for change, used the EmpRes to measure employee resilience.

Finally, the measurement model proposed by Costa et al. (2019) is presented. 
This measure proposed the confirmatory validation, through structural equation 
modeling, of the Escala de Resiliência no Trabalho adapted and validated, through 
exploratory methods, for the organizational context by Batista and Oliveira (2008), 
based on the seminal model validated for Brazilian adolescents by Pesce et  al. 
(2005), called the Escala de Resiliência.

The model by Costa et al. (2019) has advanced due to providing external validity 
for the Escala de Resiliência no Trabalho, and by obtaining evidence of validity and 
confirmatory reliability for the scale. The unifactorial structure was maintained, 
with fewer items (9) compared to the exploratory model that contained 15 items, 
revealing internal validity (factor loadings ranging from .51 to .78) and good reli-
ability (ρ  =  .86), in addition to very satisfactory fit indices (χ2 (25)  =  75.492; 
p < .001; NC = 3.0; CFI = .96; RMSEA = .07). This proposal for measuring the 
construct is the only measure that addresses resilience as a set of beliefs, in line with 
the assumptions of positive psychology, distinguishing itself from the two other 
measures presented.
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Table 5.1 presents, in chronological order, a synthesis of the characteristics of the 
reported instruments.

5.6  �Critical Analysis of the Instruments for Measuring 
Resilience at Work

In the field of positive psychology, the virtuous aspects of human beings, their com-
petences, skills, and potentials have gained visibility, having previously been 
obscured by the pathological view of psychology, focused on the treatment of men-
tal illnesses. This new approach has as its beacon the development, self-realization, 
and search for the meaning of people’s lives, finding a fertile field for thriving in 
organizational environments. In these settings, positive psychology proposes to sup-
port people in seeking a happier and more productive life. On the other hand, mod-
ern organizations require greater flexibility from the individual, including the ability 
to adapt to new demands, challenges, and difficulties. From this configuration, the 
concept of “resilience at work” appears in the literature.

The concept “resilience” appeared in physics and engineering in the nineteenth 
century and concerned the ability of materials to maintain their structure after 
receiving a deformation force. In psychology, the term started to designate those 
individuals capable of adapting and overcoming adversities, being a dynamic pro-
cess in which the influences of the environment and the individual interact in a 
reciprocal relationship, and which, despite the adversity, allow the person to adapt. 
The definition of resilience, therefore, encompasses an individual’s beliefs about 
their ability to recover from conflicting and adverse situations, maintaining balance 
and responsibility. In the organizational context, the concept is aimed at the exis-
tence or construction of adaptive resources that preserve the healthy relationship 

Table 5.1  Psychometric data of the instruments

Authors/year of 
publication

Construct 
evaluated

No. of 
items/
Factors Reliability Validation

Batista and Oliveira 
(2008) and Costa 
et al. (2019)

Escala de 
Resiliência no 
Trabalho

9 items/1 
factor

.86a Exploratory Factorial (2008) 
and Confirmatory Factorial 
(2019) Analyses

Winwood et al. 
(2013)

Resilience at 
Work (R@W)

20 items/7 
factors

.84b Exploratory and 
Confirmatory Factorial 
Analyses

Näswall et al. (2015) 
and Senbeto and Hon 
(2020)

Employee 
Resilience Scale 
(EmpRes)

9 items/1 
factor

.90a Exploratory Factorial (2015) 
and Confirmatory Factorial 
(2020) Analyses

Source: Prepared by the authors, 2021
Note:
  aJöreskog’s rho
  bCronbach’s alpha
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between the individual and their work or between the individual and their employ-
ing system.

In the midst of the proposal for the use of the concept in work contexts, the prob-
lem of its measurement arises. The review work in this chapter identified three mea-
surement models present in the international literature that maintain distinct 
characteristics.

The first one presented in this chapter (Winwood et al., 2013) used the concept 
of resilience intrinsically linked to stress. However, as demonstrated throughout this 
chapter, it is an already outdated link in terms of the concept of the construct. 
Another characteristic that deserves to be mentioned is the concept of “resilience as 
behavior” (Senbeto & Hon, 2020) and the definition of resilience as a set of beliefs 
(Costa et al., 2019). These beliefs refer to the individual’s confidence in their ability 
to recover from conflicting and adverse situations, maintaining balance, responsibil-
ity, and the possibility of constructing (or reconstructing) adaptive resources that 
preserve their health and the health of their relationships with the work and the 
organization that employs them.

As the authors emphasized (Costa et al., 2019), the model they validated, based 
on a theoretical reference constructed around beliefs, is at the forefront of the con-
ceptual evolution of resilience at work in line with the assumptions of positive psy-
chology, distinguishing itself from the other two measures described. According to 
these assumptions, the focus of the theory regarding virtues and competencies lies 
in the individual’s ability to believe in their potential, which would lead them to 
make efforts toward their own success. Therefore, this measurement model was 
chosen to be detailed in the following section, as a proposal for a measure of resil-
ience at work, with possibilities for use in organizational diagnosis.

5.7  �From Theory to Practice: Proposal of a Resilience 
at Work Measure to Be Used 
for Organizational Diagnosis

As reported in the previous section, the measurement model, named Resilience at 
Work Scale, validated by Costa et al. (2019), presents very reliable psychometric 
indices, being indicated for use in diagnostic evaluation by organizational manag-
ers, as well as for application in future studies of relational research models in the 
areas of People Management and Organizational Behavior. Figure 5.5 presents the 
application model of the Resilience at Work Scale.

For the purposes of organizational diagnosis, the results can be obtained by the 
simple arithmetic mean, accompanied by the measure of dispersion (e.g., standard 
deviation), of the items on the scale, remembering that each item can have its value 
assessed individually as well. Therefore, a value between 1 and 5 (extremes of the 
scale) will be obtained. The interpretation of the results will occur considering that 
the higher the value of the arithmetic mean obtained, the more the respondent indi-
cates their agreement with the measurement items.
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Values between 1 and 2.9 denote disagreement, that is, the respondent does not 
present resilience at work. Values between 3 and 3.9 indicate the respondent’s indif-
ference, and, finally, values between 4 and 5 are indicators of agreement, that is, the 
respondent presents resilience at work. In practical terms, the higher the mean 
obtained, the greater the level of resilience in the work presented by the respondent.

Accordingly, when assessing the global mean of the resilience level or the value 
of each item in a particular way, specific and customized actions can be taken by 
people managers toward the production of healthier work environments and with 
greater organizational effectiveness, which is especially desirable in times of crises, 
pandemics, and changes.

5.8  �Conclusion

This chapter provides contributions toward carrying out an extensive systematic 
review of the literature that exposed the current state of the art in constructing and 
obtaining evidence of validity of measurement models that deal with the perception 
of resilience at work, in addition to illustrating the application of one of these mod-
els as a diagnostic tool that can be used by organizations, establishing a bridge 

Please read carefully the 9 statements that illustrate work situations presented below. Then mark 

how much you agree or disagree with each of the statements, indicating the number from 1 to 

5 that best reflects your perception, according to the scale below.

1 2 3 4 5

Completely 

disagree
Disagree

Do not agree or 

disagree
Agree

Completely 

agree

In my work....

1 I remain interested in it.
2 When I’m in a difficult situation, I usually find a way out.
3 I have enough energy to do what I need to do.
4 I’m determined.
5 I can normally look at a situation in several ways.
6 My work makes sense to me.
7 I’m proud to have accomplished things.
8 I’m a person that people can count on in emergency situations.
9 I’m disciplined.

Fig. 5.5  Resilience at Work Scale. (Source: Prepared by the authors, 2021)
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between theory and practice. Therefore, it represents advances due to proposing an 
operationally valid and reliable measure, capable of supporting the work of manag-
ers because resilience as a state is subject to development, which is one of the stron-
gest characteristics of positive psychology when proposing a construct. From an 
instrumental point of view, managers can use this model because it allows the plan-
ning of actions aimed at the strategic management of people in line with the need 
for evidence-based management, a prominent object of the contemporary scientific 
literature.
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Chapter 6
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6.1  �Introduction

The study on leadership is consolidated in the studies on organizational behavior. 
This historical scientific effort toward understanding the phenomenon depicts its 
complexity and results in a field that has deeply developed in how leadership is 
understood and, thus, measured.

According to Ahlquist and Levi (2011), the colossal literature on leadership over 
time has produced distinct study drivers such as power and legitimacy, the best ways 
to achieve goals, and interactions between leaders and subordinates. Throughout its 
development, leadership has already been defined in terms of traits, behaviors, influ-
ence, patterns of interaction, role relationships, and holding an administrative position.

Most definitions of leadership in the organizational context assume that the phe-
nomenon reflects a process by which one person intentionally exerts influence over 
others to guide, structure, and facilitate activities and relationships in a group or 
organization (Yukl, 2002).
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Regarding the many ways of circumscribing the phenomenon that implies the 
multiple definitions of leadership, Bendassolli et al. (2014) note that some elements 
are repeated thus making up a common baseline: (1) it is a process that involves the 
ability to mobilize other people through processes of influence; (2) this influence 
refers to how the leader affects his/her subordinates and how subordinates, who in 
turn, affect each other through non-coercive behaviors; (3) it occurs in groups, as 
there are binding processes, a dynamic of legitimization and mutual recognition; (4) 
it is the pursuit, both by leaders and subordinates, for actual, effective, substantial, 
and transforming changes; and (5) it involves the establishment and achievement of 
objectives understood as mutual, this being the very essence of the exchanges 
between leaders and subordinates.

Throughout its theoretical development, one can follow the effort to render the 
field instrumentally, based on measures that allow the identification of types or 
profiles of leadership, as well as the intensity with which this profile is perceived 
by the work group members. In this chapter, a set of theories and the instruments 
developed for its measurement will be presented. In order to know, understand, 
and compare the theoretical proposals and strategies of measurement, as well as to 
decide which proposal is more suitable for different objectives, the chapter is 
organized in two parts. The first one will introduce the historical path of theories, 
while the second will list the contemporary approaches to leadership. Each section 
of the chapter reflects moments of development of the literature on leadership in 
the organizational context. In order to ensure more contemporary usefulness, only 
the instruments arising from contemporary theories will be described in 
more detail.

6.2  �Trajectory of Theories on Leadership

In order to understand the classical approaches to leadership, Alimo-Metcalfe 
(2013) organized the area’s production into stages, explaining the historical devel-
opment of studies on leadership. Figure 6.1 shows the approaches and in which 
stage of development the concept is. Later, Bendassolli et  al. (2014) historically 
classify the main theories into: (1) leader-centered approach, emphasis on leaders; 
(2) situational or context-centered approach, emphasis on the situation; (3) 
relationship-centered approach, emphasis on relational and transformational aspects 
involved in leadership; (4) subordinates-centered approach, emphasis on subordi-
nates; and (5) emerging approaches, emphasis influenced by the positive psychol-
ogy perspective.

To let you follow the text more easily, we will present theoretical aspects of the 
leadership phenomenon development based on Alimo-Metcalfe (2013) and the 
instruments identified in the most relevant approaches in current authors, allowing 
readers to be instrumented with the valid and reliable range of measurement 
options.
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6.3  �First Stage: Emphasis on Leader

The leader-centered approach prevailed in the early stage of theoretical proposals 
on leadership that will seek in the individual qualities that make them a leader. The 
Trait Theory emerged as the main representative of this stage. In it, the focus is on 
the identification of personal qualities, as well as personality traits that distinguish 
leader from subordinates. This theory ranks leadership as innate and does not allow 
for learning processes, rendering any expectation of leadership development unfea-
sible. According to Bendassolli et al. (2014), this approach prevailed in the first half 
of last century and states that traits are the determining factors for the exercise of 
leadership.

According to Marinho (2006), the theory of traits influenced the scientific 
thought in the mid-1940s, being reinforced by the psychological personality tests. 
According to Alimo-Metcalfe (2013), in those tests, traits related to “energy,” 
“dominance,” and “intelligence” were presented and absorbed by discussions on 
leadership as components of the leader.

The major goal of the scholars focused on investigating the sets of traits typical 
to the leader as such was to determine what characterizes the leaders and how to 
describe them (Bergamini, 1994). Katiz (1974) was one of the pioneers of this 
approach and points out three competencies that are not innate and may be devel-
oped: (1) technical competence, related to specific knowledge, proficiency, aimed at 

Source: Prepared by the authors

First Stage
•Leader-Centered Approach: Theory on Leader’s Traits and Behavior

Second Stage
•Context-centered Approach: Situational Leadership and Path-Goal Theory

Third Stage

•Relationship-centered Approach: Transformational, Transactional and Charismatic 
Leadership

Fourth Stage
•Subordinates-Centered Approach: Server Leadership

Fifth Stage
•Emerging Approaches: Authentic, ethical and engaging leadership

Fig. 6.1  Approaches and development stages of the concept of leadership. (Source: Prepared by 
the authors)

6  Leadership in Organizations: State of the Art with Emphasis on Measurement…



128

the most basic levels of management; (2) social competence, related to the ability to 
work with people; and (3) conceptual competence, capacity of abstract reasoning, 
vision, strategic planning, and ability to consider hypothetical situations.

Criticisms about this approach were presented in the review of the Trait Theory, 
when the early studies were conducted at a time when the theory of personality was 
not well evidenced by empirical studies. Likewise, it is little known that these early 
“trait” studies were almost entirely based on samples of adolescents, supervisors, 
and lower-level managers (House & Aditya, 1997).

From these criticisms, Bendassolli et al. (2014) state that no specific defining 
traits of effective leadership have been discovered. However, there is an important 
contribution of this approach insofar as the evaluation of leaders’ characteristics 
contributes to self-knowledge, confirming their personal trend and being useful to 
observe their impact on the workplace, in order to allow a consistent change in the 
act of leading.

Considering the criticism to the theoretical proposals aimed to suggest the lead-
ers’ characteristics, the behavioral approach emerged in the context of research. It 
was influenced by the growing emphasis of psychology on behavioral aspects, 
through the so-called Behaviorism school, with a focus on the leader’s behavior 
(Marinho, 2006). The criticism of the 1940s shifts the focus of psychologists from 
the characteristics of leaders to their behavior and the process of influencing their 
subordinates (Alimo-Metcalfe, 2013).

That behavior has been described as the “leadership style.” Although more than 
30 different models have been developed, most of them can be described in 4 styles: 
(1) concern with task, also called “production-oriented”; (2) concern with people, 
also called “employee-centered”; (3) directive leadership, also called “authoritar-
ian” or “autocratic”; and (4) participatory, also called “democratic.”

Bendassolli et al. (2014) and Marinho (2006) exclude the “production-oriented” 
style and reaffirm three others: autocratic, democratic, and laissez-faire leadership. 
The leader’s authoritarian style refers to controlling the group and their activities. 
The democratic style emphasizes group participation and the decision-making of 
the majority, while the laissez-faire style involves low-level influence by the leader, 
with the subordinates leading and being responsible for the activities.

6.4  �Second Stage: Situation- or Context-Centered Approach

The second stage of the concept evolution comprises the situational and contin-
gency theories, which emphasize the importance of contextual factors on the influ-
ence and effectiveness of leadership, such as variables associated with the task or 
project that are independent of the subordinates (Alimo-Metcalfe, 2013).

The intention was to develop an approach to determine how leadership traits or 
behaviors related to indicators of leadership effectiveness in different situations. 
There were aspects that enhanced or nullified the effects of a leader’s traits or behav-
iors. These aspects were called “situation-moderating variables.” In this sense, 
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theories that explain leadership effectiveness in terms of situational moderating 
variables are called “contingency theories” of leadership (Yukl, 2002). In the 1960s, 
Fred Fiedler pioneered the use of this situational or contingency perspective known 
as the Contingency Theory or Model (Alimo-Metcalfe, 2013; Bendassolli et  al., 
2014; Robbins et al., 2010).

For Bendassolli et al. (2014), the theories that embrace this logic propose that 
leader behavior depends on the circumstances in which they occur. This is conso-
nant with the idea that there is no one effective style for all situations and that dif-
ferent styles can be more effective depending on the situation (Marinho, 2006).

Among the theoretical proposals that excelled in that period is the Situational 
Leadership Theory, developed by Hersey and Blanchard (1986). It suggests that a 
person’s maturity should be considered in relation to the specific task. The greater 
the maturity, the greater the leaders’ orientation toward relationship and the less 
authority he/she exercises over the subordinate. Conversely, immaturity should be 
managed through “strong” use of authority, with little emphasis on relationship.

Another theory that emerged in that context was called the Path-Goal Theory 
(Evans, 1970), developed to explain how the leader’s behavior stimulates subordi-
nates’ conduct toward a goal, enhancing satisfaction and performance through sub-
ordinate motivation mediated by work variables.

6.5  �Third Stage: Relationship-Centered Approach

In the third stage, Alimo-Metcalfe (2013) state that there was a shift in the level of 
study when situational theories make room to the heroic/charismatic model which 
grounds the transactional, transformational, and charismatic theories, centered on 
the relationships between leader and subordinate.

In the 1980s, there was much interest in the emotional and symbolic aspects of 
leadership, focusing on the ways in which leaders influence subordinates to make 
sacrifices and put the needs of the mission or organization above their own personal 
interests. Charismatic, transactional, and transformational leadership theories 
describe these important aspects of leadership.

Transformational leadership was first conceptualized by Burns in 1978, inspired 
by the political-social context of the time, and the behavior of great statesmen. The 
author discussed moral development as a core factor in transformational leadership. 
For Burns, transformational leadership takes place when leaders and subordinates 
are engaged at a high level of motivation and morality (Calaça & Vizeu, 2015; 
Jensen et al., 2019).

Burns (1978) proposed approaching leadership as a dual phenomenon with the 
proximity between leader and subordinate, and the leader’s responsibility for nur-
turing new leaders. Thus, the transformational leader, in addition to management 
focused on results of routine activities, is assigned with the task of recognizing the 
potential of their subordinate, their perspectives, and the encouragement of auton-
omy in decision-making (Calaça & Vizeu, 2015; Jensen et al., 2019).
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Transformational leadership is studied in four dimensions: charisma or idealized 
influence, the leader has idealized influence when he or she is considered a role 
model and arouses admiration, respect, and trust in subordinates; inspirational 
motivation, through symbols and emotion, the leader mobilizes the subordinate to 
find meaning in their career and to act to achieve results for the organization. 
Intellectual stimulation is the leader’s encouragement to the subordinate to rethink 
their life and career while stimulating new ideas in the workplace. Individualized 
consideration, in turn, stands for the leader’s support and attention to the subordi-
nate, understanding the complexity and individuality of each worker (Bass, 1999; 
Moscon, 2015).

Recent studies have linked transformational leadership to worker’s high perfor-
mance; work practices toward worker engagement (Weller, Süß, Evanschitzky, & 
Von Wangenheim, 2020); worker empowerment, self-efficacy, and performance 
(Gao, Murphy & Anderson, 2020); and innovation performance (Sheehan, Garavan, 
& Morley, 2020).

In 1992, Bass and Avolio developed the leadership inventory (MLQ scale − 
Multifactor, Leadership Questionnaire Form 6S). For transformational leadership, 
the authors developed 3 items in 4 dimensions, totaling 12 items. In the latest ver-
sion, the MLQ (Avolio & Bass, 2004) showed fair goodness-of-fit indexes 
(CFI = 0.91, GFI = 0.91, AGFI = 0.90, RMSEA = 0.05, Cronbach’s alpha ranging 
from 0.74 to 0.94 for all scale factors). The intention is to administer the inventory 
to subordinates to assess immediate leadership based on affirmative items on a 
Likert scale.

The discussion on transactional leadership emerged along with the discussion on 
transformational leadership held by Burns (1978) and Bass (1999). Transactional 
leadership refers to the exchanges established in the relationship between leader and 
subordinates, aimed at catering the interests of both through the use of contingent 
rewards and sanctions. It is based on the assumption of legitimacy and formal 
authority of the leader in relation to the subordinate and the use of rules and norms 
(Bass, 1999; Jensen et al., 2019).

Transactional leadership has been more frequently studied based on two dimen-
sions, namely, contingent reward and exception management. By contingent reward, 
we mean the leader’s effort to direct the subordinate’s behavior toward the results 
desired by the organization. This dimension refers to the transactional exchange of 
rewards and recognition of achievements and successful outcomes of subordinates 
(Bass, 1999; Jensen et al., 2019).

The management by exception dimension is related to the use of feedback to the 
subordinate in the event of errors or problems during the performance of their activ-
ities. This dimension is characterized by the establishment of norms, monitoring, 
search for deviations, rule enforcement, and focus on errors related to crisis inter-
vention (Podsakoff, Bommer, Podsakoff, & MacKenzie, 2006; Jensen et al., 2019).

Transformational and transactional leadership styles converge when we consider 
the target of attaining organizational goals. The main difference between both styles 
is that transactional leadership behavior intends to build employees’ interest in 
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achieving goals, while transformational leadership is based on encouraging the 
subordinate.

Empirical studies relate transactional leadership to the achievement of subordi-
nates’ performance and organizational goals. However, these same studies point out 
side effects such as increased conflict within the team and emotional exhaustion of 
this leadership style, which can damage the established relationship between leader 
and subordinate (Jensen et al., 2019; Young et al., 2020).

Similarly as for transformational leadership, the assessment of transactional 
leadership is often through the inventory developed by Avolio and Bass (2004) for 
leadership, the MLQ. With regard to transactional leadership, the instrument 
assesses two dimensions (contingent reward and management for exception), mak-
ing a total of nine items. The instrument assesses transactional leadership, through 
the perceptions of subordinates, using affirmative items on a Likert scale. As men-
tioned in transformational leadership, the MLQ (Avolio & Bass, 2004) showed fair 
goodness-of-fit indexes (CFI = 0.91, GFI = 0.91, AGFI = 0.90, RMSEA = 0.05, 
Cronbach’s alpha ranging from 0.74 to 0.94 for the scale factors).

Charismatic leadership is grounded on the leader’s reputation and their values 
shared with the team and the organization. Literature describes charismatic leaders 
as capable to formulate and articulate an inspiring vision while fostering similar 
behaviors in those they lead. These attributes enhance the image of an admirable 
leader with an extraordinary mission (Cohen & Yoon, 2020; Vlachos, Panagopoulos, 
& Rapp, 2013; Zehir et al., 2014).

In practice, charismatic leaders can induce change through their vision and 
impact organizational climate by influencing ethical behavior and inhibiting unethi-
cal behavior of the subordinate. Charismatic leaders are considered exceptional, 
talented, and even heroic people for their devotion and capacity for empathy and 
resilience (Vlachos, Panagopoulos, & Rapp, 2013; Hamstra et  al. 2014; Meslec, 
Curseu, Fodor, & Kenda, 2020).

Some theorists approach this leadership from the dimension of charisma or ide-
alized influence stemming from the concept of transformational leadership. 
Transformational leadership and charismatic leadership are so close to each other 
that they are sometimes considered synonymous. Thus, one can find studies that use 
the fragmented transformational leadership scale in order to measure charismatic 
leadership (Wilderom, Van Den Berg, & Wiersma, 2012; Cohen & Yoon, 2020).

In 1998, Conger and Kanungo developed the charismatic leadership scale that 
has been used in empirical studies. It consists of 25 items distributed into 6 dimen-
sions, namely, charismatic leadership behavior, sensitivity to the environment, sen-
sitivity to members’ needs, strategic vision and articulation, personal risk, 
unconventional behavior, and status quo. This scale (Cronbach’s alpha 0.89) evalu-
ates the leader in affirmative sentences, from the perception of subordinates, on a 
Likert scale (Vlachos, Panagopoulos & Rapp, 2013; Zehir et al., 2014).

Changes in the workplace characterized by increased employee’s autonomy and 
quick access to information have weakened the centrality of leadership. This con-
text led scholars to delve into understanding the behavior of subordinates who, by 
virtue of job instability and organizational restructuring, are more skeptical and less 
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susceptible to the role of followers (Bendassolli et al., 2014). In this context emerges 
the fourth stage entitled Post-Heroic Model. It arises from the dissatisfaction and 
ethical questionings of the Charismatic leader’s heroic capacity.

6.6  �Fourth Stage: Subordinates-Centered Approach

Among the theories emerging in the fourth stage, the servant leadership, initially 
proposed by Robert Greenleaf in the 1970s, refers to a paradigm break when com-
pared to traditional models. It characterizes the leader as someone motivated by the 
feeling of serving his or her team, detaching from their individual interests on behalf 
of the collective. This theory relies on intrinsic values of human dignity, reversing 
the traditional view of leader centrality toward an opposite model (Marinho, 2006).

The Model of Servant Leadership was developed from the 44 dimensions ini-
tially identified by Van Dierendonck (2011), with 8 factors: humility, empower-
ment, authenticity, interpersonal acceptance or forgiveness, accountability, courage, 
support, and servitude. Although the proposed model was well accepted, the author 
concluded that most of the scales developed then focused primarily on the servant’s 
profile. In an attempt to fill in the identified gap, Van Dierendonck and Nuijten 
(2011) validated with a sample of Dutch workers a 30-item scale, composed of 8 
factors, with good goodness-of-fit indexes (χ2(gl) 600.1(397); CFI  =  0.94; 
TLI = 0.93; SRMR = 0.06; RMSEA = 0.05).

Later, the Servant Leadership Scale was translated and validated into other lan-
guages such as Spanish (Rodríguez-Carvajal, Rivas, Herrero, Moreno-Jiménez, & 
Van Dierendonck, 2014), Portuguese from Portugal (Sousa & Van Dierendonck, 
2014), and Brazilian Portuguese (Pereira & Ferreira, 2019). In all the studies men-
tioned, the model maintained its eight factors, supporting the explanatory hypothe-
sis of the proposed model.

6.7  �Fifth Stage: Emergent Approaches

Finally, the fifth stage, devoted to emerging perspectives, is focused on the values 
and integrity of those who lead (Alimo-Metcalfe, 2013). According to Bendassolli 
et al. (2014), there are also other emerging perspectives that add other references to 
the study of leadership such as positive psychology (authentic leadership) and psy-
choanalysis in the psychosocial/psychodynamic approach to leadership. We will 
next look at three leadership profiles that represent the emerging perspectives, 
namely, authentic leadership, ethical leadership, and engaging leadership.

M. O. Macambira et al.



133

6.8  �Authentic Leadership

The advancement of leadership studies emphasizes the need to confirm positive 
behaviors from leaders and subordinates in order to inspire positive impacts and 
desirable outcomes at different levels of the organization. These studies are largely 
driven by the emergence of positive psychology, which includes the study of posi-
tive emotions, positive traits (strengths, virtues, and skills), positive institutions, and 
democracy, family and freedom (Seligman, 2009). This new perspective gives rise 
to authentic leadership (AL) (Avolio & Gardner, 2005; Putra et al., 2020) that comes 
up not only as a descriptive theory but, above all, as a normative theory, suggesting 
how the actions and behaviors of the leader should be.

AL is multifactorial, consisting of four components: (1) self-awareness, which 
refers to the leader’s understanding of his or her strengths and limitations as well as 
their effects on subordinates; (2) transparency of relationships, which indicates 
openness and willingness of the leader to share his or her true thoughts and feelings 
with the subordinates; (3) balanced processing, which implies the objectivity, 
thoughtfulness, and critical analysis that precedes decision-making; and (4) inter-
nalized moral perspective, which refers to self-regulation oriented by internal moral 
values and standards (Walumbwa et al., 2008; Wei et al., 2020).

Authentic leaders tend to be more connected with their limits and potentials 
based on the self-knowledge process and therefore behave in a transparent, genuine 
way, effectively becoming authentic (Walumbwa et  al., 2008). In this way, they 
positively influence the proactive, ethical, and autonomous behavior of their subor-
dinates (Cervo et  al., 2016; Putra et  al., 2020), contributing to make them feel 
empowered, increasing their levels of well-being, and their performance (Daraba 
et al., 2021; Pioli et al., 2020).

In order to develop a measure for assessing authentic leadership, Walumbwa, 
Avolio, Gardner, Wernsing, and Peterson (2008) originally proposed the Authentic 
Leadership Questionnaire (ALQ). Although the instrument has evidence of validity 
for construct assessment in several cultural contexts, the ALQ (Walumbwa et al. 
(2008) is subject to copyrights.

In an attempt to overcome this limitation, Neider and Schriesheim (2011) devel-
oped the Authentic Leadership Inventory (ALI), based on the studies of the afore-
mentioned authors. The initial version of the scale comprised 16 items. After initial 
analyses, it became evident that item 1 (self-knowledge) and item 6 (relational 
transparency) should be removed to grant more reliability to the instrument. The 
final version of the scale then comprised 14 items, answered in 5-point Likert-type 
scales, distributed in the 4 dimensions pointed out in the theoretical definition: bal-
anced processing (4 items), internalized moral perspective (4 items), relational 
transparency (4 items), and self-awareness (4 items) (Neider & Schriesheim, 2011) 
that pointed out internal consistency of the scale (Cronbach’s alpha) of 0.92 (Daraba 
et al., 2021).
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6.9  �Ethical Leadership

Although the description of some leadership styles includes ethical conduct-related 
aspects (e.g., transformational and authentic leadership), these aspects do not neces-
sarily focus on ethical behaviors. In order to fill in this gap, ethical leadership is 
presented as a style that highlights the influence of leaders from normatively appro-
priate conduct, through personal actions and interpersonal relationships (Brown 
et al., 2005).

The leader’s moral behavior inspires his or her subordinates to act proactively 
(Brown & Treviño, 2006) and fosters a sense of personal obligation, in which work-
ers tend to reciprocate the treatment received from supervisors (Zappalà & Toscano, 
2020). By communicating with their subordinates in a direct and transparent man-
ner, spelling out their expectations in relation to them, leaders encourage individu-
als to be accountable for their behaviors and therefore committed to their obligations 
(Brown et al. 2005). Thus, ethical leadership is positively related to greater sense of 
meaning and well-being in the workplace (Avey et  al., 2012), work engagement 
(Ahmad & Gao, 2018) organizational commitment and engagement (Lotfi et  al., 
2018), job satisfaction (Benevene et al., 2018), and organizational ethical climate 
(Demirtas & Akdogan). On the other hand, this leadership style is also negatively 
associated with worker burnout and fatigue (Mo & Shi, 2017).

As with other leadership styles, literature comprises several instruments aimed at 
measuring ethical leadership. Although most of these instruments are effective tools 
and have good reliability indexes (Zappalà & Toscano, 2020), the Ethical Leadership 
Scale (ELS) developed by Brown et al. (2005) stands out for its versatility, since it 
is brief and fits into various organizational contexts.

The Ethical Leadership Scale is a one-dimension instrument consisting of 10 
items, assessed on a 5-point Likert scale. The meta-analysis conducted by Bedi 
et al. (2015) identified more than 100 studies that used the ELS in different contexts, 
indicating that it is a reliable tool that achieves Cronbach’s alphas near to or above 
0.90 (Brown et al., 2005; Walumbwa et al., 2011). A recent study on evidence of the 
ELS validity for the Italian context suggested that the instrument showed good 
goodness-of-fit indexes, as follows: x2 = 104.67, df = 35, p < 0.001; x2/df = 2.99; 
RMSEA = 0.08, CFI = 0.97 and TLI = 0.95, as well as Cronbach’s alpha ranging 
between 0.94 and 0.95 (Zappalà & Toscano, 2020).

6.10  �Engaging Leadership

Analyses on leadership styles have changed over the years. The path taken began in 
the precursor studies in the 1930s and 1950s, based on Traits Theory, and advanced 
through the behavioral theories of the 1950s and 1960s, and through the contingent 
and situational leadership styles of the 1960s and 1970s. More recently, the heroic 
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and visionary leadership profiles that emerged between the 1980s and 1990s were 
evidenced, mainly defined in the charismatic and transformational styles. Studies 
developed in the post-heroic era point out to more inclusive leadership styles, which 
genuinely appraise subordinates and their contributions, thus promoting greater 
autonomy and engagement (Alimo-Metcalfe et  al., 2008). In response to the 
demands of this new profile, engaging leadership, also called involving leadership, 
emerges.

Engaging leadership finds support in Self-Determination Theory (SDT; Deci and 
Ryan, 2000) and refers to the leadership style based on the satisfaction of basic 
psychological needs, which are crucial to the optimal and healthy functioning of 
individuals. The theory identifies four basic needs: (1) autonomy (feeling in control 
over one’s own behavior); (2) competence (desire to be effective and achieve goals); 
(3) relationship (desire to belong to a group and being connected with people); and 
(4) meaning (involvement in activities that are important and relate to one’s values) 
(Rahmadani & Schaufeli, 2020). This leadership style posits that workers are likely 
to become engaged (i.e., internalize their tasks and show high levels of energy, con-
centration, and persistence) as their needs for autonomy, competence, relatedness, 
and meaning are satisfied (Schaufeli, 2015).

The engaging leader shows concern for the development of the potentials and 
well-being of his or her subordinates, as well as their integration with other groups, 
in order to provide a culture permeated by autonomy, critical and strategic thinking. 
This leader is also inspirational and works to promote connection among team 
members in order to encourage collaboration and interpersonal links, thus fostering 
a strong sense of togetherness, comfort, and belonging (Rahmadani & Schaufeli, 
2020). The leader’s behavior is guided by ethical principles and the desire to co-
create and co-possess ways of working with others to achieve a shared vision. 
Engaging leadership is significantly and positively related to work engagement 
(Schaufeli, 2015).

The Engaging Leadership Scale was developed by Schaufeli (2015) and consists 
of 12 items, divided into 4 factors: strengthening, connection, capacity-building, 
and inspiration, with 3 items each. The items are rated on a 5-point Likert-type scale 
with higher scores indicating higher levels of engaging leadership, from the percep-
tions of their subordinates.

Fair goodness-of-fit index was identified, showing Tucker Lewis Index 
(TLI)  =  0.91, Comparative Fit Index (CFI)  =  0.94, Root Mean Square Error of 
Approximation (RMSEA) = 0.08, and Cronbach’s alpha for the total scale of 0.86. 
Positive and significant correlations have been found between engaging leadership 
and work engagement, satisfaction of basic psychological needs, higher quality in 
delivery, commitment to work, and performance (Schaufeli, 2015; Rahmadani & 
Schaufeli, 2020; Rahmadani et al., 2020).
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6.11  �Conclusions

Measuring the construct of leadership has proven challenging for scholars in the 
field for many reasons. First, as can already be seen throughout the reading of this 
chapter, there is a myriad of leadership styles, types, and conditions, which dissi-
pates efforts toward developing or continually improving a scale. The second issue, 
well described by Crawford and Kelder (2019), reports a split between instruments 
created by researchers and by management professionals. The main difference is the 
methodological rigor that results in a series of unsuccessful experiences by 
the market.

However, it was not the purpose here to exhaust all micro-theories or possibili-
ties. Instead, it presented a chart that reflects the coherent flow of theoretical propos-
als that have served as grounds for instruments that, despite being dedicated to 
measuring leadership, operationalize different versions, allowing the identification 
of that one that best fits what an organization demands.

This choice will take into consideration other contextual and management 
parameters that can provide good results in the management of workers. There is no 
sovereign type of leadership, despite an increasing concern for leadership oriented 
by ethical principles and concerned with the development of the organization, the 
leaders themselves, and the people they lead. Therefore, it demands assessing, 
among the possibilities presented, the one that better fits into the specific organiza-
tional context and operationalizing it through the scales presented in this chapter.

A complementary point, consonant with the field of emerging approaches, can 
define a future agenda for the coordination and investigation of leadership in the 
field of development of socioemotional competencies. Socioemotional competen-
cies work as a path through which other competencies are expressed and developed. 
Therefore, the classic concept of basic competencies (CHAs) that ensure a level of 
cross-cutting mastery, which allows workers to mobilize their personal resources, 
adapting them to the most immediate work context (Abed, 2014; Lee & Shute, 
2009) cannot be ruled out.

The mastering of socioemotional competencies plays a core role in the acquisi-
tion and development of professional skills, expanding the possibilities of workers’ 
adjustment in their occupations (Gondim, Morais, & Brantes, 2014). Thus, socio-
emotional competencies are located in the domain of affective-emotional, personal, 
and interpersonal processes, which are an important exercise in leadership, coordi-
nation, supervision, and management occupations.

An important dimension of socioemotional competence is the emotional regula-
tion (ER), which deals with the processes and strategies used to manage emotions 
(Gross, 2015; Peña-Sarrionandia et al., 2015). According to Sobral (2010), these 
strategies are necessary for the individual to be able to cope with pressure situations 
in the work context.

Some studies discuss the emotional component of anger by considering how 
assertively expressing anger can encourage people beyond what is expected of 
them. This implies inferring that anger shown by authority seems to motivate 
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members to proactively change in the path of expected performance (Chi & Ho, 
2014; Campos, 2017). Definitely, we know that when facing an angry boss, for 
example, people tend to exhibit avoidance and evasion behavior, avoiding speaking 
out. In this context, the anger expressed by authority figures seems to demotivate 
members from initiating possible changes in the achievement of performance (Liu, 
Wang & Liao, 2021).

The implications of this discussion may result in efforts to construct emotion 
regulation measures that map the types of emotion regulation strategies used by 
workers and reflect on the socioemotional competencies needed for a specific occu-
pation in a given context. This perspective contributes to understand the modulation 
of affect for organizational processes, breaking with a tradition of emphasis on cog-
nition, developing more compatible professional profiles for people management 
actions, which take into account psychosocial variables and the complexity of fac-
tors considering the process of well-being and mental health of leaders and subordi-
nates, the expected performance, and organizational rules.
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Chapter 7
Quality of Life at Work − Concepts, 
Models, and Measures

Laila Leite Carneiro and Maria das Graças Torres Paz

7.1  �Introduction

Quality of life (QoL) has deserved attention in several contexts and has been related 
to the satisfaction of needs and interests of individuals toward a healthy and full life. 
The workplace is one of these contexts. It is of utmost importance, as for many, it is 
the reference to define their identities. In the scope of workplace, QoL started being 
tentatively discussed in the 1950s. However, the Industrial Revolution in the eigh-
teenth century is likely to have kick-started the movement, raising awareness about 
the importance of seeking better ways to organize work in order to minimize its 
negative impacts on workers’ health and well-being. Then, the systematization of 
production methods in the nineteenth century led to the scientific study on working 
conditions, their influence on productivity, and on the workers’ readiness and, in the 
twentieth century, through the Taylorist theories, on motivation.

According to official records, the early reports of the term quality of life at work 
(QLW) date back to late in the 1960s (Nadler & Lawler, 1983; Easton & Van Laar, 
2013). It was a hallmark of the increasing interest among scientists and organiza-
tions regarding the construct (Bagtasos, 2011; Martel & Dupuis, 2006). The rele-
vance of the phenomenon by then was mainly boosted by instrumental reasons 
coupled with socioeconomic changes such as increase of inflation, emergence of 
new world powers, and the escalation of international competition resulting from 
globalization (Ferreira et al., 2012). This way, the investment in QLW, considered 
as a way to democratize and humanize the workplace (Bagtasos, 2011), aimed at 
providing better experiences to workers and also focused on productivity, thus 
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establishing a win-win relationship (Lau & Bruce, 1998). According to Walton 
(1980), look out the QLW means acknowledge that results can be improved both for 
the business and for people working in it, by including workers in the planning of 
work systems, focusing on issues related both to tasks contents and the workplace.

Since then, the term QLW has been arbitrarily used, sometimes considered in the 
individual’s perspective, other times in a perspective of workplace, and even in the 
context of the individual’s life. Moreover, it has been confused with satisfaction, 
stress, and other phenomena. The components of programs emerging from middle 
last century onward aimed at promoting QLW have proved to be little efficacious, 
maybe by virtue of the conceptual vagueness of the phenomenon. Therefore, the 
number of publications on the topic was reduced, coupled with the increased publi-
cations on related topics (e.g., mental health at work, or occupational stress) that are 
much better defined (Martel & Dupuis, 2006). Considering that the lack of consen-
sus among scholars is a keynote with implications on the theoretical-methodological 
diversity that characterizes publications on the topic still these days, some issues are 
yet to be better answered such as what is QLW? What criteria define it? Who is 
responsible for promoting it? How can it be measured?

Researchers should invest in the pursue for these answers, even because the 
global changes being faced by humanity (e.g., new ways to communicate, techno-
logical development, actions on social inclusion, concern about nature and the 
planet) have affected the institutions, pushing them to adopt new forms of under-
standing and intervening on reality beyond their immediate economic needs. The 
concern about health, well-being, rights, social justice, worthy work, and human 
dignity becomes a keynote in the current century. It directly affects the dynamic of 
organizations that now face the need to be committed with the human, social, and 
ecological dimensions  – which were less focused in the past − in their every-
day lives.

Therefore, the movement toward QLW is strengthened in the world of organiza-
tional management. This movement is less intensive as work time and space dimen-
sions play a more central role, and the existing frontiers between workplace and 
other important spheres of the individuals’ lives become more fluid. As largely dis-
cussed in literature, the overall QoL of workers depends on the QoL they experience 
at work (Loscocco & Roschelle, 1991). Simultaneously, we consider that QLW is 
influenced by the overall QoL, including the social, political, and economic context 
of the individual. Therefore, the focus on the interaction of the different dimensions 
may be a path to be followed when outlining surveys to be developed, being atten-
tive to avoid excessive expansion of the concept. The antecedents and consequents 
may be considered to better understand the phenomenon; however, some limits 
should be established to measure them.

Since 1948, the UN asserts that work is of utmost importance and centrality to 
the individuals’ lives, being considered to be a right of all human beings. Concern 
about work is a primary issue in the current debates on establishment of policies and 
standards to ensure the security and health of workers (OIT, 1981). Therefore, 
thinking over the promotion of QLW in different workplaces is essential.
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QLW management quality basically depends on understanding this phenome-
non, and the instruments used to assess it prior to and after interventions aimed at 
improving it. Thus, the purpose of this chapter is to review the QLW measures exist-
ing in literature, discussing their coherence with theoretical contributions that sup-
port them, and establishing potential indications of use for specific contexts. To that, 
a brief conceptual overview of the QLW is presented, and some of the main existing 
theoretical models are described. Next, several instruments proposed more recently 
to measure QLW are described and reviewed, thus getting a picture of the measures 
being worked in literature since early in the twenty-first century. This is expected to 
provide a context of the evaluation strategies available for researchers and organiza-
tions that aim at improving QLW, managing its efficacy through reliable instruments.

7.2  �Quality of Life at the Workplace: Concepts 
and Investigation Models

Despite the undeniable interest for QLW, in the last decades, researchers and man-
agers have adopted different understandings about what this phenomenon means. In 
a classic criticism on the topic, Nadler and Lawler (193) pointed out the dangers 
entailed by the difficulty of clearly defining QLW, on the one hand leading it to be 
handled as a panacea − the everything that will solve all the problems of workers 
and organizations − and, on the other side, as a nothing − considering its impreci-
sion, vagueness, and intangibility. As the authors have summarized, even the level 
of understanding about the QLW is quite variable. Some refers to it as a variable, 
others as an approach, a method, or even as a movement. Here, QLW should be 
considered as a variable that may be defined, broken down, measured, and managed.

In the same sense, Sashkin and Burke (1987) also warned about this exaggerate 
variability and vagueness resulting from excessive emphasis on the subjective per-
spective. They state that QLW is many times treated like as if it was not even the 
same phenomenon, being assigned different meanings by different people playing 
different roles, or meaning something different to the same person, depending on 
the role they play. The authors also add that the situation becomes even more com-
plex when one thinks that people playing similar roles may also have different 
insights about QLW.

The challenge of defining QLW ensues from the conceptual chaos that follows 
the QoL phenomenon at large. The high degree of subjectivity inherent to those 
concepts make some authors advocate for the nonexistence of a single definition, 
arguing that such attempt would hurt the very nature of the phenomenon. However, 
embarking on that would mean denying the possibility of working with QLW on 
scientific grounds and would derail any possibility of measuring it. Although the 
existence of different concepts about organizational phenomena is quite usual, the 
excessive flexibility of this concept and the lack of definitions sharing the same 
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essence prevent comparisons between studies and the accumulation of scientific 
evidence (Osigweh, 1989).

Despite this mismatch, the end of the twentieth century brings some advances 
both in the general and in the specific context of work. The World Health Organization 
(WHO) defines QoL as “an individual’s perception of their position in life in the 
context of the culture and value systems in which they live and in relation to their 
goals, expectations, standards and concerns” (WHOQOL GROUP, 1994, p.  28). 
This perception is influenced by several factors intrinsic to the subject (e.g., physi-
cal and psychological health, degree of independence, social relations established, 
personal beliefs), as well as by the prominent characteristics of the respective envi-
ronment (cultural, social) in which the subjective assessment of QoL takes place. As 
will be further shown, this definition is closely related with models/definitions of 
QoL in the workplace.

Few operational definitions of QLW are found in literature, as reported in previ-
ous reviews (e.g., Martel & Dupuis, 2006; Easton & Van Laar, 2013). In general, the 
prevailing definitions are those representing a compendium of its dimensions or 
interventional actions, thus reversing the logic of first understanding what the phe-
nomenon is to further untangle it. These are different ways of establishing knowl-
edge. One can either depart from general to the particular, or from particular to the 
general. What is really needed is to have a concept or definition of the construct and, 
for surveys on the construction of instruments, an operational definition. It is worth 
highlighting that describing dimensions or actions is not the same as operationally 
defining a construct. The lack of a robust definition implies weakness both in the 
assessment of the phenomenon and in the interventions oriented to management. 
Some conceptual weaknesses result from the initial construction and are strength-
ened by in-depth investigation. However, the concept of QLW may advance if added 
with more rigorous empirical surveys aimed at understanding the existing relations 
between its many components (Easton & Van Laar, 2013).

We do not intend to list all the concepts of QLW existing in literature. However, 
it is important to know the ideas of some of the most classic authors, spread in the 
1970s and 1980s, before exploring how the phenomenon has been approached more 
recently. Figure 7.1 presents some of the main classic concepts of QLW.

As can be inferred from the summary provided by Klein et al. (2019), the semi-
nal works define QLW exclusively focusing on the workplace scope, sometimes 
emphasizing the individual’s experience reached through work (concepts of Lippitt 
and of Hackman and Suttle), other times emphasizing the organizational responsi-
bility toward promoting such experiences (concepts of Westley and of Nadler and 
Lawler) from the construction of an organization-individual relation that leads to 
positive results for both parties (concepts by Walton, by Guest and by Werther 
and Davis).

Based on the foregoing, one could say that the classic models of QLW tend to fit 
into one of the two perspectives of analysis of the phenomenon: the organizational 
perspective that incorporates a set of context-related structural conditions that affect 
the worker’s well-being and the subjective/individual perspective that emphasizes 
to what extent the workers’ personal needs are satisfied, and how their personal 
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characteristics influence the way they react to and perceive their work experiences 
(Loscocco & Roschelle, 1991; Paz et al., 2020). Definitely, the objective character-
istics of QLW (e.g., workplace quality) shall be distinguished from the subjective 
characteristics (quality of life experienced by the individual) (Elyzur & Shye, 1990). 
Concurrently, it is worth noting that the latest models in the area have tried to inte-
grate both perspectives. Therefore, QLW has been described as a construct made up 
both by objective and subjective characteristics (Hannif et  al., 2008; Paz et  al., 
2020). For illustration purposes, some few models of each of these perspectives are 
presented below.

In the organizational perspective, the model by Walton (1973) stands out among 
the classic models. It is a turning point for the literature in this area, and one of the 
most widespread up to these days, subsidizing a large number of surveys. Walton 
(1973) devises QLW as the organization’s emphasis on humanistic values and on 
social responsibility to promote the worker’s development and satisfaction. To the 
author, autonomy and feedback to the worker’s performance are crucial, so that the 
worker can participate in the process of enrichment and fitting of tasks. His model 

Fig. 7.1  Summary of the classic concepts of QLW. (Source: Klein et al. (2019, p. 5))
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proposes eight indicators that organizations should consider to ensure the QLW. In 
practice, these are variables of context and are under the management responsibil-
ity: (1) fair and proper compensation, (2) healthy and safe work conditions, (3) 
immediate opportunity of use and development of capacities, (4) opportunity of 
continuous growth and security, (5) social integration in the workplace, (6) consti-
tutionalism, (7) balance between work and full life space, and (8) social relevance 
of life at workplace.

The positioning focused on the organizational perspective remained being 
adopted by authors in the 1990s, as can be observed in Lau and Bruce (1998) who 
describe the QLW as “(...) the favorable conditions and environments of a work-
place that support and promote employee satisfaction by providing employees with 
rewards, job security, and growth opportunities” (p. 213). These authors propose 
accessing the construct from four dimensions (job security, rewards system, training 
and career development opportunities, and openness to participate in decision-
making) under the responsibility of the organization. Although dimensions are 
described in other words, the first three are also present in the model by Walton 
(1973). Still in the twenty-first century, that perspective remains present in studies 
as those by Nanjundeswaraswamy and Swamy (2015), Swamy et  al. (2015), 
Fernandes et al. (2017), and Akter and Banik (2018), among many others that sup-
port the currentness of Walton’s model by working with QLW indicators similar to 
those of the author. In other words, this approach remains strong in the baseline of 
studies on QLW.

Simultaneously to the stance of delimiting the organizational perspective in 
QLW promotion, literature outlines the subjective perspective of the approach to the 
phenomenon. Among the first classic authors to promote it, we could mention 
Hackman and Oldham (1976). Although these authors use the term “job enrich-
ment” instead of “QLW,” defining it as “conditions under which individuals will 
become internally motivated to perform effectively on their jobs” (p. 1), the dimen-
sions they propose (task identity, task significance, skill variety, autonomy, and 
feedback) inspired many researchers that followed them to incorporate these factors 
related to content and working process into the QLW models’ structure. This way, 
QLW starts being directly associated with the satisfaction of the individual’s psy-
chological growth needs. Under this premise, in the twenty-first century, some 
authors advocate that QLW refers to an intended and favorable interaction of three 
core elements: the worker, what the worker does (the task itself), and the context in 
which the worker performs the work. However, they highlight the influence of per-
sonal characteristics on the understanding of the phenomenon that would result 
from to what extent individuals believe to be satisfied in their workplace 
(Bagtasos, 2011).

In this sense, Martel and Dupuis (2006) pointed out three main characteristics of 
greater consensus in literature: (1) QLW is a construct of subjective order; (2) it 
gathers integrated and interactive elements of organizational, human, and social 
nature; and (3) it is a phenomenon inextricably linked to overall QoL. In this sense, 
the authors define QLW as:
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(…) a condition experienced by the individual in his or her dynamic pursuit of his or her 
hierarchically organized goals within work domains where the reduction of the gap separat-
ing the individual from these goals is reflected by a positive impact on the individual’s 
general quality of life, organizational performance, and consequently the overall function-
ing of society (Martel & Dupuis, 2006, p. 356).

Although well operationalized, the excessive emphasis on subjectivity in this 
definition warns about the limitations imposed on management, which may hinder 
the application of interventional actions capable of promoting it. Despite the rele-
vance of recognizing the individual objectives and expectations of its members, the 
organization cannot define customized policies and actions, as it would hardly sat-
isfy all demands. Organizations should design guidelines and implement processes 
to ensure QLW to the organizational community. Although present in the literature 
on QLW since its beginning to these days, the subjective perspective of the analysis 
of this phenomenon has clear limitations that should be considered when proposing 
programs to promote it.

A third aspect of the analysis that is also emerging points out a tendency toward 
including the individual into the phenomenon’s concepts in a more integral perspec-
tive, expanding attention previously focused exclusively on contextual and subjec-
tive aspects of the workplace toward factors that permeate the subject’s life as a 
whole. Based on the classic theories of motivation and interface between work life 
and other areas of life, models that consider QLW as product of an interaction 
between needs satisfied in the workplace, life out of work, and the interaction 
between both levels are proposed. These models incorporate, in addition to the basic 
dimensions corresponding to work, dimensions such as worker’s overall well-being, 
characteristics of the personality such as self-efficacy, and quality of the interaction 
between work-house/family (e.g., Sirgy et al., 2001; Van Laar et al., 2007; Easton & 
Van Laar, 2013; Hsu, 2016). Although this trend has been enhanced in the contem-
porary days, the expansion of these dimensions demands care in the sense of distin-
guishing what is effectively part of the QLW model and what is correlated. Stretching 
the concept to include dimensions that are not directly related to the work (e.g., 
general well-being) may give rise to inaccuracies in measures and the resulting 
interpretations.

Likewise, we understand that considering this integral (holistic) view is impor-
tant to understand the phenomenon with its antecedents and consequents. However, 
organizations cannot be rendered liable for the individuals’ QoL outside the organi-
zation. Many other variables external to the organization meddle with the general 
QoL, and the organization has no control over them. Likewise, the organization has 
no control over feelings, perceptions, characteristics of personality, and the work-
er’s expectations. Thus, it seems coherent that studies about the phenomenon are 
limited to the workplace, setting the tone of QLW in the perspective of the collec-
tive, of policies, and organization guidelines. If organizations ensure QLW to their 
members by managing components in the workplace, they will be satisfactorily 
playing their role and are likely to give rise to a positive impact on the worker’s QoL.

In a literature review comprising 91 publications from 2000 to 2017, Afroz 
(2019) used the strategy of “Pareto” analysis to identify the main QLW-related 
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factors, regardless if components, antecedents, or consequents. After identification, 
factors with similar meanings were grouped based on semantic/linguistic adjust-
ments and, then, accounted in terms of frequency of occurrence in publications. Of 
the 17 factors compiled, the 13 vital ones that together accounted for 79% of the 
occurrence were as follows: fair and proper compensation; growth opportunity; safe 
and healthy working conditions; social integration and cohesion; work relation and 
full life space; relationship with the supervisor; human progress capacities; consti-
tutionalism, justice, and equity; award and recognition; job security; autonomy and 
control; participation in decision-making; and communication.

The results presented by the author highlight that the most recurrent factors in 
recent literature still date back to the main classic models. In his study Afroz (2019) 
considered articles of several natures: theoretical, qualitative, quantitative, etc. As 
we will see later, when we restrict the analysis to the factors that make up the mea-
sures of QWL today, we see that many of the classic dimensions are still in vogue. 
However, in another direction, the use of dimensions that emphasize the individual 
perspective grows, reinforcing the pulverization in the way the phenomenon has 
been treated in the literature.

7.3  �Instruments to Measure Quality of Life at Work (QLW)

There are many approaches, proposals of models, and theoretical definitions to 
QLW, as well as great variety of practical actions aimed at promoting it. However, 
the interest on the theme did not echo with the same intensity regarding the con-
struction of instruments to measure the phenomenon. Likewise, the links between 
the phenomenon definition, factors that make up the model, and the instrument itself 
are not always clear.

Martel and Dupuis (2006) criticized the lack of theoretical support to the mea-
sures proposed to evaluate the QLW, considering that many times they represent a 
compendium of dimensions not necessarily translated into an integrated construct. 
According to the authors, many instruments are created to identify factors part of 
the QLW without, a priori, starting from a robust operational definition of the phe-
nomenon. This way, they fail in meeting some basic quality criteria such as present 
satisfactory validity indicators (i.e., effectively measure QLW); be objective and 
exempt from possible manipulation; and provide data that allow interpretations to 
support further intervention. These problems confirm the relevance of identifying 
scales adherent to these assumptions.

For the purposes of this analysis, a systematic review was performed on the 
Scorpus and Web of Science databases, using as keywords to search on title (qwl 
OR “quality of work life” OR “quality of working life” OR “quality of life at work” 
OR “work-related quality of life”) AND (scale OR measur* OR instrument OR 
questionnaire), and limiting the materials found to the English, Spanish, and 
Portuguese languages. Duplicated texts, texts unavailable in full form, presented as 
book chapter or conference report, produced before the year 2000, and articles 
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whose purpose did not match the process of proposal, validation, and/verification of 
QLW measures quality were excluded. By the end of the selection procedure, 26 
articles were left to be reviewed. Of these, 13 were original proposals of instru-
ments, while the other 13 are studies on adaptation and validation of measures exist-
ing in literature.

Among the original proposals on QLW measures, many still do not satisfy the 
minimal standards expected either due to the weakness or absence of theoretical 
grounding (e.g., Kimura & Carandina, 2009; Pedroso et al., 2015; Tabanejad et al., 
2020) or for not detailing the psychometric data of the scale (e.g., Ventegodt et al., 
2008; Subbarayalu & Al Kuwaiti, 2017). Especially regarding the “CVT-Gohisalo” 
(versión breve) (Moreno et al., 2018), although it reached good statistical indicators 
after the SFA, the items were not distributed among factors as expected by litera-
ture. Still, the authors fail in the discussion when they advocate for the quality of the 
scale version presented by them but do not justify the theoretical grounding. The 
Academics’ Quality of Life at Work Scale (AQoLW) (Converso et  al., 2018), in 
turn, although explicitly referring to QLW on its name, is a scale based on a theory 
that does not correspond to the traditions of the study on the phenomenon. In fact, 
the authors make clear that the theoretical ground to create the measure is the model 
of job demands-resources (JD-R), and the investigation axes making up the scale 
are the stimulating demands and the stressing demands of the workplace.

Because of this, only 6 of the 13 aforementioned scales will be reviewed in 
details. The following were the criteria to select them: presentation of theoretical 
grounding to propose the instrument and/or minimal psychometric data to validate 
it. The scales are Quality of Work Life Scale (QWLS) (Sirgy et al. (2001), Quality 
of Working Life Systemic Inventory (QWLSI) (Martel & Dupuis, 2006), Work-
Related Quality of Life (WRQoL) scale (Van Laar et al., 2007), Nurses’ Quality of 
Working Life (NQWL) (Hsu, 2016), Quality of Working Life Questionnaire for 
Cancer Survivors (QWLQ-CS) (de Jong et  al., 2016a), and QWL scale (Beloor 
et al., 2019). The scales will be presented in chronological order, followed by stud-
ies identified in the literature review that contributed with additional data for valida-
tion. All studies and scale data may be consulted on Table 7.1.

7.3.1  �Quality of Work Life Scale (QWLS)

The QWLS was proposed and validated by Sirgy and collaborators early in the 
twenty-first century (2001), based on the individual perspective of the phenome-
non’s conception. Three independent studies were conducted to validate the mea-
sure, all with samples of workers from the United States of America. Based on the 
confluence of two classic theoretical approaches in the area, that of need satisfaction 
and that of spillover, the authors define QLW as “(…) employee satisfaction with a 
variety of needs through resources, activities, and outcomes stemming from partici-
pation in the workplace.” The satisfaction of needs arising from the workplace 
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influences and is influenced by the satisfaction of needs in other life domains (home, 
family, leisure, etc.) (Sirgy et al., 2001, p. 242).

Using convergent, discriminating, and predictive analyses of construct validity, 
researchers present an instrument made up by 7 factors comprising 16 items corre-
sponding to different types of needs to be satisfied to ensure the worker’s quality of 
life. Each of them should be responded in a 7-point scale, ranging from “Very 
Untrue” to “Very True.” The first two factors include items related to three dimen-
sions each, while the other five factors include items corresponding to two dimen-
sions each, as follows: factor 1, satisfaction of health and security needs (dimensions 
− protection from ill health and injury at work, protection from ill health and injury 
outside of work, and enhancement of good health); factor 2, satisfaction of family 
and economic needs (dimensions − pay, job security, and other family needs); factor 
3, - satisfaction of social needs (dimensions − collegiality at work and leisure time 
off work); factor 4, satisfaction of esteem needs (dimensions − recognition and 
appreciation of one’s work within the organization, recognition, and appreciation of 
one’s work outside the organization); factor 5, satisfaction of actualization needs 
(dimensions − realization of one’s potential within the organization, realization of 
one’s potential as a professional); factor 6, satisfaction of knowledge needs (dimen-
sions − learning to enhance job skills, learning to enhance professional skills); and 
factor 7, satisfaction of aesthetics needs (dimensions − creativity at work, personal 
creativity, and general aesthetics). It is worth mentioning that the needs mapped by 
the scale may be subdivided into lower-order needs for QLW (factors 1 and 2) and 
higher-order needs (factors 3 to 7) (Sirgy et al., 2001).

In addition to the fact that the scale evinces excellent psychometric indicators, 
the authors advocate that one of its advantages is that it briefly covers a large exten-
sion of dimensions that make up the QLW, thus facilitating its application with no 
damage to the analysis depth (Sirgy et al., 2001). The literature reviewed pointed 
out three additional studies (Afsar & Burcu, 2014; Rastogi et al., 2018; Sinval et al., 
2020) that tried to validate the Quality of Work Life Scale (QWLS) proposed by 
Sirgy et al. (2001) for other contexts.

The first one was that by Afsar and Burcu (2014), based on the adaptation and 
further application of the instrument to 254 scholars (higher education profession-
als) in Turkey, which found evidence of validity that confirmed the suitability of the 
instrument’s original structure to verify the QLW of Turkish workers. With alpha 
coefficient of 0.84 to the general scale and acceptable goodness-of-fit indexes (Chi-
Square χ2(93) = 191.53, NC = 2.06, Root Mean Square Error of Approximation 
(RMSEA)  =  0.064, Standardized RMR (SRMR)  =  0.049, and Comparative Fit 
Index (CFI) = 0.96), the authors warn only that the level of reliability of the factors 
“health and safety needs” and “social needs” was lower than the expected. Therefore, 
it suggests that in Turkey, the instrument should be assessed only as a whole, rather 
than in details based on the assessment of each factor (Afsar & Burcu, 2014). 
However, it should be warned that shrinking factors may hinder the proposal of 
more directive interventions by any organization aiming at promoting enhanced QLW.

Rastogi et al. (2018) attempted to assess the psychometric indicators of the scale 
in an Indian sample of 380 intermediary-level employees working in several private 
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and public companies from different regions of India. Although they have not made 
idiomatic changes to the items, since English is acknowledged as the official lan-
guage of India jointly with Hindi, Rastogi et al. (2018) adapted the response scale 
that continued with seven points, but ranging from 1 for “strongly disagree” to 7 for 
“strongly agree.” After the exploratory factor analyses (EFA) and confirmatory fac-
tor analyses (CFA), differently from the original validation, the authors found that 
the solution of two factors (higher-order satisfaction and lower-order needs) was 
superior to the seven-factor model in a first-order model. Considering that they rec-
ommend the instrument to be interpreted in India based on the simplified two-factor 
structure (χ2(df = 61, n = 380) = 70.748; χ2/df = 1.160; TLI = 0.997; NFI = 0.983; 
CFI = 0.998; RMSEA = 0.021).

Sinval et  al. (2020) have translated the instrument of Sirgy et  al. (2001) into 
Portuguese and validated it based on a sample made up by 1163 workers from sev-
eral occupations, being 566 from Portugal and 597 from Brazil. Besides performing 
CFAs to verify the internal structure of the instrument, the authors sought evidence 
of external validity by reviewing the relation established between QLW, burnout, 
and engagement at work. The model tested with the scale original structure with 
seven latent factors in a second-order factor presented acceptable indexes both for 
the Brazilian sample (χ2(97) = 479.314; χ2/df = 4.94, p < 0.001; n = 597; CFI = 0.992; 
NFI = 0.990; TLI = 0.990; SRMR = 0.063; RMSEA = 0.081; P(rmsea) ≤ 0.05) < 0.001, 
90% CI]0.074; 0.089[) and for the Portuguese sample (χ2(97)  =  673.253; χ2/
df = 6.94, p < 0.001; n = 566; CFI = 0.989; NFI = 0.987; TLI = 0.987; SRMR = 0.077; 
RMSEA = 0.103; P(rmsea) ≤ 0.05) < 0.001, 90% CI]0.095; 0.110[). With regard to 
predictive validity, Sinval et  al. (2020) report results that point out that both the 
higher-order and lower-order satisfaction dimension are positively related to the 
engagement at work and negatively related to burnout in both samples.

In brief, the articles found that were focused in presenting evidence of validity of 
the QLW scale based on satisfaction of needs proposed by Sirgy et al. (2001) point 
out the quality of the scale’s original proposal in different contexts, with integral 
maintenance of its structure and/or minor adjustments that do not conflict with the 
theoretical model that sustains the measure.

7.3.2  �Quality of Working Life Systemic Inventory (QWLSI)

In 2006, Martel and Dupuis assume that QLW reflects the worker’s dynamic experi-
ence in the pursue of their objectives in the workplace to present the proposal of an 
instrument named Quality of Working Life Systemic Inventory (QWLSI). To con-
struct it, the authors refer to have simultaneously based on the four macro dimen-
sions indicated by Turcotte (1988) as referring to QLW programs (nature of work 
itself, physical context, psychosocial context, and organizational context). These 
programs correspond to the 14 aspects listed by Kohl and Shooler (1982) (job com-
plexity, routine, time pressure, environment cleanliness, work protection, feeling of 
belonging, empowerment level, supervision level, bureaucracy, hierarchical 
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position, work security, stability at work, compensation, and work schedule). 
Therefore, the 33 domains of the instrument tried to specify each of these dimen-
sions and were organized in 8 subscales as follows: financial, career path, work 
schedule, climate with colleagues, climate with superiors, physical characteristics 
of the environment, factors influencing appreciation of tasks to do, and support 
offered to employees (Dupuis & Martel, 2004).

The QWLSI stands out for its graphic and dynamic character of QLW measure-
ment. Based on a nonlinear measurement strategy, each of the 33 domains is 
assessed based on 3 criteria/items: first, the worker should indicate what s/he con-
siders to be the current situation and the ideal situation in relation to the domain 
being assessed (e.g., autonomy). Next, the worker should indicate if she perceives 
to be getting closer or farther from their ideal and the speed of this movement. 
Finally, the worker answers to what extent that domain is important or not, in his/
her view, to his/her QLW. This measure allows evaluating not only each character-
istic individually but also accessing a general QLW score calculated in relation to 
all domains together, based on the ratio of the difference between the worker’s cur-
rent and ideal situations, weighed by the dynamic of improvement or deterioration 
and by the ranking.

The great novelty of the QWLSI against other QLW instruments relies on its 
capacity of checking the phenomenon considering that it depends on the individu-
al’s perception on how close or far s/he is from the ideal parameters regarding dif-
ferent work domains, also considering that such domains may be more or less 
relevant to each worker. Therefore, among the advantages of the measure, the 
capacity of apprehending the dynamism and subjectivity inherent to the concept of 
QLW adopted by the authors is a highlight. Among disadvantages, one could men-
tion the complexity of results interpretation that must consider the three aspects of 
the QLW variation: (1) the interval between current and ideal situations, (2) the 
speed of approximation or distancing in relation to the ideal situation, and (3) rank-
ing of relevance of that aspect.

The literature review found only one subsequent study that mentioned the use of 
QWLSI. The study was performed by Voirol and Dupuis (2010) and applied the 
instrument to participants of public and private organizations in Switzerland and 
Canada in two moments: in the beginning of the survey and 17 weeks later. However, 
the authors do not add evidence of validity to that scale, as it is used only to gather 
evidence on other brief measures of psychosocial factors. This way, although the 
QWLSI was proposed to fill several gaps pertinent to the QLW assessment, up to 
now its repercussion in the scientific literature seems to be limited. Moreover, robust 
psychometric indicators are yet to be presented to advocate for it. The only refer-
ence (Dupuis & Martel, 2004) quoted by Martel and Dupuis (2006) and by Voirol 
and Dupuis (2010) with those data refers to a presentation in a congress, rather than 
to a peer-reviewed article. Therefore, based on the findings available according to 
the mapping performed, the QWLSI was not considered to be ready to be used in 
descriptive or correlational studies.
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7.3.3  �Work-Related Quality of Life (WRQoL) Scale

In 2007, Van Laar, Edwards, and Easton introduced the Work-Related Quality of 
Life (WRQoL) scale that, like the QWLSI, is also based on theoretical approaches 
of need satisfaction and spillover. To respond the instrument, workers should indi-
cate on a 5-point Likert scale to what extent they agree or disagree with each state-
ment, ranging from 1 (strongly agree) to 5 (strongly disagree). This scaling was 
inversed in some subsequent versions of validation (ranging from 1 − strongly dis-
agree to 5 − strongly agree). Although being built to be applied to any group of 
workers, the authors focused on validating it specifically for workers in the health-
care field in the United Kingdom, including managers, administrative, and techni-
cal staff.

According to Van Laar et al. (2007, p. 325), QLW may be defined as “(...) the 
way in which work is good for you in the widest context in which an employee 
would evaluate their job,” including specific job-related factors (e.g., job and career 
satisfaction, stress at work, control at work and working conditions), general life 
factors (general well-being), and factors connecting the life domains external and 
internal to job (home-work interface). These six factors make up the instrument 
proposed by the authors that, after the EFAs (with data of a 481 healthcare workers 
sample) and CFAs (with data of a 472 healthcare workers sample) confirmed its 
final structure with 23 items, distributed among factors as follows: factor 1, job and 
career satisfaction (JCS), with 6 items and α = 0.86; factor 2, general well-being 
(GWB), with 6 items and α = 0.82; factor 3, home–work interface (HWI), with 3 
items and α = 0.82; factor 4, stress at work (SAW), with 2 items and α = 0.81; factor 
5, control at work (CAW), with 3 items and α = 0.81; and factor 6, working condi-
tions (WCS), with 3 items and α = 0.75. The goodness-of-fit indexes for the model 
were χ2 (216, n = 472) = 642.15 P < 0.01, CFI = 0.93, GFI = 0.90, NFI = 0.89, and 
RMSEA = 0.06. According to Van Laar et al. (2007), the WRQoL also presents the 
possibility of being an instrument to measure the QLW in a unidimensional perspec-
tive, as the six factors are highly interrelated, mainly those specific to the workplace 
(JCS, WCS, and CAW).

Despite being welcome in the scientific world, considering it was subject to vali-
dation studies in several countries, the WRQoL has weaknesses that should be 
pointed out. The first one refers to the theoretical grounding. Van Laar et al. (2007) 
did not present an operational definition for QLW to subsidize the proposal of the 
instrument. The authors presented a comprehensive review of different models in 
literature and advocate for the inclusion of dimensions into the instrument by join-
ing elements they consider relevant. However, they do not explain how these dimen-
sions are integrated to the broader concept of QLW. It is also worth mentioning that, 
despite being based on the same theoretical framework as Sirgy et al. (2001), Van 
Laar et al. (2007) introduce in their instrument a factor that is not directly related to 
the field of work. This could reflect a stretching of the concept that damages its 
quality.
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It is worth mentioning that all the six subsequent works found in the literature 
review that sought evidence to validate the WRQoL (Van Laar et al., 2007) were 
carried out in Asian countries such as China (Lin et al., 2013), Taiwan (Da Dai et al., 
2016), Thailand (Sirisawasd et al., 2014; Kongsin et al., 2020), Singapore (Zeng 
et al., 2011), and Turkey (Duyan et al., 2013). One of them focuses on healthcare 
professionals in general (Kongsin et al., 2020), four approached only nursing pro-
fessionals (Zeng et al., 2011; Lin et al., 2013; Sirisawasd et al., 2014; Da Dai et al., 
2016), and only that with Turkish professionals comprised professionals of other 
segments (Duyan et al., 2013).

The large spectrum of studies to validate the scale may favor the comparison of 
QLW in professional groups of these different countries. However, it should be 
noticed that none of the validated versions of the scale has fully replicated the origi-
nal proposal. The research conducted by Da Dai et al. (2016), although mentioning 
sound indicators of internal consistency and test-retest reliability, does not present 
detailed data on factor analyses, only descriptive and correlational data. Therefore, 
results cannot be reviewed in details in this study.

In the study performed with nurses in Singapore, based on the EFAs performed, 
the final model demanded excluding two items. The remaining items were distrib-
uted along the five original factors that explained 60% of the construct variation so 
that “control at work” was not maintained in the model (Zeng et al., 2011). For the 
study carried out with Turkish nurses, acceptable goodness-of-fit indexes were 
obtained in the CFA of the six-factor models of first and second order. However, 
three items had to be excluded from the scale (Duyan et al., 2013).

The survey conducted by Lin et al. (2013), in turn, proposes a Chinese version of 
the WRQoL named WRQoL-2, in which 12 items are added to the original 22 items. 
Some of the added items refer to a new factor named “employee engagement.” After 
the EFAs, the authors identified issues such as the overlapping of the factors “job 
and career satisfaction,” “working conditions,” and “control at work.” Nonetheless, 
they report the validation as consistent in relation to the original one (considering 22 
items) and advocate for the applicability of the scale − composed of 34 items dis-
tributed along 7 factors (the 6 ones of the original scale, and the “employee engage-
ment”) − in the Chinese cultural context. However, the results presented showed 
that the items of different factors intermingled, and the authors did not present any 
theoretical discussion to support the scale’s new configuration. Some examples, 
among many others, are the item “I am able to achieve a healthy balance between 
my work and home life” assigned to factor general well-being; the item “I am happy 
with the physical environment where I usually work” assigned to factor home–work 
interface; the item “I am encouraged to develop new skills” assigned to factor work-
ing conditions; and the item “I often feel under pressure at work” assigned to factor 
job and career satisfaction. The lack of theoretical grounds and operational defini-
tion to support the nomenclature of the factors considering the blending of items 
resulting from the statistical analyses suggest that this indication of use should be 
viewed with care.

It was this Chinese version of the WRQoL-2 (Lin et al., 2013) that Sirisawasd 
et al. (2014) translated into Thai, and to which they sought evidence of validity to 
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assess the QLW of Thai nurses. Although they found good psychometric indicators 
to the internal consistency analyses of the scale and test-retest reliability, just like in 
the Chinese version, the authors found factors that shrank items referring to differ-
ent theoretical dimensions of the phenomenon. Moreover, the items’ organization 
across the seven factors has also widely varied in comparison to the validation made 
with the Chinese. Therefore, it should be considered that replicating scales without 
deepening this discussion is dangerous, since the proper interpretation of the tool 
demands sound reasoning in addition to statistical indexes.

Considering some points of improvement of the WRQoL-2 (Lin et al., 2013), 
such as the low factor loading of some items, the overlapping of content, and the 
total response time of the scale, Kongsin et al. (2020) tried to validate a brief version 
to the Thai context, which they named “Thai version of the Work-Related Quality 
of Life Scale” (THWRQLS). Thus, the authors came up with a model of 24 items 
distributed across 7 factors that presented acceptable goodness-of-fit indexes: 
χ2 = 268.77 (n = 250), p-value <0.01, CFI = 0.97, RMSEA = 0.04, and SRMR = 0.05. 
Although they did not bring up the discussion about the theoretical confusion in the 
previous studies on the scale’s validation, the analysis criteria adopted by Kongsin 
et al. (2020) allowed all the seven factors of the final model to be made up by items 
corresponding to their definition, thus overcoming the difficulties found in the stud-
ies by Lin et al. (2013) and by Sirisawasd et al. (2014).

In face of the foregoing, consideration should be given to develop efforts to oper-
ationally describe each dimension making up the WRQoL (Van Laar et al., 2007) as 
a way to favor the interpretation of its results and more properly support discussions 
in further applications or validations. Despite its potential, this weakness is more 
visible in subsequent studies and may harm its use. Likewise interesting is to have 
the instrument tested in more varied audiences, as the prevailing audiences identi-
fied were those oriented to healthcare workers. Simultaneously, it is suggested that 
new surveys using this model as baseline could problematize the maintenance of the 
factor “general well-being” in the construct structure considering that, as previously 
discussed, we consider that the insertion of factors strange to the work to describe a 
phenomenon specific to this context may lead to a conceptual stretching that harms 
the understanding of the phenomenon as well as potential interventions aimed at 
promoting it.

7.3.4  �Other Recent QWL Scales

More recently, three new instruments on QLW were developed. Each instrument 
was designed focused on a specific group, namely, nursing professionals (Hsu, 
2016), cancer survivors workers (de Jong et  al., 2016a), and professionals from 
textile industries (Beloor et al., 2019).

Hsu (2016) understands QLW as an indicator of to what extent professionals 
“(...) are satisfied with their jobs, how they feel in relation to opportunities as they 
see them, and how they find fulfillment in their work” (p. 87), while representing 
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“(…) a way of thinking about people, work, and the organization that involves a 
concern for employee well-being and organizational effectiveness” (p. 88). Although 
it neither operationalizes the phenomenon definition nor specifies the theoretical 
grounding, the author places his proposal in the latest perspective of understanding 
the phenomenon that includes organizational and individual aspects related to the 
workplace and also generic individual aspects not directly related to the workplace.

In an attempt to develop a specific measure to assess the QLW of nurses in 
Taiwan, Hsu (2016) relied on instruments preexisting in literature and focal groups 
to build and apply the Nurse’s Quality of Working Life (NQWL) to 619 profession-
als. These professionals should point out their degree of agreement with each state-
ment, (from 1 − strongly disagree to 5 − strongly agree). After the EFAs, he found 
a solution to the questionnaire composed of 123 items (α= 0.95) distributed across 
6 factors, all with internal consistency higher than 0.80 and that, together, explained 
63% of the total variance of the construct, as follows: organizational aspects (14 
items), work aspects (34 items), self-actualization (15 items), interrelationships (25 
items), self-efficacy (17 items), and vocational concepts (18 items).

Despite having complied with the initial stages required to build instruments and 
having associated self-efficacy with the mastery experiences at work that could 
favor the QLW, this factor should be reviewed in future applications of the instru-
ment for both theoretical and empirical reasons. As aforementioned, this inclusion 
points out a likely conceptual stretching as there is no tradition of understanding it 
as part of the QLW. Moreover, the results found by the author evidence the low cor-
relation between self-efficacy and QLW in the sample (r  =  0.355, p  <  0.001) if 
compared to the other factors that make up the scale. Likewise, future studies should 
focus on seeking evidence of confirmatory validation to the instrument.

In turn, anchored in an individual perspective of the QLW evaluation, the Quality 
of Working Life Questionnaire for Cancer Survivors (QWLQ-CS) is proposed by de 
Jong et al. proposal and the current literature review identified in three publications: 
the first on the process of developing the questionnaire (de Jong et al., 2016a); the 
second reporting the initial tests performed (de Jong et al., 2016b); and the third 
devoted to gathering evidence of validity per se (de Jong et al., 2018). The authors 
define the QLW of cancer survivor workers as “(...) the experiences and perceptions 
of cancer survivors in the work situation” (de Jong et  al., 2018, p.  2), and after 
applying the QWLQ-CS to 302 participants and carrying out the EFAs, they advo-
cate for the composition of 23 items (α = 0.91) distributed across 5 factors, namely, 
meaning of work (α = 0.83); perception of the work situation (α = 0.85); atmosphere 
in the work environment (α = 0.86); understanding and recognition in the organiza-
tion (α = 0.85), and problems due to the health situation (α = 0.84). The authors also 
presented analyses of convergent and discriminative validity, indicating the quality 
of the proposed measure.

The authors suggest using the QWLQ-CS in both occupational health contexts 
and clinical contexts (de Jong et al., 2018), in order to favor the process of adapta-
tion and return to work of individuals who developed cancer during their active 
labor lives. Although specifically delimiting the target audience, only the last factor 
more specifically represents the characteristics of that target audience, thus 

7  Quality of Life at Work − Concepts, Models, and Measures



166

expanding the possibility of adapting and validating it to other groups of workers in 
further studies.

Finally, the last and more recent QLW measure identified was the QWL scale 
proposed by Beloor et  al. (2019) that was developed to assess the phenomenon 
among professionals working in organizations of the textile sector in India. 
Assuming the concept of QLW as “(…) the standard of workers performing com-
fortably in an organization by satisfying their personal needs through the facilities 
provided to them by the management” (Beloor et al., 2019, p. 1736), the researchers 
rely on the organizational perspective of understanding the phenomenon to develop 
the instrument that was applied to 341 professionals of 40 Indian industries. After 
the EFAs and CFAs, they found a structure of 27 items (α = 0.875) in 6 factors (all 
with internal consistency above 0.785) that reached the acceptable goodness-of-fit 
indexes to the model (χ2/df ratio = 10.40, GFI = 0.910, AGFI = 0.900, NFI = 0.899, 
IFI  =  0.950, CFI  =  0.908, TLI  =  0.902, RMSEA  =  0.071) and that, together, 
explained 61% of the construct variance. The following were the factors: compensa-
tion (six items); work environment (six items); relation and co-operation (four 
items); job security (three items); facilities (four items); and training and develop-
ment (two items).

It is worthwhile observing that among all instruments mapped in this review, that 
of Beloor et al. (2019) is the only one exclusively focused on job factors under the 
main responsibility of the organization’s management to ensure a good level of 
QLW to its employees. This characteristic converges with the researchers’ concern 
about developing an instrument that could serve as basis for the Indian textile indus-
tries to adjust their management to enable a more positive working experience to 
their employees and also improve the company’s productivity indicators. In this 
sense, although the review found no study attempting to gather more evidence of 
validity of this measure in other contexts and/or occupational groups, this instru-
ment is considered to be promising in the sense of enabling the proper measurement 
and management of QLW.

7.4  �Final Remarks

The analysis presented herein about the instruments used to measure the QLW is 
expected to be useful to assist researchers and professionals in the selection of the 
most suitable scale, according to their purpose and target audience. Although the 
overview does not comprise all the recent measures existing in literature, the search 
criteria are very likely to have allowed the identification of the most relevant QLW 
scales validated in the last 20 years. It is worth mentioning that the keywords search 
restriction may have excluded articles that conducted analyses of validation of exist-
ing scales, however in a secondary way such as, for example, in a preliminary stage 
to test a correlational model.

With regard to the mapped scales, it draws attention to the large number of pub-
lications that does not meet or disseminate the minimal information expected for a 
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study of proposal and validation of instruments, such as operational definition of the 
construct supported by sound theoretical framework, transparency and detailing of 
the methodology used to build the items and data analysis, and congruent interpreta-
tion of results in the theoretical and statistical light. This reality may be partially due 
to the huge interest in the theme by professionals in several fields of knowledge that 
may miss detailed training in psychometry. This could explain incompliance with 
the minimal requirements. We do not mean that good QLW measures can only be 
proposed by professionals of specific areas. We would only like to emphasize the 
need for deepening knowledge about the construction, adaptation, and/or validation 
of instruments by researchers devoted to conduct studies for that purpose.

Every attention is important when we recall that many users of the instruments 
are frontline professionals who, many times, miss the refined skill needed to iden-
tify whether a scale meets or not the quality standards. Therefore, managers and 
analysts working to promote QLW may end up by using insufficient or unsuitable 
standards for the diagnosis that should drive both the actions of intervention pro-
posed and the interpretation of the efficacy or not of those actions.

In this sense, in the mapping performed, we warn more specifically about two 
issues that should be problematized. The first one is the theoretical stretching of the 
QLW concept translated into scales that gather a wide diversity of factors, including 
some with absolute no direct relation with the subject’s experience at the workplace 
(e.g., WRQoL, WRQoL-2, THWRQLS, NQWL). The second one refers to the 
uncritical replication of instruments bearing theoretical weaknesses in studies that 
are robust in the statistical light, but that fails in supporting results of adaptation and 
validation on sound theoretical grounds.

On the other hand, the mapping also allowed to identify studies that aligned 
theory, instrument, models of validation, and interpretation of results, thus offering 
proper scales to measure the QLW and potential application to different workplaces. 
This is true to the QWLSI (Sirgy et al., 2001) that adopts the subjective perspective 
of analysis of the phenomenon, and of the QWL scale (Beloor et al., 2019) that 
adopts the organizational perspective.

With regard to the target audience, there is a clear interest in studying healthcare 
professionals, as this was the target audience of most studies of validation, includ-
ing some instruments focused on specific professions. Differently from when the 
concept of QLW started gaining notoriety, the focus of evaluation in the twenty-first 
century seems to be much more on workers in the field of services than on workers 
of the industry.

However, there is an effort by the researchers in QLW toward building instru-
ments applicable to a wide range of occupational groups. Most of the mapped scales 
are focused on workers at large. This flexibility is interesting, as it helps fighting the 
excess of subjectivity that many times follows the discussions on QLW, thus allow-
ing comparisons on how QLW has been experienced by different professional seg-
ments. We encourage the adoption of this approach, as we understand that more 
investment should be made in instruments that operationalize a general definition of 
QLW applicable to a wide range of contexts and that allow for specific adjustments 
to dimensions and items whenever the scale needs to be adapted to new audiences. 
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We believe this practice enhances the accrual of scientific evidence on the phenom-
enon, what does not happen when it is assumed that QLW means something com-
pletely different for a professional group A and B.

As aforementioned, here the QLW is understood as a phenomenon that com-
prises both organizational/contextual and individual characteristics, and that occurs 
as a result of mutual responsibility of the management and the worker. In a sociopo-
litical perspective, in 2005, the United Nations Development Programme − UNDP 
(UNDP, 2005) − stated that one of the focuses considered to ensure QoL is that of 
rights that addresses how human rights are approached and how it may contribute to 
promote well-being in different contexts (Paz et  al., 2012). The focus on human 
rights strongly emphasizes the relations of exchange and assumes a perception of 
human being as holder of rights rather than beneficiary of actions (Cyment, 2007).

Understanding and evaluating QLW in this light imply conversing the interna-
tional principles of human rights into concrete actions. In this process, both workers 
and employers, chiefs and subordinates, inter- and intra-work team members should 
be aware of the rights and duties of each one, in order to build an organizational 
environment favorable to experiencing QLW. At the same time, it should be recalled 
that QLW cannot cope with the whole experience of satisfaction, expectations, and 
well-being of individuals. Therefore, we reaffirm the need for preventing a potential 
stretching of the concept in that sense. We expect this chapter contributed to shed 
light on instruments with theoretical grounds that are both solid and properly repre-
sented by the items that considers quality of life at workplace as a right of the col-
lective, and that assists organizations and workers to identify how they can work 
toward improving the QLW.
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Chapter 8
Creativity Climate: An Analysis 
of Measurement Scales

Heila Magali da Silva Veiga and Pedro Afonso Cortez

8.1  �Introduction

In the work context, creativity is considered a foundation for the survival and com-
petitiveness of organizations in the current world (Amabile & Pratt, 2016; Anderson 
et al., 2014; Boso et al., 2017; Burbiel, 2009; Epstein et al., 2013; Zhou & Hoever, 
2014; Zhou & Shalley, 2003). There is empirical evidence that a creativity-
supporting organizational environment is positively related to introducing new 
products and services and to sales (Binnewies & Gromer, 2012; Dul & Ceylan, 2014).

Creativity is a complex construct with multiple dimensions, which have to be 
considered together for a more accurate analysis of an individual’s creative ability. 
We may infer that the emergence of creativity is more likely when an individual has 
certain characteristics and skills, specific knowledge in a given area, intrinsic moti-
vation, and perception of their work environment as a creativity-supporting one 
(Amabile, 1983; Burbiel, 2009; DiLiello & Houghton, 2008; DiLiello et al., 2011; 
Dixon et al., 2014; Mendonça et al., 2017). Creativity does not refer only to one 
concept; it designates a research domain in which there are numerous constructs 
(Montag et al., 2012). Therefore, delimiting creativity conceptually and operation-
ally is fundamental, as well as properly specifying the measurement level of the 
construct studied.

Several studies have investigated the influence of individual and contextual 
aspects on the emergence of creativity (McLean, 2005; Oldham & Cummings, 
1996; Shalley et al., 2004; Zhou et al., 2012). Egan (2005), in a literature review, 
analyzed over 100 articles and identified that the factors associated with creativity 
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are classified as internal (general personality, big five personality) and external (cre-
ativity goal setting, evaluation and feedback, role models, leadership and supervi-
sion, and teamwork).

Based on the assumption that individual and contextual variables affect the emer-
gence of creativity, Mendonça et al. (2017) proposed a theoretical model integrating 
the many variables that affect creativity in the work environment, the Integrator 
Model and Potentializer of Work Creativity, MIPC (Fig. 8.1).

In addition to pre-background elements, studies have shown that an individual’s 
social context has a significant impact on the emergence of creativity, either directly 
or by interacting with other individual variables (Anderson et al., 2014). The present 
chapter focuses on the contextual variables, considering context as the interdepen-
dence between the aspects of a given environment, that is, “a context is defined as 
the particular set of personal, physical, and social aspects that come into play in the 
form of contextual factors and have an impact on focal variables, those immediately 
shaping behavior” (Glaveanu, 2014, p. 384). Therefore, creativity is a spatiotempo-
ral psychological phenomenon.

In terms of the contextual background of creativity, the organizational climate 
variable has been highlighted. It concerns the perceptions of organizational policies, 
practices, and procedures (Wongtada & Rice, 2008). Several authors have 

Fig. 8.1  Integrator Model and Potentializer of Work Creativity, MIPC. (Source: Mendonça et al., 
2017, p. 39)
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recommended that, instead of studying the general organizational climate, it is more 
appropriate to investigate the concept with a specific focus, like creativity (Lin & 
Liu, 2012; Veiga et al., 2011). Therefore, this chapter focuses on creativity climate. 
Climate for creativity has also been named as conditions for creativity. Both con-
cepts are related to contextual aspects that foster or hinder creative expression in the 
work context. Both constructs will be considered representations of contextual vari-
ables associated with creativity.

Creativity climate is positively associated with performance, creativity, innova-
tion, and well-being. This variable also predicts positive bonds with work, as it 
depicts symbolically enriched and sociable work environments, capable of making 
work activity meaningful and, as a result, encouraging employees to be proactive 
and engage in sharing ideas to maximize the achievement of organizational goals 
(Amabile et al., 1996, 1999; Barrett et al., 2012; Olsson et al., 2019; Péter-Szarka, 
2012; Veiga et al., 2020).

This chapter aimed to analyze measurement scales of creativity climate available 
in the literature in English and its psychometric characteristics to assist researchers 
and managers with these measures. To achieve this goal, this study analyzed (a) 
Creative Climate Questionnaire (CCQ) (Ekvall, 1996); (b) Situational Outlook 
Questionnaire, a measure of the climate for creativity (Isaksen et  al., 1999); (c) 
KEYS, assessing the climate for creativity (Amabile et  al., 1996); (d) Creative 
Environment Perceptions (CEP) (Mayfield & Mayfield, 2010); and (e) Indicators of 
Conditions to Create in the Workplace (ICCW) (Bruno-Faria et al., 2018).

8.2  �Creativity Climate/Conditions for Work Creativity

Organizational climate is a perception about organizational policies, practices, pro-
cedures, and routines (Bowen & Ostroff, 2004). It is a descriptive concept (Patterson 
et al., 2004, 2005) that comprehends how the social environment is perceived by 
employees (Denison, 1996). This construct is “a shared perception of what the 
organisation is like in terms of practices, policies, procedures, routines and rewards, 
what is important and what behaviours are expected and rewarded” (Bowen & 
Stroff, 2004, p.  5). These perceptions of values and aspects of an organization’s 
operation are possible predictors of economic, technological, commercial, and 
social performance (Patterson et al., 2004).

Climate perception is an individual-level measurement, but individuals are 
inserted in and exposed to the same context, so some analyses can ensure that there 
is a shared perception about organizational structure and practices. Therefore, cli-
mate perception is considered an organizational-level construct (Gohsh, 2015). This 
phenomenon is founded on inter-subjective agreement and interpretation (Schneider 
et al., 2013), once it is an organizational process-based phenomenon founded on 
inter-subjective agreement and interpretation (Glick, 1985).

Regarding this chapter’s object, creativity climate, we seek to identify work envi-
ronment aspects that may foster employee creativity (Amabile et  al., 1996). 
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Measuring creativity climate includes contextual aspects, such as “enjoyable ambi-
ance, openness of communication; emotional and functional support provided by 
supervisors to their staff, employees’ willingness to share expertise, ideas and 
responsibilities in the creative process; and risk-orientation” (Gohsh, 2015, p. 1131). 
Creativity-supporting work can be defined as “an overall work environment mea-
sure at firm level, consisting of several sources of creativity” (Dul & Ceylan, 
2014, p. 5).

Regarding obstacles to creativity, there are also several variables listed in the 
literature. After analyzing a number of articles, Acar, Tarakci, and van Knippenberg 
(2019) proposed a theoretical model to summarize constraints to creativity. Their 
model shows a U-shaped relationship between motivational, cognitive, and social 
aspects that negatively affect the emergence of creativity. The constraints are divided 
in clusters. The first cluster has input constraints, which comprise unavailable finan-
cial and human resources and work overload. The second group is named process 
constraints and includes creativity-limiting procedures adopted by the organization, 
such as formalization and lack of autonomy. The third group is named output con-
straints and comprehends the organization’s regulations and quality standards. Acar, 
Tarakci, and van Knippenberg’s model (2019) assumes the existence of three dis-
tinct processes: (a) motivational (intrinsic motivation, creative self-efficacy), (b) 
cognitive (opportunity identification, cognitive search strategy), and (c) social 
routes (interpersonal conflict, internal knowledge sharing).

The Google Scholar database was used to identify articles to compose this chap-
ter since it was the most comprehensive database when entering the descriptors of 
interest to this study. The keyword “measurement” was associated with other 
descriptors covering this study’s focus, namely, work environment measurement 
that specifically focuses on creativity at the organizational level ((a) “creativity cli-
mate,” (b) “conditions for workplace creativity,” (c) “conditions for creativity in the 
workplace,” (d) “social environment and creativity”) to locate measurement tools in 
the literature. Throughout the search, no time intervals were defined a priori to iden-
tify the studies. However, the identified measurements were published between 
1996 and 2018.

In order to determine the tools to be analyzed, the following criteria were 
adopted: (a) availability of evidence on scales’ psychometric validity, (b) article 
published in a peer-review journal, and (c) availability of the full article in English. 
The following exclusion criterion was adopted: (d) complementary studies of previ-
ously published measurements that, although meeting the above inclusion criteria, 
only used a measurement proposed by another author. These contributions were 
only pointed out to the understanding of the psychometric properties of the tools 
previously created by another author.

The following scales were identified: (a) Creative Climate Questionnaire (CCQ) 
(Ekvall, 1996); (b) Situational Outlook Questionnaire, a measure of the climate for 
creativity (Isaksen et  al., 1999); (c) KEYS, assessing the climate for creativity 
(Amabile et al., 1996); (d) Creative Environment Perceptions (CEP) (Mayfield & 
Mayfield, 2010); and (e) Indicators of Conditions to Create in the Workplace 
(ICCW) (Bruno-Faria et al., 2018). Next, these scales were thoroughly analyzed.
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8.3  �Creative Climate Questionnaire (CCQ) (Ekvall, 1996)

The Creative Climate Questionnaire is a 50-item tool encompassing 10 dimensions 
of creativity climate. According to Ekvall (1996, p.  105), creative “climate is 
regarded as an attribute of the organization, a conglomerate of attitudes, feelings, 
and behaviours which characterizes life in the organization, and exists indepen-
dently of the perceptions and understandings of the members of the organization.” 
Ekvall (1996) argued about the importance of climate as an objective and realistic 
entity mediating the relationship between resources and results in work organiza-
tions, affecting aspects such as productivity, innovation, fulfillment, and well-being.

Ekvall (1996) tested the internal consistency of creative climates using 
Cronbach’s alpha, which varied between 0.73 and 0.89 in the different scale factors. 
He also found positive correlations between the Creative Climate Questionnaire’s 
scores and indicators of innovation and leadership styles oriented to organizational 
change and development. Overall, the analyzed indexes were appropriate. In the 
period he proposed the tool, Ekvall applied on the scale Laurer’s (1994) theoretical 
model for creative climate, which approaches the ten dimensions of this variable 
and the importance of measuring it objectively (“It is common here for people to use 
their own initiative”) as opposed to subjectively (“Most people here think [or agree] 
that it is possible to use initiative here”) so that the scores could be aggregated in 
subsequent multilevel analyses of the phenomenon. The ten dimensions that com-
prise the measure are listed in Table 8.1.

In later work, Ekvall (1996) continued the development of the measure, main-
taining the ten dimensions of his original study. By means of collaboration, Ekvall 
produced evidence of criterion validity, which made it possible to analyze the 
impact of creativity climate in universities. He concluded that “climate and resources 
seemed to exert the strongest influence on the creative outcome, and that climate 
operated in the organization as a lever for leadership and as a manifestation on the 
behavioral level of the organizations’ culture, defined as basic values” (Ekvall & 
Ryhammar, 1999, p. 303). This measure was relevant to assess creativity climate in 
different types of institutions and audiences focusing on understanding climate as a 
major context variable mediating innovation-related organizational processes (Ling 
Tan & Yan Ho, 2015).

8.4  �Situational Outlook Questionnaire (SOQ) (Isaksen 
et al., 1999)

The Situational Outlook Questionnaire is a tool with 9 factors and 52 items to assess 
creativity climate. It is a follow-up to Ekvall’s proposition (1996). Comparing to the 
Creative Climate Questionnaire, the Situational Outlook Questionnaire advances on 
the first tool’s theoretical and analytical properties, particularly concerning its inter-
nal structure and possibility of aggregating scores to assess creativity climate. The 
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Table 8.1  Creative Climate Questionnaire (CCQ)

Dimension Definition (as proposed by Ekvall, 1996)

Challenge The emotional involvement of the members of the organization in its operations 
and goals. A high-challenge climate is seen when the people are experiencing joy 
and meaningfulness in their job, and, therefore, they invest much energy. Low 
challenge means feelings of alienation and indifference; the common sentiment 
and attitude are apathy and lack of interest for the job and the organization

Freedom The independence in behavior exerted by the people in the organization. In a 
climate with much of this kind of freedom, people make contacts and give and 
receive information, discuss problems and alternatives, plan and take initiatives 
of different kinds, and make decisions. The opposite climate would include 
people who are passive, rule-bound, and anxious to stay inside established 
boundaries

Idea support The ways new ideas are treated. In a supportive climate, ideas and suggestions 
are received in an attentive and supportive way by bosses and workmates. People 
listen to each other and encourage initiatives. Possibilities for trying out new 
ideas are created. The atmosphere is constructive and positive. When idea support 
is low, the reflexive “no” prevails. Every suggestion is immediately refuted by a 
counter-argument. Fault finding and obstacle raising are the usual styles of 
responding to ideas

Trust/
openness

The emotional safety in relationships. When there is a strong level of trust, 
everyone in the organization dares to put forward ideas and opinions. Initiatives 
can be taken without fear of reprisal and ridicule in case of failure. 
Communication is open and straightforward. Where trust is missing, people are 
suspicious of each other and are wary of making expensive mistakes. They also 
are afraid of being exploited and robbed of their good ideas

Dynamism/
liveliness

The eventfulness of life in the organization. In the highly dynamic situation, new 
things are happening all the time and alterations between ways of thinking about 
and handling issues often occur. There is a kind of psychological turbulence 
which is described by people in those organizations as “full speed,” “go,” 
“breakneck,” “maelstrom,” and the like. The opposite situation could be 
compared to a slow jog-trot with no surprises. There are no new projects and no 
different plans. Everything goes its usual way

Playfulness/
humor

The spontaneity and ease that is displayed. A relaxed atmosphere with jokes and 
laughter characterizes the organization which is high in this dimension. The 
opposite climate is characterized by gravity and seriousness. The atmosphere is 
stiff, gloomy, and cumbrous. Jokes and laughter are regarded as improper

Debates The occurrence of encounters and clashes between viewpoints, ideas, and 
differing experiences and knowledge. In the debating organization, many voices 
are heard and people are keen on putting forward their ideas. Where debates are 
missing, people follow authoritarian patterns without questioning

Conflicts The presence of personal and emotional tensions (in contrast to conflicts between 
ideas) in the organization. When the level of conflict is high, groups and single 
individuals dislike each other, and the climate can be characterized by “warfare.” 
Plots and traps are usual elements in the life of the organization. There is gossip 
and slander. In the opposite case, people behave in a more mature manner; they 
have psychological insight and control of impulses

(continued)
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internal structure of the Situational Outlook Questionnaire has nine measuring fac-
tors and 62.3% of explained variance. The internal consistency for the analyzed 
factors was also solid, with Cronbach’s alpha indexes varying between 0.62 and 
0.90, summarized in Table 8.2.

The possibility to aggregate scores occurred by means of a new answer and cor-
rection system based on situational questions, which optimized measurement stabil-
ity between different evaluators. Nevertheless, managers and researchers should be 
cautious when doing so, since aggregation may be unfeasible when individuals 
experience different contexts or schooling levels (Isaksen & Lauer, 2002).

Recently, other studies have provided additional evidence on this tool, hence 
validating creativity climate as a variable of mediate (Isaksen, 2007; Isaksen & 
Akkermans, 2011) and immediate (Bertels et al., 2011) impact on leaders’ behavior 
and innovation level. Thus, even in cases in which creativity climate has a direct 
impact on innovation, some useful indicators may be obtained by means of the 
Situational Outlook Questionnaire. In these situations, the analyst must observe that 

Table 8.1  (continued)

Dimension Definition (as proposed by Ekvall, 1996)

Risk-taking The tolerance of uncertainty in the organization. In the high risk-taking case, 
decisions and actions are prompt and rapid, arising opportunities are taken, and 
concrete experimentation is preferred to detailed investigation and analysis. In a 
risk-avoiding climate, there is a cautious, hesitant mentality. People try to be on 
the “safe side.” They decide “to sleep on the matter.” They set up committees and 
they cover themselves in many ways before making a decision

Idea time The amount of time people can use (and do use) for elaborating new ideas. In the 
high idea-time situation, possibilities exist to discuss and test impulses and fresh 
suggestions that are not planned or included in the task assignment; and people 
tend to use these possibilities. In the reverse case, every minute is booked and 
specified. The time pressure makes thinking outside the instructions and planned 
routines impossible

Source: Elaborated by the authors based on Ekvall (1996, pp. 107–108)

Table 8.2  Situational Outlook Questionnaire

Factor Definition

Challenge and 
involvement

The degree to which people are involved in daily operations, long-term 
goals, and visions

Freedom The independence in behavior exerted by people in the organization
Trust/openness The emotional safety in relationships
Idea time The amount of time people can (and do) use for elaborating new ideas
Playfulness/humor The spontaneity and ease displayed within the workplace
Conflict The presence of personal and emotional tensions in the organization
Idea support The ways in which new ideas are treated
Debate The occurrence of encounters and disagreements between viewpoints, 

ideas, differing experiences, and knowledge
Risk-taking The tolerance of uncertainty and ambiguity exposed in the workplace

Source: Elaborated by the authors based on Isaksen et al. (1999, p. 668)
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the statistics may present greater magnitude when compared to reality. Therefore, 
the analysis of creativity climate as a mediating variable is more appropriate to 
understand this variable and its effects on organizations.

8.5  �Amabile’s KEYS: Assessing the Climate for Creativity

KEYS assesses the perception of stimuli and obstacles in the work environment. It 
comprises 78 items, 66 of which relate to stimuli (six factors) and obstacles (two 
factors), 6 items assess creativity, and the remaining 6 measure productivity. This 
tool has a four-point answer scale, without a midpoint to avoid neutral answers. The 
reliability, Cronbach’s alpha, varies between 0.66 and 0.91, and several indexes 
show the adjusted model with items loading on hypothesized factors (Amabile 
et al., 1996). The measurement has convergent and discriminant validity. Table 8.3 
displays the factors for stimuli and obstacles to creativity, their definitions, and a 
sample item from KEYS.

KEYS’ latest online version has 87 items arranged in 10 factors, 4 of which 
describe the managers’ practices (freedom, challenging work, supervisory encour-
agement, and work group supports), 2 are related to organizational motivations for 
creativity (organizational encouragement and lack of organizational impediments), 
2 relate to resources (sufficient resources and realistic workload pressures), and 2 
factors focused on result perception (creativity and productivity). KEYS is cited by 
over 1225 papers in the literature (Culpepper, 2010). Although KEYS’ structure has 
been observed in studies outside the United States, cultural distinctions must be 
considered by managers. For example, when comparing data of Taiwanese workers 
with American workers, the former perceived their organizations as having less 
freedom and more impediments and pressure compared to the latter (Lin & 
Liu, 2012).

In another investigation, Tseng and Liu (2011) tested KEYS’ structure in a sam-
ple of Taiwanese workers and found a structure similar to the original one. First, the 
authors translated the tool from English into Chinese; then, they requested experts 
to translate it back to the source language. Tseng and Liu (2011) compared the two 
versions and followed the recommendations for tool validation by Hambleton et al. 
(2005). The scale was applied to a sample of 401 subjects. The results showed that 
the items loaded on the hypothesized factors. The items of realistic workload pres-
sure and organizational impediments showed smaller factorial loads than those of 
the original study, some of them under 0.30. Additionally, the adjustment of the 
ten-factor structure by confirmatory factor analysis was not solid when compared to 
the original measurement. Such findings show that aspects related to the variation 
between cultures must be taken into account and indicate possibilities to enhance 
the scale from a transcultural perspective.
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8.6  �Creative Environment Perceptions (CEP)

Mayfield and Mayfield (2010) discuss that the measurements of organizational cre-
ativity have been primarily investigating skilled workers at the expense of garden 
variety creativity workers. They mention that skilled workers tend to have a greater 
level of internal motivation when joining an organization, and, as a result, they need 
less environment support as opposed to unskilled workers. Therefore, Mayfield and 
Mayfield (2010) defend the need for specific measurements to assess the conditions 
for creativity for garden variety creativity workers. Moreover, they point out that the 
expansion of existing measurements hinders studies with other professional 
categories.

Table 8.3  KEYS

Scale name Description
Cronbach’s 
alpha

Stimulant scales

Organizational 
encouragement

It concerns an organizational culture that encourages 
creativity through rewards, recognition for creative work, 
clear actions to develop new ideas, and a shared vision that 
creativity is valued in that context

0.91

Supervisory 
encouragement

The manager supports subordinates in proposing creative 
ideas, sets appropriate goals, and values individual 
contributions

0.91

Work group 
supports

Working group members have complementary skills, 
exchange information, and are open to new ideas and 
constructively challenge each other

0.86

Sufficient 
resources

People have the necessary resources (materials, equipment, 
financial support) to carry out their work

0.83

Challenging work Tasks are perceived as challenging and require hard work to 
be performed

0.79

Freedom The person assesses that he or she has can decide how to 
carry out his work and that he has a sense of control over his 
work

0.66

Obstacle scales

Organizational 
impediments

It concerns an organizational culture that hinders the 
expression of creativity through a high degree of criticism of 
new ideas, excessive competitiveness, risk avoidance, and 
internal political problems

0.84

Workload pressure Productivity expectations are unrealistic and there is high 
time pressure

0.77

Criterion scales

Creativity The organization or work unit endorses creativity, it takes a 
lot of creativity to perform the activities, and people perceive 
that they produce something creative

0.84

Productivity An efficient, effective, and productive organization or unit 0.86

Source: Based on Amabile et al. (1996, p. 1166)

8  Creativity Climate: An Analysis of Measurement Scales



182

In view of the above, Mayfield and Mayfield (2010) analyzed the literature and 
proposed the Creative Environment Perceptions (CEP) scale, which is comprised of 
nine items arranged in three factors: creativity support, work characteristics, and 
creativity blocks. To answer the items, a five-point Likert scale was used. The cre-
ativity support factor relates to the encouragement provided by the organization and 
managers. In turn, work characteristics address work structure and responsibilities. 
The creativity block factor refers to barriers and impediments to creativity. Table 8.4 
lists CEP’s factors and items.

The items developed for CEP were applied to a sample of 232 students who 
worked and met the criterion of having garden variety creativity. The results of the 
analyses showed an adjusted model with GFI 0.97, AGFI 0.94, and Bentler Bonnet 
0.99, which tends to represent reasonably adequate psychometric indexes.

A Spanish version of CEP was also developed (Boada-Grau et al., 2014). For this 
purpose, the original measurement was translated and back-translated; then, its 9 
items were applied to a sample of 975 Spanish workers. The results of this study 
validated the original scale’s structure, composed of three factors – creativity sup-
port, work characteristics, and creativity blocks – with adequate indexes (x2 = 41,165; 
gl = 24; P-value = 0.016; RMSEA = 0.03; CFI = 0.98; TLI = 0.98). The items’ 
factorial load ranged from 0.47 to 0.91, and the internal consistency by Cronbach’s 
alpha showed figures of 0.85, 0.71, and 0.81 for creativity support, work character-
istics, and creativity blocks, respectively. Overall, the analyzed indexes were 
adequate.

8.7  �Indicators of Conditions to Create in the Workplace 
(ICCW) (Bruno-Faria et al., 2018)

ICCW measures conditions for workplace creativity and is composed of two scales. 
The first assesses favorable conditions (physical environment, climate among 
coworkers, freedom to act, challenging activities, organizational strategies and 
actions, and leadership support), and the second assesses unfavorable conditions 
(workload pressure, inadequate leadership, communication problems, and rigidity 
of rules) to creative expression. The tool totals 60 items to be answered using a 
5-point Likert scale. Table 8.5 describes ICCW’s factors.

Table 8.4  CEP item description

Factor Alpha Example of item

Creativity support 0.85 My supervisor encourages me to be creative
Work characteristics 0.71 My work is challenging
Creativity blocks 0.81 My organization’s policies impede spontaneity 

in the workplace

Source: Elaborated by the authors based on Mayfield and Mayfield (2010)
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According to Table 8.5, the reliability measured by Cronbach’s alpha was greater 
than 0.70 in all dimensions, except for communications problems, which was 0.69. 
The greatest internal consistency indexes were obtained in the factors Freedom to 
act and Leadership support (alpha = 0.83). The first analysis of evidence based on 
ICCW’s internal structure was carried out with a Brazilian sample (Bruno-Faria & 
Veiga, 2015). Afterward, these findings were cross-checked with an investigation 
carried out with a Portuguese sample (Bruno-Faria et al., 2018) and published in 
English. Considering both studies, the results show adequate adjustments in both 
samples. The adjustment indexes of the structural models for favorable factors in 
Brazil were χ2 = 642.75, df = 269, χ2/df = 2.39, GFI = 0.89, AGFI = 0.86, TLI = 0.92, 
CFI = 0.93; and RMSEA = 0.06 and in Portugal were χ2 = 1303.935, df = 269.00, 
χ2/df = 4.85, GFI = 0.78, AGFI = 0.73, TLI = 0.74, CFI = 0.77, and RMSEA = 0.09 
(Bruno-Faria et al., 2018).

Table 8.5  Measurement models of the favorable and unfavorable conditions for creativity in the 
workplace

Factors Operational definition
Cronbach’s 
alpha

Favorable conditions for creativity in workplace

Physical environment It concerns the environmental aspects necessary for the 
production of creative ideas such as light, work space, 
equipment

0,70

Climate among 
coworkers

Support received from peers in the production of new 
ideas, such as encouragement, recognition and mutual 
support

0.81

Freedom to act Feeling of being free to express different ideas at work 
and give an opinion on how to do the job

0.83

Challenging activities The tasks performed by the worker require him to seek 
new knowledge and skills to be able to perform them

0.76

Organizational 
strategies and actions

It concerns the existence of different organizational 
strategies and actions that stimulate and/or facilitate the 
emergence of new ideas at work

0.81

Leadership support It concerns the actions of the leader that encourages the 
expression of creativity of workers in their daily work

0.83

Unfavorable conditions for creativity in workplace

Workload pressure Relationship between time and the amount of activities to 
be performed at work, making it difficult for creative 
ideas to arise

0.73

Inadequate leadership Manager’s actions that hinder or prevent the emergence 
of creative ideas by workers

0.78

Communication 
problems

Difficulties and obstacles to the exchange of information 
between areas and/or sectors of the organization that 
hamper creativity

0.69

Rigidity of rules High standardization in the way of carrying out activities 
and the excess of existing rules in the organization that 
make expression difficult of workers’ creativity

0.73

Source: Elaborated by the authors based on Bruno-Faria et al. (2018)
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8.8  �Critical and Comparative Analysis 
between Measurements

After presenting the measurements, we will critically and comparatively evaluate 
the potentials and limitations of each. Such evaluation is important since it can 
assist researchers and practitioners to overview the topic and clearly decide which 
scale they should use to measure creativity climate. The proposed critical observa-
tions do not constitute all of the potentials and limitations of the scales mentioned 
in the chapter. Authors in the field have been continuously incorporating new publi-
cations into the database; so, besides considering the information in this study, the 
reader should research the most recent information about these instruments when-
ever it is appropriate to select and use them.

The Creative Climate Questionnaire (Ekvall, 1996) can be applied with due 
regard to its limitations. There is evidence based on the measurement’s content and 
criterion. However, the studies mentioned in this chapter did not gather validity 
evidence based on the construct or the internal structure, which may indicate the 
need to investigate further whether the dimensions represent an isolated or hierar-
chical factor, as well as whether the hypothesized internal structure is empirically 
replicable. Based on Ekvall (1996), the measurement is useful to track whether the 
content of the dimensions is related to innovation and organizational change-
oriented leadership practices.

In relation to the Situational Outlook Questionnaire (Isaksen et al., 1999), studies 
with validity evidence based on content, construct, and criterion were identified, 
which shows adequacy in the measurement’s analytical properties. In the practical 
aspect, the tool has two advantages: (i) the possibility of assessment by means of 
situational items that may decrease the evaluator’s subjective bias and (ii) better 
conditions of score aggregation in different functional units or departments. As for 
the disadvantages, there is the fact that the items may not represent the existing 
conditions in the evaluated organizations, and they may be understood distinctly by 
different hierarchical and functional groups, which requires previous training to bal-
ance these aspects.

The scale developed by Amabile and collaborators (1996) is the most cited in the 
literature. Studies have published empirical validity evidence with samples from 
different countries and cultures, and adjustment indexes are solid. However, KEYS 
is not available for free; its use is restricted and managed by the Center for Creative 
Leadership. Therefore, despite the scale’s considerable theoretical and analytical 
aspects, its limited rights of use and replication may hinder the implementation of 
the tool in organizational contexts due to budget restrictions to research and devel-
opment. Either way, investing in this tool may result in improvements for the orga-
nizations that choose to use it to analyze the creativity climate.

The Creative Environment Perceptions (CEP) is a measurement with psychomet-
ric quality, and its adjustment indexes are adequate. CEP is a small scale, having 
only nine items, and is available in English (Mayfield & Mayfield, 2010) and 
Spanish (Boada-Grau et al., 2014). One weakness of this instrument is the sample 
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used in the American study of empirical evidence for validity since only students 
and entry-level professionals were selected. This scale is a measurement for quick 
assessment. Other options may fit better for a more detailed creativity climate 
analysis.

The Indicators of Conditions to Create in the Workplace (ICCW) scale has the 
advantage of measuring factors that stimulate and block creative expression with 
independent scales. The psychometric indexes of both scales are adequate, and the 
measurement structure was tested in samples from two different countries, Brazil 
and Portugal. Another favorable point is that all items are available in the publica-
tion, which makes the socialization of knowledge for organizations free, transpar-
ent, and immediately available (Bruno-Faria & Veiga, 2015). One limitation of this 
scale is that it is in Portuguese. Therefore, to expand its use, developing an English 
version and applying it to other contexts and languages is recommended since the 
theoretical and analytical properties point to a high transcultural potential of the 
measurement’s theorization and application to analyze and handle the creativity 
climate in the organizations. Table  8.6 displays a comparative analysis between 
the scales.

Some of the challenges of propositions developed so far include (a) theoretical 
clarification and convergence in relation to the content of representative dimensions 
of creativity climate (Hunter et al., 2005); (b) higher level of evidence for the cli-
mate’s score aggregation and equivalence in three levels – individual, group, and 
organization (Luo et al., 2015); (c) differentiation of the situational items for dis-
tinct evaluation purposes, as in innovation management practices vs corporate inno-
vation education (Péter-Szarka, 2012); (d) transcultural applications to analyze 
measurement invariance between organizations and contexts of different nationali-
ties (French & Finch, 2008); and (e) proposition of computerized adaptive testing 
with contributions from IRT (Item Response Theory) and modern computational 
modeling (e.g., machine learning, deep learning, etc.) to reduce biases and maxi-
mize the level of the tools’ predictive and explanatory evidence (Weiss, 2014). 
Including these conceptions as a possible investigation agenda on creativity climate 
may substantially enhance further studies on the topic and, consequently, increase 
the impact of handling this variable in the context of organizations and work 
management.

8.9  �Final Considerations

We hope this chapter successfully demonstrated that, despite the complexity of ana-
lyzing creativity climate, fostering a context to enable creative expression is funda-
mental to adapt into a reality that actively demands innovation at all levels of an 
organization. In practice, besides following up and managing creativity climate 
using measurements – such as the ones presented in this chapter – managers must 
be aware that, in order to implement ideas, they need to specifically encourage 

8  Creativity Climate: An Analysis of Measurement Scales



186

motivation and self-persistence so that individuals feel capable and valued to cre-
atively contribute to the organization (Binnewies & Gromer, 2012).

Maintaining a creativity climate is an element of this process, but it does not total 
up the necessary conditions for creativity to lead to innovation and then add final 
value to organizations. Investment in human capital qualification, policies, and 
management practices that create positive bonds and reward employees for their 
innovation efforts should also be considered in the organizational strategic agenda, 

Table 8.6  Comparative overview of measurements of creativity climate

Measurement Population
Validity 
evidence Advantages Disadvantages

Creative Climate 
Questionnaire (CCQ) 
(Ekvall, 1996)

Managers
University students

Content
Criterion

Evaluation of 
dimensions based 
on innovation 
and leadership-
related content

Absence of 
evidence about 
internal structure

Situational Outlook 
Questionnaire (SOQ) 
(Isaksen et al., 1999)

Managers
University students

Content
Construct
Criterion

Situational items 
capable of 
decreasing the 
evaluator’s biases

Some items may 
not apply to 
specific contexts 
or certain 
hierarchy levels

KEYS (Amabile 
et al., 1996)

Over 12,500 workers 
in different 
countries, working 
on several job 
positions and in 
companies of varied 
industries

Content
Construct
Criterion

Specific scales 
for stimuli and 
blocks to 
creativity
Evidence of 
empirical validity 
with samples 
from different 
countries
Most cited scale 
related to the 
construct

Restricted access 
via the Center for 
Creative 
Leadership

Creative Environment 
Perceptions (CEP) 
(Mayfield & 
Mayfield, 2010)

USA: 232 students, 
many of them with 
professional 
experience

Content
Construct

Reduced size
Complete 
versions in 
English and 
Spanish

Students and 
entry-level 
professionals 
sample

Indicators of 
Conditions to Create 
in the Workplace 
(ICCW) (Bruno-Faria 
et al., 2018; 
Bruno-Faria & Veiga, 
2015)

Brazil: 409 
professionals from a 
large Brazilian 
company of 
agricultural and 
livestock research
Portugal: 
professionals from 
various business 
industries, mainly 
with higher 
education

Content
Criterion
Construct

Independent 
scales to measure 
favorable and 
unfavorable 
conditions to 
creativity
Complete version 
available

Scale available 
only in Portuguese
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aiming to foster creativity as an organizational strength. Intervening in the creativity 
climate may be the first step of a process monitored by means of the measurements 
presented in this chapter.
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Chapter 9
Values in Organizations: Theory, 
Measurement, and Theoretical Reflections

Cláudio V. Torres, Elaine R. Neiva, and Sharon Glazer

9.1  �Introduction and Contextualization of the Chapter

The concept of values has been of interest to scholars for quite a while now. Different 
and mainly complimentary definitions have been suggested in the psychology 
literature, all of them supporting different models or theories that try to explain the 
role of human values in the behaviors, attitudes, and choices of individuals. These 
definitions also agree on a common feature in the definition of values: its ability to 
transcend actions and situations. Based on this characteristic of the concept, it is 
plausible to inquire that if a single human value can be as relevant in the workplace 
as in any other environment or situation, then should we consider organizational 
values specifically or human values in general when examining organizational phe-
nomena? Would models for organizational values bring a distinguishing aspect to 
the Industrial, Work, Organizational, and Personnel Psychology field, when com-
pared to the human values theory? Are specific measures for organizational values 
really needed, or should we instead focus on basic human values of individuals 
within the workplace in order to predict and explain our variables of interest? And, 
what would be the level of analysis when we are studying values in organizations?

This chapter’s main purpose is to address these questions by reflecting on the 
concept of values, specifically by reflecting on its theory and its measurement devel-
opment. Therefore, the chapter begins with a brief historical review of the develop-
ment of the human values concept. After presenting the definition of values, their 
levels of analyses, and a brief review of the values theory, we will discuss some 
evidence on the measurement of values, specifically, highlighting its use for the 
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investigation of the society and organizational contexts, and impact on organiza-
tional outcomes. We also present a debate on organizational values, based on the 
values theory, and forward propositions for how to think about organizational values 
and their use for organizational assessment purposes that might have implications 
on selection, socialization, and attrition, as well as predicting organizational perfor-
mance and employee attitudes. We hope that our propositions will stimulate further 
research on values and practices in organizations.

We begin this discussion keeping in mind that the importance of values in psy-
chology is an ever-growing topic of study, though it had already captured the imagi-
nation of several thinkers, such as Aristotle, who defined it as what everyone wants 
as opposed to what they should wish (Aristotle, 2001). It must be observed, though, 
that there was little consensus between Socrates, Plato, and the sophists on the 
meaning of value. For the sophists, values are subjective in essence and bring up the 
notion that the “human being is the measure of all things, of the things as they are 
and of the things they are not” (Waterfield, 2009, p. 213). According to Protagoras 
of Abdera (in Van Ophuijsen et al., 2007), the notion of having the human being as 
the center of all things results in the subordination of values to the judgment of the 
individual.

In psychology, the notion of values began to popularize in the 1980s and 1990s, 
as scholars began to explore how best to capture values through psychological 
assessments (Ros, 2006). Scholars of psychology developed and validated measures 
and attempted to demonstrate that values are a fundamental human concept. Values 
are conceptualized as fundamental principles that both shape a person’s perspec-
tives and motivate a person’s actions. Schwartz’s (1992, 2012) values theory sug-
gests that values are desirable, trans-situational goals that carry different levels of 
importance for each person and serve as principles that guide people’s interpretation 
of experiences, decisions, feelings, and behaviors. When shared at a group level, 
values may be evident in a family unit, a religious unit, a business unit, an organiza-
tion, a nation, or even an industry culture (Erez & Gati, 2004). Each layer, as the 
group enlarges, shapes both the layer below and the layer above. Even across the 
globe, there are values that unify people, whether on the basis of religion, gender 
identity, language, or ethnicity or on the basis of values of in a profession (e.g., 
healthcare providers, e.g., Glazer & Beehr, 2005) or values in the global business 
arena (Erez & Shokef, 2008). In our increasingly globalizing world (i.e., whereby 
businesses and economies become more efficient with the promise of ensuring ben-
efits of shared growth across all nations and people from around the world begin to 
overlap in knowledge and practices; Banerjee & Linstead, 2001; Brannen, 2004), 
where negotiations with foreign markets are crucial to national economic self-
sufficiency, so is understanding national and individual values (Glazer et al., 2014). 
This comes with no surprise, as several theorists, such as sociologists (e.g., Williams, 
1968/1983), anthropologists (Kluckhohn, 1951), and international business thinkers 
(Hofstede, 1980), have had already understood values as criteria that people use to 
evaluate their actions, other people, and events.
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�Origins of Cultural Values Through Organizational Research

Studies about differences in cultural values and practices and their relationships with 
different social structures, such as organizations, have been producing many signifi-
cant findings in the social sciences. In the business and management area, one of the 
most influential of these studies has been that of Hofstede (1980), although it has also 
prompted some criticisms (Chinese Culture Connection, 1987; House et al., 2004). 
Using data from over 50 countries, Hofstede proposed a typology of 4 basic cultural 
dimensions: power distance, individualism-collectivism, masculinity-femininity, and 
uncertainty avoidance. Researchers associated with the Chinese Culture Connection 
(1987) identified an additional cultural value, Confucian work dynamism, which 
Hofstede (2001) adapted and renamed to long-term/short-term orientation.

After the seminal Hofstede (1980, 2006) research, House et al. (2004), using a 
database from 62 nations, proposed a typology of 9 dimensions of societal values 
(what it should be) and practices (what it is), some of which overlap with Hofstede’s 
dimensions. House et  al.’s Global Leadership Organizational Behavioral 
Effectiveness (GLOBE) study revealed the following cultural values and practices 
(as desired and as is): performance orientation, assertiveness, future orientation, 
humane orientation, institutional collectivism, in-group collectivism, gender egali-
tarianism, power distance, and uncertainty avoidance.

It is important to consider some features of international companies located in 
countries of different nationalities that might be affected by the values of their mem-
bers. It is quite common to see in both public and private companies the presence of 
people of various nationalities, which inevitably increases intercultural encounters 
in the context of organizations. Generally, such encounters can bring on relationship 
difficulties between individuals who, to overcome them, seek strategies that may 
not always result in an optimal solution (Glazer, 2016). The identification of values 
of an individual that come into play during an intercultural encounter has, as a basic 
element, the recognition of indigenous aspects of a society or social group that 
influences individuals’ affects, behaviors, and cognitions (Oyserman et al., 2002). 
This chapter explores theory that delves into and describes human values.

Smith and Bond (1999) point out that most of the research involving culture, 
such as those of Hofstede (1980) or House et al. (2004), relies on analyses of beliefs 
and behaviors of individuals who are believed to belong to a given national culture. 
These studies are conducted at the country level of analysis “in which the unit of 
analysis is the nation” (Smith et al., 1998; p. 358). Thus, the findings of those stud-
ies are applicable to cultures and not to individuals; within-culture (i.e., individual-
level) sources of variance should not be discussed at the country level of analysis, 
leaving alone the organizational level for that matter. This is why some authors (e.g., 
Smith et  al., 1994; Torres & Pérez-Nebra, 2015) recommend measuring cultural 
differences indirectly; that is, they can be inferred from data about collective behav-
ior. However, it is not always clear how these indirect measures should be inter-
preted, and most of the information about individuals might be lost (Hofstede & 
Bond, 1988). This interpretation problem can be avoided by taking measures of 
culture through well-designed questions about people’s values or beliefs.
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Thus, although these aforementioned studies have had major influences in orga-
nizational science research and practice, Hofstede (1980) and House et al. (2004) 
focused primarily on managers and workers and were not systematically developed 
to be utilized for a broad general population nor at the individual level of analysis. 
On a regular basis, researchers were committing the ecological fallacy by assuming 
the factors that define and characterize nations could be used to characterize indi-
viduals. To remedy this ecological fallacy and employing methodological rigor, 
social psychologist Shalom Schwartz (1992) systematically developed a theory of 
human values that is assessed and meant to be used at the individual level of analy-
sis. This theory has been validated time and again. Still, scholars employing his vali-
dated measure wanted to understand if the same individual-level values could be 
used to understand cultural values. Consequently, Schwartz (1999) extended the 
human values theory to assess cultural values. His measurement is the only values 
measure that has been shown to reliably and validly assess individuals’ human val-
ues and group-level cultural values. This chapter focuses on Schwartz’ values the-
ory and proposes how the values measure may be used to study the under-tapped 
domain of organizational values, as well as link values with organizational behaviors.

Furthermore, a cultural perspective on organizational processes requires explora-
tion not just of what happens but also of what people associated with the organiza-
tion believe about what happens, how, and why (Archer & Fitch, 1994). Before 
measuring a culture, we must remember that in any culture the attitudes and values 
of the members are instilled in them by parents, church, and schools, long before 
they become members of a business organization (Schwartz, 2013). This socializa-
tion process does not mean, however, that researchers have to assess the cultural 
aspects that are reinforced by parents or churches before assessing the values of 
members of an organization. Rather, it means that in assessing the values of an 
employee, it is possible to assess the cultural patterns (Triandis, 1994) of the soci-
ety of which the employee is a member (for a deepened discussion on cultural pat-
terns, please see the concepts of allocentrism-idiocentrism in Triandis, 1994, 1995). 
Of course, in this case, assessment would be of those values that were reinforced by 
the organizational culture in which the employee is a member. However, one could 
argue (Pavett & Morris, 1995; Strohschneider & Güss, 1998) that the organizational 
culture is a reflection of the national culture of the country where the organization 
operates. At any rate, the concept of culture assumes that members of the same cul-
ture are subjected to similar social influences within that culture (Smith et al., 2012), 
because they perceive their society and the world in similar ways; they “share” the 
same perception in relatively similar values (Smith et al., 2011).

�Level of Analysis

Level of analysis is a critical concept, requiring careful attention in order to avoid 
rampant errors found in published literature in which scholars fall prey to the eco-
logical or reverse ecological fallacy. As noticed by Klein, Dansereau, and Hall 
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(1994), few theorists and researchers address level issues in their studies. Klein 
et al. (1994) believe that which levels of analysis were adopted in a study should be 
clearly stated in science, so that its strengths and weaknesses could be easily identi-
fied. Level issues necessitate alignment between “the level of the theory, the level of 
measurement, and/or the level of statistical analysis are incongruent” (Klein et al., 
1994, p. 198). For Sackett and Larson (1990), every study is usually done in at least 
one of the three levels: individual, group, or organizational/cultural/systemic. A 
study finding focused at one level of analysis does not necessarily be generalized to 
another level. For Klein et al. (1994), the level of analysis adopted in a study influ-
ences the theoretical constructs used by the researcher, the data collection, the mea-
surement, and the analysis of the data.

While discussing values of individuals within the organization, the present chap-
ter or any other scientific product devoted to values typically attends to the indi-
vidual level of analysis using Sackett and Larson’s (1990) categorization. 
Furthermore, values within any organizational context – the target that this chapter 
aims to explain (i.e., the level of the theory, in Klein et al.’s, 1994, terminology) - is 
also within the limits of the individual-level of analysis, hence cannot expand its 
findings to the cultural and/or organizational differences found between the groups 
of people as relates to their values. “We should use characterizations of whole cul-
tures (e.g., collectivist values) to explain specific attributes of that culture” (Smith 
& Bond, 1999, p. 60), such as preference for types of reward system in an organiza-
tion, its leadership style, or strategic decisions, for instance. However, if we want to 
predict how individuals in an organization will behave, we shall use characteriza-
tions of values of those particular individuals. For Klein et al. (1994), as a condition 
for the group or organizational level of theory to be adopted in a study, a researcher 
should assume that the members of each group under investigation are homoge-
neous. Only a single characteristic is not sufficient to describe the group, as it is not 
feasible to assume that members of an organization are homogeneous in terms of 
their values. As Smith et al. (2011) mentioned, members of a culture or an organiza-
tion share the same perception in relatively similar values: relatively similar, but not 
homogeneous. When the level of theory is established, Klein et al. suggest that the 
data should be collected “in a way that ensures the conformity of the data to the 
level of theory” (p. 209) and vice versa. The way data are collected refers to the 
level of measurement, which must be congruent to the level of theory. As we will 
present later in the chapter, data on organizational values are usually gathered using 
instruments administrated to individuals and, sometimes, are aggregated in order to 
obtain organizational differences or profile on values.

The fact that the measures are administered at the individual level and later dis-
cussed in the organizational level represents a threat to these studies. It was noted 
that “if the level of the theory is the homogeneous group, researchers are advised to 
use global scores” (Klein et al., 1994, p. 212). Finally, Klein’s et al. (1994) last sug-
gestion is that the treatment of the data during statistical procedures (i.e., the level 
of statistical analysis) should resemble the other two levels discussed above (i.e., the 
level of theory and of measurement). For these authors, statistical tests of the pre-
dicted homogeneity of a measure can be classified in two clusters: those that 
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estimate the extent of agreement within individuals and those that estimate the 
extent of agreement by contrasting within- and between-group variance. When indi-
vidual means are used in values research, and later on statistical tests of Klein et al.’s 
second cluster are employed, the reader should be aware that the statistical analyses 
are being performed at the group level jeopardizing the level of measurement  – 
theory congruency in the entire study. The level of the theory, the level of measure-
ment, and the level of statistical analysis must be considered to be congruent, which 
reduces the possibility of problems related to level issues in the discussion.

�The Concept of Values: Background and Definition

The concept of values is central to psychology. Values are abstract concepts repre-
senting end states or attributes that transcend specific objects and specific positions 
(Feather, 1995). They are often expressed as personal norms, which are principles 
that individuals maintain for themselves, but influenced by societal presses 
(Schwartz, 1973). Moreover, values often connote virtues and morality or ethical 
stances (Lefkowitz, 2017) and thus generate a motivational influence over decision 
choices and behaviors (Feather, 1995; Schwartz, 1992). Indeed, in earlier works, 
Lewin (1942) discussed the influence of values on behaviors and considered that 
values define which activities are relevant, either negatively or positively, to an indi-
vidual in a defined context. Allport (1955) too reinforced the idea that values influ-
ence behavior. As noticed by Rokeach (1973), “more than any other [the value 
concept can] unify the apparently diverse interests of all the sciences concerned 
with human behavior” (p. 3). Both for Rokeach (1973) and Feather (1995), indi-
viduals have infinite beliefs and attitudes; however, only a small number of values 
are considered of supreme importance, and those values vary between people. Thus, 
values represent attributes and end states that are important to a person and serve as 
the basis of an individual’s framing of reality and motivate a person’s actions, 
thoughts, and feelings.

As the aforementioned foundations indicate, societally shared conceptions of 
what is socially considered to be good or bad, and important or not, to our lives 
influence personal values. A few eminent scholars have developed models and theo-
ries which have become seminal in the study of values. The work of Thomas and 
Znaniecki (1918, as cited in Ros, 2006) can be seen as the landmark in the study of 
values. They differentiated the concepts of attitudes and values. In the case of atti-
tudes, the concept comprises a process of individual consciousness that determines 
the actual or possible activity of the individual in the social world. Their definition 
of values is somewhat briefer, referring to any information that has an empirical 
content accessible to members of a social group and a meaning that can be the 
object of an attitude. Of these definitions, two aspects deserve to be emphasized: (1) 
attitudes and values are related, although they are different constructs, and (2) atti-
tudes have an intra-subjective nature, while values are inter-subjective in nature, 
that is, their meaning must be shared by others.
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Talcott Parsons (1949), who presented the theory of social action, was one of the 
important authors to shape the prevailing conception of values in psychology. He 
introduced the concept of motivated action, suggesting that an action takes place 
every time the person seeks to achieve certain goals – an idea that is inherent to the 
notion of human values as motivational principles. For him, the achievement of a 
value represents an underlying motivational goal (Schwartz, 1992). Parsons (1949) 
offers a definition of values when mentioning that “it is possible to call value an 
element of a shared symbolic system that serves as a criterion for the selection 
among the alternatives of orientation that are intrinsically open in a situation” 
(p. 443). Kluckhohn (1951) is credited with defining values as principles of what is 
desirable. For Kluckhohn, “a value is an explicit or implicit conception, character-
istic of an individual or characteristic of a group, about the desirable, the which 
influences the selection of accessible modes, means and ends of actions” (p. 441). 
Hence, Kluckhohn (1951) made it clear that values should not be treated as objects 
or characteristics of objects (e.g., money). Values would not be the desired but desir-
able principles. Since their seminal work, the concept has been operationalized as 
general principles, whose meaning is shared by social groups and which guide peo-
ple’s actions (Schwartz et al., 2017). Inglehart (1977) was not interested in the study 
of individual values, but in those of national cultures, that is, average scores of 
people per country. Based on Maslow’s (1954) typology of human needs, Inglehart 
(1977, 1989) presented a dimension of cultural variation that included of two poles: 
materialism, representing the most basic needs of physical and economic security, 
and post-materialism, which expresses higher needs, such as self-esteem, belong-
ing, and aesthetic. The author starts from two main hypotheses to explain the impor-
tance of these two poles. The first is the scarcity hypothesis, which posits that the 
priorities of an individual reflect their socioeconomic environment. Things that are 
relatively scarce are given greater subjective importance. The second is the hypoth-
esis of socialization, which suggests that individuals’ values reflect the economic 
conditions of their society at the time they reach adulthood and are retained through-
out adult life (Marks, 1997).

In his seminal work, Shalom Schwartz presented a perspective on the nature and 
structure and functions of human values which is undoubtedly one of the most influ-
ential in psychology, in general, and in cross-cultural psychology, in particular. 
Looking back at only the first decade of the 2000s in publications in the Journal of 
Cross-Cultural Psychology (JCCP), Knafo et al. (2011) found that about 20% of the 
articles published between the years 2007 and 2009 referred to values, while in the 
1970s and 1980s, less than 8% of JCCP articles dealt directly with values. In 
Schwartz’ (1992) theory, values are a motivational construct and motivational by 
nature. The theory stipulates that people are motivated by biological, social, and 
welfare needs (Schwartz, 1992; Schwartz & Bilsky, 1987). Thus, values are motiva-
tionally oriented because they propose a way of organizing the different needs. A 
primary content aspect of a value is the type of motivational goal it expresses.

Schwartz (personal communication, 2021) began his research on values with a 
study on changing teachers’ behaviors with value self-confrontation items, in a for-
mat used by the Rokeach Value Survey (1973); that is, each value is named with a 

9  Values in Organizations: Theory, Measurement, and Theoretical Reflections



198

brief explanation of its content, and the respondent is expected to assign a score of 
how central that value is in his/her life. He then extended his research to 7 countries 
to test his initial theory of values circumplex, including a list of about 70 abstract 
values expanding on Rokeach’s work. He both dropped and added values based on 
a literature review. All 70 items followed the same format of Rokeach’s list. The list 
was intended to provide coverage of each of the values in a theoretical value moti-
vational circumplex that he developed, and after further consulting with other schol-
ars (see Helkama et  al., 1992), he dropped 13 items as redundant or difficult to 
understand. With admirable patience and resilience, he then sent this list of 57 
abstract items in the format of the first Schwartz Values Survey (SVS), together with 
a short description of his proto-theory of basic values, to 18 researchers in different 
countries whom he knew or who were suggested to him and invited them to join him 
in an international study of basic human values by administering this scale to a 
sample of school teachers and a sample of students in their country.

After several rounds of analysis and data collection, Schwartz finalized his val-
ues list, which consisted of the two subsets of terminal (end states) and instrumental 
(desirable motivational goals) values, and asked several scholars in the world to add 
any values they thought referred to important values that would be missing. These 
international researchers were also asked to explain the meaning of these values and 
to try to specify which, if any, of the broad basic values these specific values would 
fit under. He received very few (4 to 5) suggestions from the whole group, all of 
which clearly fit under one of the broad basic values already presented at the list. 
This procedure resulted in the 57-item Schwartz Values Survey (SVS; containing 30 
nouns and 27 adjectives).

Throughout the early 2000s, there were many studies validating the measure 
(Schwartz, 1992, 1994, 2006a), adapting it to different populations, and eventually 
revamping it entirely to be useable with children and illiterate populations, though 
its psychometric properties are quite stronger among literate adults too (referred to 
as the Portraits Values Questionnaire or PVQ). The original SVS consisted of 10 
motivationally distinct value orientations suggested by the values theory (Schwartz, 
1992) and later a 19-values orientation of the refined values theory (Cieciuch et al., 
2014; McQuilkin et al., 2016; Schwartz et al., 2012). In both, four high-order values 
emerge. These four higher-order values specify the dynamics of conflict and con-
gruence among the values and include all the core values recognized in most 
national and societal groups around the world. They are conservation vs. openness 
to change and self-enhancement vs. self-transcendence. Designed in this way, 
human values are important constructs in the psychosocial concepts that are consid-
ered central to the prediction of attitudes and behaviors, including for the under-
standing of phenomena that humanities and social sciences are interested in 
studying.
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9.2  �The Values Theory

Knafo et al. (2011), in identifying Schwartz as a leader in understanding values, 
remind readers that Schwartz adopted a cross-cultural perspective both in the design 
of the theory and in its empirical test. Schwartz (1992) considers values as a univer-
sal requirement of human existence and, by proposing the theory, transformed the 
mere study of a list of values into a sound theory, which has been used to investigate 
behaviors, such as customer behavior (Voorn et  al., 2021), political behavior 
(Tatarko, 2017), conservation behavior (Barbarossa et al., 2017), and participation 
in sports (Cabrera, 2008); to predict attitudinal variables, such as job satisfaction 
(Froese & Xiao, 2012) and organizational commitment (Glazer et al., 2004); and to 
study the relations with personality variables, such as social dominance (Fernandes 
et  al., 2007), authoritarianism (Radkiewicz, 2016), Big-5 (Athota & O’Connor, 
2014), and several other variables in the organizational context, like trust (Morselli 
et al., 2012) and well-being (Sagiv et al., 2015), to name a few. Thus, the contribu-
tions of this theory are essential for studying values in contemporary times and to 
the understanding of human behaviors in organizations.

Schwartz (1992)and Schwartz and Bilsky (1987) conceptualizes values along 
five characteristics that differentiate them from attitudes and behaviors, mainly in 
terms of generality and abstraction, as well as in their hierarchical ordering of 
importance. These are:

	1.	 Values are beliefs linked to emotion intrinsically. They are not objective ideas 
and can generate positive or negative feelings.

	2.	 Values are a motivational construct, related to the desirable objectives or goals 
that people strive to achieve and which guide people to act appropriately.

	3.	 Values transcend specific actions and situations. They differ from concepts such 
as social norms and attitudes.

	4.	 Values guide the selection or evaluation of actions, policies, people, and events. 
They serve as standards or criteria for judgments.

	5.	 Values are ordered according to their importance in relation to each other. They 
form a system of priority that characterizes an individual.

In summary, values are characterized as desirable, trans-situational goals, vary-
ing in importance, that serve as guiding principles in people’s lives. In addition, 
Schwartz and Bilsky (1987, 1990) proposed that the crucial content aspect that 
characterizes values is the type of motivational terminal and instrumental goal that 
they express. Following this rationale, and taking into account the cognitive repre-
sentations of three types of universal human needs, biological needs of the organ-
ism, social interaction needs for the regulation of interpersonal relationships, and 
socio-institutional needs that seek the well-being and survival of the group, the 
authors derived ten motivational types of distinct values: security, tradition, confor-
mity, benevolence, universalism, self-direction, stimulation, hedonism, achieve-
ment, and power (please see Fig. 9.1).
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Schwartz and Bilsky (1987) presented data on the theory of values from Australia, 
Finland, Hong Kong, Spain, and the United States and, later in 1990, with data from 
Germany, Israel, Australia, the United States, Hong Kong, Spain, and Finland. 
Initially, their studies presented a theory with universal types of values that included 
the values of pleasure, achievement, self-direction, maturity, security, prosocial, and 
restrictive compliance (Schwartz & Bilsky, 1987). They also described a bipolar 
dimension that allowed visualization of the position of opposite values and those 
with greater proximity. In 1990, Schwartz and Bilsky highlighted that the universal-
ity could only really be confirmed in a study involving more countries, as the diver-
sity of samples could provide greater confidence in the universal structure values.

A theoretical improvement came in 1992, whereby Schwartz’s samples, drawn 
from 20 different nations, empirically supported the expectation of the relationship 
between and among values. The results fortified the universality of the theory of 
values. Indeed, this 1992 study demonstrated that values are a universal requirement 
of human existence. Thus, in proposing the theory, Schwartz (1992) transformed 
what was previously seen as a mere study of a list of values and established a 
dynamic framework in which motivational goals predict or relate with different 
variables in different cultural groups. The typology of values was developed with 
the logic that individuals and groups express their basic needs through specific val-
ues, about which they adapt reality in a given social context (Schwartz, 2006a).

Through his proposal, Schwartz (2006a) provided a unifying theory of human 
motivation organizing different needs, motives, and objectives proposed by other 

Fig. 9.1  Theoretical structure of relations between values. (Elaborated by the authors based on 
Schwartz (2012))
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theories. In empirical-based studies, Schwartz (1992) analyzed data of 210 samples 
from 67 countries across all continents, involving a total of 64,271 participants. 
Multiple culturally distinct samples allowed him to compare intra- and intercultural 
variations in the empirical context of values and the structure of value relationships. 
With this procedure, he was able to separate specific aspects of a culture from uni-
versal aspects with regard to the meaning and structure of values (Schwartz, 2006a).

�Interrelationships Between and Among Values

Schwartz (2004, 2006b) forwarded that there is a psychological system representing 
underlying motivations. Those motivations are organized on a continuum of congru-
ent or conflicting relationships, whereby some pairs of values are complementary 
(e.g., commitment to equality, justice, and protection of all people) and others com-
pete (e.g., power by exercising control over other people). The theory predicts a 
dynamic structure between the motivational categories of these values, so that indi-
viduals may exhibit high priority for compatible types and low priority for antago-
nistic types (Schwartz & Bilsky, 1987). The structure of the relationships between 
motivational types is shown in Fig. 9.1. As the distance around the circular order 
increases, the values tend to be less compatible, until, if located in the opposite posi-
tion, they indicate greater conflict and high negative correlations (Schwartz, 1992). 
Hence, values that express individual goals and interests (i.e., self-direction, stimu-
lation, hedonism, achievement, and social power) occupy areas that oppose values 
that express collective goals and interests (i.e., benevolence, tradition, and confor-
mity). Other values that express both collective and individual goals and interests 
(security and universalism) are located on the border of these two areas.

In addition, Schwartz’s (1992) structure of values also has four high-order val-
ues, which form two basic conceptual dimensions: (1) openness to change versus 
conservation, where values that emphasize independent thinking and action (i.e., 
stimulation, self-direction and hedonism) oppose values that emphasize self-
restraint, preservation of traditional practices, and protection of stability (i.e., secu-
rity, conformity, and tradition), and (2) self-promotion versus self-transcendence, 
which presents in the first pole the values of power, achievement, and hedonism and, 
in the opposite, the values of universalism and benevolence. The latter dimension 
contrasts values that privilege the interests of the individual, even at the expense of 
others, to values which motivation refers to the concern for the well-being of others 
and nature. Hedonism is a component of both openness to change and self-promotion 
(Fig. 9.1).

The endorsement of values belonging to adjacent areas is predictable (e.g., secu-
rity and tradition) as they satisfy similar interests, while the endorsement of values 
with opposite motivations (e.g., security and self-direction) can represent a conflict. 
Their relative importance to individuals differs because people have priorities or 
hierarchy of different values. In Schwartz’s theory, the structure of the value system 
captures the dynamic relationship (compatible or antagonistic) between the ten 
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values, allowing one to investigate the relationships of values with attitudes, behav-
iors, or other variables in an integrated manner (Nascimento, 2014).

By 2012, Schwartz et al. presented a refinement to the theory of values; instead 
of the 10 initial value types, the research team identified 17 value types (embedded 
within the 10), in addition to proposing 2 new value types, face and humility values. 
This 25-year period of research, from 1987 to 2012, therefore, improved the delimi-
tation and conceptualization of values, better defining and describing the values 
previously presented by the theory and empirically increasing their predictive value 
(Schwartz et al., 2012). Still, it should be noted that the refined theory of values did 
not invalidate the proposed structure of the ten values discussed earlier. It presents 
the possibility of a refined value structure by grouping the values in a similar way to 
the original theory that proves to be more useful for the researcher, enhancing the 
values’ prediction over other variables (Torres et al., 2016). These values are also 
based on the three basic requirements (biology, social interaction, and survival/wel-
fare) and fulfill the various functions that had been previously proposed (Schwartz, 
1992, 2006b). Thus, the 19 value types of the refined theory also focus on achieving 
personal or social results, promote growth and self-protection, express openness to 
change or preservation of the status quo, and promote self-interest or the transcen-
dence of self-interest in the service of others (see Fig. 9.2).

The same continuous-circular logic with proximity and opposition between val-
ues is present in the refined theory. The greater the compatibility between two val-
ues, the closer they are to the circular ordering. The greater the conflict between the 
values, the more distant they are in the circle (Fig. 9.2). In addition to the 19 pro-
posed values and the 4 higher-order values, the refined theory also specifies the 
values with a personal focus, that is, the concern with oneself, and on the opposite 
side, values with a social focus, or concern for others and/or established institutions. 
Finally, the values expressed at the top of Fig.  9.2 represent growth and self-
expression, being more likely to motivate people when they are free from anxiety, 
whereas those expressed at the bottom of the figure are aimed at protecting the ego 
against anxiety and threat. A breakdown of the 19 values of the refined theory is 
presented in Table 9.1.

Since first presented, the refined theory of values has been validated in countries 
other than the ten countries (Germany, the United States, Finland, Israel, Italy, New 
Zealand, Poland, Portugal, Switzerland, and Turkey) from where Schwartz et  al. 
(2012) drawn their data in the original sample, such as South Korea (Choi & Lee, 
2014), Russia (Schwartz & Butenko, 2014), and Brazil (Torres et al., 2016), among 
other regions of the world (e.g., Schwartz et al., 2017).

�Relationship Between Values and Other Variables

Hanel et al. (2020) developed a cross-cultural study linking values to well-being in 
29 countries. They aimed to assess the extent to which people’s well-being may be 
a function of greater value congruence between individuals’ values and those of 
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their country, testing the hypothesis of whether the incongruence between these 
values is distressing. Thus, Hanel et al. (2020) designed a study to investigate if 
well-being is higher if people’s values match with those of people living in the same 
country or region. They surmised that personal values that are similar to those who 
live in proximity, in the same region (i.e., person-region congruence) or country 
(i.e., person-country congruence), will have greater well-being than when values 
were incongruent. They found that the effects of “person-country” and “person-
region” value congruence critically depend on the type of values that are endorsed. 
Value type is a moderator of whether person-country congruence is positively or 
negatively associated with well-being. People who endorse more openness-to-
change values and live in countries and regions where people also endorse these 
values report lower well-being.

Fig. 9.2  Motivational circle according to the refined basic values theory. (Elaborated by the 
authors based on Schwartz et al. (2012)) 
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The relationship with several other variables and values was also being studied. 
For instance, Youn and Lee (2016) investigated the difference in values between 
groups prone to primary and secondary psychopathic tendencies in South Korea. 
Tamir et  al. (2016) demonstrated in eight countries the differences between the 
endorsement of preferred emotions and values, among other variables and relations. 
Specifically, in the organizational context, Mahmud et  al. (2019) suggested the 
influence of individual values on organizational commitment, mediated by motiva-
tion at work, of employees of a large university in Indonesia.

Table 9.1  Refined values theory in comparison

Originating value 
(1987/1990 theory)

Value in the refined 
theory Definition components

Self-direction Self-direction of 
thought

Freedom to cultivate your own ideas and 
skills

Self-direction of 
action

Freedom to determine your own actions

Stimulation Stimulation Excitement, novelty, and change
Hedonism Hedonism Pleasure and sensual gratification for yourself
Achievement Achievement Success according to social standards
Power Power dominance Power by exercising control over other people

Power resources Power for control over social materials and 
resources

– a Face Maintaining public image and avoiding 
humiliation

Security Security personal Security in your immediate environment
Security societal Security and stability of wider society

Tradition Tradition Maintenance and preservation of culture, 
family, or religion

Conformity Conformity rules Comply with formal rules, laws, and 
obligations

Conformity 
interpersonal

Avoid upsetting or hurting other people

– a Humility Recognition of one’s own insignificance in a 
broad context

Benevolence Benevolence 
dependability

Be a trusted and being a trusted member of 
the in-group

Benevolence caring Devotion to the Well-being of members of the 
in-group

Universalism Universalism 
concern

Commitment to equality, justice, and 
protection of all people

Universalism nature Preservation of the natural environment
Universalism 
tolerance

Acceptance and understanding of those who 
are different from themselves

Note. a No match in the 1992 Theory of Values; Elaborated by the authors based on Schwartz (2012)
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�Cultural Values

Schwartz (2006b) also proposed and tested a theory of cultural values that reflects 
basic issues that all societies must face. Cultural values reflect (1) the nature of the 
relationship between the group and the individuals, (2) the establishment of the 
appropriate behavior to preserve the social structure, and (3) the relationship between 
humanity and the social and natural environment. Cultural values arise from the 
desire to resolve these issues and comprise three bipolar dimensions. The first dimen-
sion defines autonomy, an emphasis on the tendency for individuals to independently 
seek their own ideas, intellectual directions, and positive affective experiences, as 
opposed to conservatism, or the maintenance of the status quo and restricting actions 
that may harm the group or traditions. The second dimension defines hierarchy (i.e., 
the legitimacy of the unequal distribution of power, roles, and resources) as opposed 
to egalitarianism (i.e., the transcendence of selfish interests in favor of voluntary 
commitment to promote the well-being of others). Finally, the third dimension places 
the domain (i.e., emphasizing success and predominance among other groups) in 
opposition to harmony (i.e., emphasizing harmonic adaptation to the environment).

�Dominant Values in Relation to Work

As a final observation in our discussion about values theory, it is noteworthy that 
one of the formal features repeatedly mentioned in the theory and its refinement is 
that values transcend specific situations, actions, and people’s roles in a situation, 
may this be of a manager or an employee. For example, the priority that a person 
attributes to power or achievement may be the same at work or at the home, with 
friends, co-workers, or complete strangers. This characteristic differentiates values 
from attitudes, which refer to a specific object, or norms that apply to a specific situ-
ation. This characteristic also serves as the basis for questioning a discussion that 
we will have in the following section, regarding organizational values. Now, if the 
same values can be relevant to both a workplace and a social gathering with friends, 
then what is the point of talking about specific values for the organizational context? 
Why develop specific measures and models for this context? That values permeate 
into the work and organizational domain and all the related activities is an undis-
puted claim. However, is it necessary to develop, for example, specific measures of 
organizational or work values, or would it not be just more appropriate (and logical) 
if we study the values of the group of individuals working in the same context, time 
period, and all seeking to achieve the same set of organizational goals? In the next 
section, we cover a brief revision of two of the most prominent measures of values 
used in psychology, before moving on to the measures specifically employed by the 
theory of human values. In doing so, we hope to stimulate dialog on how the afore-
mentioned questions can be addressed in the organizational context, by reflecting on 
the nature of the values concept, the level of analyses of the investigation, and the 
definition and measures of the organizational values concept.
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9.3  �Values Measurements: Foundational Measurements

A couple of measures used to assess values have been well-known in psychology over 
the years. The Allport-Vernon Study of Values (SOV; Allport et al., 1951) is a noteworthy 
foundational work, as the first instrument for measuring values. They suggested that 
values guide the activities and aspirations of people and therefore play a fundamental 
role in our lives (Torres et al., 2016). Rokeach (1967, 1973) also classified values into 
terminal values, focusing on the need for human existence, and instrumental values, a 
mechanism to achieve the objectives and goals, presenting the functional relationship 
between values, attitudes, and behavior. His instrument – Rokeach Values Survey (RVS) – 
was widely used in the scientific field in the first half of the twentieth century (Ros, 2006) 
and is somewhat used in several areas including marketing and consumer behavior 
(Andrews et al., 2020). Rokeach suggested that human values are formed in three stages: 
a positive or negative experience in relation to an object that leads to the establishment of 
beliefs related to it, the organization of relative evaluative beliefs (i.e., establishing the 
attitude toward the object), and the conformity of all attitudes related to similar objects.

�Schwartz’s Values Survey

Several of the instruments developed in the context of the values theory have been 
later adapted by other authors (e.g., Oliveira & Tamayo, 2004) in order to measure 
values within the organizational context. In 1992, Schwartz proposed a theoretical-
structural improvement to Rokeach’s work, expanding the research to 20 countries 
and developing the SVS. Defending values as universal requirements of human life 
with potential for predicting other psychological phenomena in different cultures 
(Schwartz, 1992), it was observed with the SVS that values can be understood as 
conscious goals that connect to the needs of individuals in relation to their social 
context. The SVS is a list of values, in which each value is followed by an explana-
tory phrase, in order to specify its meaning. The guidelines in the instrument aim to 
define values in the broader context, asking respondents to assess how important 
each value is as “a principle that guides my life” (Schwartz, 2004). In this instru-
ment, Schwartz used a 9-point scale, from “−1,” opposed to the respondents’ values; 
“0,” not important; “6,” very important; and “7,” of supreme importance. Respondents 
are instructed to use ratings of −1 and 7 at the beginning of completing the instru-
ment and, subsequently, to assign values from 0 to 6 according to the importance in 
their lives. The result should be a person profile showing a hierarchy of values.

�Portrait Values Questionnaire

The fact that the SVS has a reasonable level of abstraction on the part of the respon-
dents made the instrument ineffective in samples in which people have lower than 
high school levels of literacy, which led Schwartz to develop another measure to 
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analyze the values, the Portrait Values Questionnaire (PVQ; Schwartz et al., 2001). 
The PVQ contains 40 sentences that indirectly describe goals, aspirations, or desires 
important to another person. Respondents are directed to indicate “How much does 
this person looks like me?” on a 6-point scale. A reduced version of the PVQ with 
21 items was included in the European Social Survey due to the notoriety of the 
values theory and its international dissemination (Bilsky et al., 2011).

�Portrait Values Questionnaire-Refined

Despite an increase in the volume of published research over the last two decades 
that involve the theory of values and the PVQ in its different formats, in a 2012 
study, Schwartz and colleagues subjected the assessment of the values typology to 
greater statistical rigor and concluded that theory-based partitioning of the space 
was rather arbitrary. In other words, the boundary partitioning of the values repre-
sented in the motivational circumplex values could have been divided differently 
because values are not a discrete variable. The refinement of the values theory, how-
ever, resulted in more clearly bound values that are still ordered around the motiva-
tional continuum, but for which the boundaries are neither arbitrary nor fuzzy. In 
other words, the refined values theory forwards 19 conceptually “discrete values 
with greater universal heuristic and predictive power” (Schwartz et  al., 2012, 
p. 342). The new division of the motivational continuum of values promotes greater 
explanatory and heuristic power than the theory of the ten original values. The 
Portrait Values Questionnaire-Refined (PVQ-R) has descriptions that vary by gen-
der and represents a refinement of the original PVQ. The questionnaire also uses an 
ordinal scale with six points (1 = Not like me at all; 6 = Very much like me) and 
contains 57 items, 3 items for each of 19 motivational types described previously in 
the chapter (see Fig. 9.2). Results with this measure confirmed the ordering of the 
values in the motivational continuum predicted by the theory in different countries. 
Versions of the PVQ-R were validated by Schwartz and Butenko (2014) in Russia 
and by Torres et al. (2016) in Brazil, in New Zealand (Fischer & Karl, 2020), and in 
Italy (Vecchione & Alessandri, 2017), among other countries.

9.4  �Organizational Values: A Dialog from the Perspective 
of Values Theory

The PVQ-R represents an innovative opportunity for assessing a finer set of mean-
ingful and conceptually discrete values and then testing whether the distinctiveness 
of such values may predict substantive organizational phenomena. Most of the 
available research of values studied in relation to organizational behaviors, however, 
was done before the refined theory was widely known. Research focusing on values 
as measured with the SVS have been, and indeed are being, used to assess individ-
ual values in organizations and variables of interest to the organizational field. For 
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instance, using the SVS, Glazer et  al. (2004) observed that higher-order values 
(HOV) accounted for variance in affective organizational commitment in countries, 
such as the United States, Hungary, and Italy; the relationship between values and 
continuance commitment also appears to be homogenous across countries and cul-
tures. These findings suggest that the type of values motivates the type of commit-
ment individuals develop toward their organizations. When studying the profile of a 
specific occupation (i.e., nurses), self-transcendence and conservation were more 
prevalent for the success in this profession than other HOV, providing relevant 
information for recruitment and personnel selection procedures (Glazer & Beehr, 
2002). Several other studies (e.g., Fernandes et  al., 2007; Froese & Xiao, 2012; 
Morselli et  al., 2012; Sagiv et  al., 2015) also provided useful information while 
assessing individual values in the organizational context. In addition to connecting 
individual values to organizational attitudes and behaviors, this paper also considers 
the role of organizational values.

�Organizational Values

Organizational values are understood as principles or beliefs, hierarchically orga-
nized, related to organizational goals and behaviors desirable, that guide the life of 
the company and are at the service of individual interests, group or societal interests, 
or mixed (Tamayo & Gondim, 1996). As a guide to the daily routine of the organiza-
tion, values are perceived by members of the organization as a function of organiza-
tional integration of people to the environment, influencing the behavior of members 
of the organization (McNeely & Meglino, 1994). Studies on such values have a 
central place in several organizational phenomena (Bourne & Jenkins, 2013), 
including professional identity (Nascimento et al., 2016) and organizational culture 
(O’Reilly & Chatman, 1996). Nonetheless, it should be noticed that the definition of 
values adopted in such studies do not appear to identify and distinguish them from 
the concept of individual values. Hence, the concerns about level of analyses raised 
earlier apply here.

Organizational values are usually introduced by the company’s creator or by 
individuals with strong power and influence within the organization (Bansal, 2003). 
However, the values of an organization are not necessarily identical, in terms of axi-
ological priority, to those of the members of the organization, which can result in a 
conflictual relationship. For Veiga (2010), it is extremely important to share organi-
zational values among the actors of the organization, due to the harmony or lack 
thereof that can occur between personal and organizational values. Compliance 
with the organization’s values reflects the achievement of organizational socializa-
tion, which brings beneficial results (e.g., increased engagement) for both parties 
(Bourne & Jenkins, 2013).

The motivational, cognitive, hierarchical, and functional components of organi-
zational values are present in both conceptual frameworks of individual and organi-
zational values (Porto et al., 2012). The motivational component refers to the goals 
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of organization, which implies that the attribution of importance to a given value is 
linked to the amount of effort to be undertaken by the organization’s actors. The 
cognitive aspect refers to beliefs about what is desirable or not in the organization 
and represents a way of knowing the organizational identity, considering the role of 
values as a cognitive pattern for the selection of appropriate behaviors in the indi-
vidual’s environmental context. The hierarchical component reflects the existing 
differentiation between individuals and the organization (Tindale et al., 1996). From 
an axiological point of view, hierarchy is reflected in the priority given to each of the 
values and not to the values themselves, that is, in the continuum of importance that 
is assigned. Finally, the functional component emphasizes that the values guide the 
behavior of its members and the judgment made about the behavior, presenting 
itself as relevant to the day-to-day life of the organization. Thus, organizational 
values can be defined as collective mental representations (Tindale et  al., 1996), 
shared by members of the organization, who live within the same environment, in a 
space of time, representing cognitions and principles that guide practices organiza-
tional (Bourne & Jenkins, 2013). They are hierarchically organized and transcend 
specific practices or standards.

From an organizational level of analysis, addressing organizational values is 
important if practitioners want to understand an organization’s culture (Mendes & 
Tamayo, 2001), including diagnosing the organizational management (Dobni et al., 
2000), as an alternative to bureaucratic control and an increase in service productiv-
ity (Ouchi, 1980). Other examples of values’ influence on organizational issues 
include its prediction on strategic issues (Bansal, 2003), strategic change (Carlisle 
& Baden-Fuller, 2004), and organizational commitment (Ostroff et al., 2005). They 
play a role influencing critical organizational processes (Bourne & Jenkins, 2013), 
serve as implicit guides to action that are shared by individuals in the organization, 
and are the basis for individuals’ attitudes and behaviors in organizations 
(Quenneville et al., 2010).

The scales and theoretical models most cited in the literature on organizational 
values were developed by Hofstede, Neuijen, Ohayv, and Sanders (1990), O’Reilly 
et al. (1991), Cameron and Quinn (2011), Oliveira and Tamayo (2004), and Tamayo 
et al. (2000). Each of these scales and models measures different phenomena and 
oscillates between specifying values (O’Reilly et al., 1991) and dimensions of val-
ues (Hofstede, Neuijen, Ohayv, & Sanders, 1990) and stipulating cultural typolo-
gies that are characterized by clusters of values (Cameron & Quinn, 2011). Hofstede, 
Neuijen, Ohayv, and Sanders (1990) proposed that national cultures differ mainly in 
terms of the sets of values people within the nation share, whereas organizational 
cultures differ more in terms of shared practices within the organizations. Members 
of different organizations within the same nation can share values, but they work for 
organizations that have developed different ways of implementing those values in 
practice. Hofstede, Neuijen, Ohayv, and Sanders (1990) used seven dimensions of 
practice to characterize the culture of each organization, regardless of the nation in 
which it operated. The dimensions included, for example, orientation toward pro-
cesses or results, focus on the employee versus focus on work, and open versus 
closed systems. In analyzing data from his original study, Hofstede found six 
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dimensions in organizational practices that refer to the ways in which organizations 
were perceived to vary according to their individual employees, namely, profession-
alism, distance from administration, trust in colleagues, order, hostility, and integra-
tion. Regardless of the type of organization or nation of the interviewees, women 
perceived more confidence, more order, and less hostility than men, and those who 
were lower in the organizational hierarchy perceived more distance from manage-
ment and less integration than those higher in the organizational hierarchy, indepen-
dent of sex.

O’Reilly et  al.’s (1991) Organizational Culture Profile (OCP) was developed 
mainly to measure the individual-organization fit, with factors extracted empiri-
cally. The original version of the OCP, consisting of 54 value statements, was devel-
oped using exploratory factor analysis to establish 8 dimensions of organizational 
culture, including innovation, attention to detail, results orientation, aggressiveness, 
support, emphasis on rewards, team orientation, and determination. O’Reilly and 
colleagues labeled the factors in a way that best corresponded to the descriptions 
found. The authors reported in their original study an average reliability coefficient 
for the OCP of 0.88, whereas Vandenberghe (1999) established an average reliabil-
ity of 0.86. Since then, the OCP has been revised and reduced by Cable and Judge 
(1996) to measure the orientations of organizational culture, but questions about the 
generalization of these dimensions between organizations and particular samples 
remain (Cable, 1999; Howard, 2000; Vandenberghe, 1999; Windsor & 
Ashkanasy, 1996).

Based on a survey designed to identify the main indicators of effectiveness in 
organizations, Quinn and Rohrbaugh (1983) presented a model of four quadrants 
and two main dimensions. The authors created descriptors (similar to value descrip-
tions) to characterize the dimension of effectiveness in organizations. The Competing 
Values Framework (CVF) was initially based on research to identify indicators of 
organizational effectiveness (Quinn & Rohrbaugh, 1983, p. 363). Effectiveness is a 
central theme in the organizational literature, whereas its definition is perennially 
controversial. In a literature review, Campbell (1977) identified 30 different criteria 
of effectiveness. Quinn and Rohrbaugh (1983, p. 366) held that the choices of par-
ticular criteria usually reflect personal values about the appropriate emphases in the 
domain of effectiveness. They invited 52 organizational researchers to order the 
criteria listed by Campbell (1977) and then derived 3 value dimensions: internal-
external, control-flexibility, and means-ends. They integrated the third dimension 
into the other two ones and established the CVF. One may certainly argue that it is 
insufficient to measure organizational culture values by only two or three dimen-
sions. However, CVF does not attempt to explore the panorama of organizational 
culture. Rather, it looks at the value dimensions related to effectiveness. Moreover, 
this model can integrate most organizational culture dimensions proposed in the 
literature.

Scholars are debating the extent to which these descriptors translate into cultural 
dimensions and organizational values (Howard, 1998; Kwan & Walker, 2004; Porto 
& Ferreira, 2016; Yu & Wu, 2009). One dimension comprises poles that oscillate 
between flexibility and dynamism versus stability, order, and control, whereas the 
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second dimension differentiates an internal orientation and integration versus an 
external orientation, differentiation, and rivalry (Cameron & Quinn, 2011). Each 
dimension forms a continuum of opposing central values (flexibility versus stability, 
internal versus external), and the quadrants are competing diagonally (Cameron & 
Quinn, 2011). For the authors, four defined quadrants represent a set of indicators of 
what people value about the organization’s performance. Cameron and Quinn 
(2011) were also able to identify, from the quadrants, an organizational typology 
named the Competing Values Framework (CVF) that defines types of culture 
according to the cultural orientation of the organization, specifying primary values. 
The four cultural types involve culture of hierarchy, market culture, clan culture, 
and adhocracy culture.

Authors (e.g., Tamayo, 2008) suggested that values only exist effectively in 
minds of organization’s members, making workers’ acceptance and ratification 
essential for its existence. Thus, organizational values would only assume their sta-
tus if they were shared by members of the company. Oliveira and Tamayo (2004), 
based on the values theory (Schwartz, 1992), proposed the inventory of organiza-
tional value profiles, composed of 48 items, arranged in 8 factors (i.e., autonomy, 
well-being, achievement, dominance, prestige or power, tradition, conformity, and 
concern for the community). Their results supported hypotheses of some motiva-
tional similarity between organizational and individual values, with their eight fac-
tors obtaining correspondence to nine of the individual values proposed by the 
theory. The inventory of organizational value profiles has been largely used (e.g., 
Canova & Porto, 2010; Guardani et al., 2009; Louback et al., 2009), and, in some 
cases, distinctions about factors in the model proposed by Oliveira and Tamayo 
were evidenced (Dias & Maestro-Filho, 2008). The main issue raised by literature 
and to be highlighted here concerns the extent to which the motivational content of 
the values has been properly transposed into organizational context or perspective 
(e.g., Guardani et al., 2009; Nascimento, 2014).

�Wrestling with Levels of Analysis

Studies point to the relevance of Schwartz’s (1992) theory of human values to 
understand organizational values (Bilsky & Jehn, 2004; Borg et al., 2011). Bilsky 
and Jehn (2004) and Borg et al. (2011) analyzed the structure of the OCP (O’Reilly 
et al., 1991) and concluded that there is support for the use of Schwartz’s theory, 
since in the two theoretical dimensions the content of the OCP can be theoretically 
explained by the theory. Other authors (Porto & Ferreira, 2016; Sagiv & Schwartz, 
2007; Tamayo et al., 2000) point out that a theory of cultural values would be more 
appropriate for understanding organizational values. Tamayo et al. (2000) adapted 
Schwartz’s theory of cultural values to the context of organizations, proposing that 
organizations face the same three major problems as all societies: (1) resolving the 
tension between individuals and the group, (2) developing a structure that guaran-
tees the functioning of the organization, and (3) defining the organization’s 
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relationship with the natural and social environment. These assumptions led to the 
creation of a three-dimensional model, with two opposite poles, which coincide 
with Schwartz’s (1992) theory. However, the empirical data only partially corrobo-
rated the model proposed. The opposition between the poles was only confirmed for 
the dimension Hierarchy and Equalitarianism. Tamayo et  al. (2000) justified the 
lack of opposition between the poles based on the hierarchy of values in Brazil and 
on the idea that differences in value priorities should not lead to differences in struc-
ture. Porto and Ferreira (2016) developed an instrument of organizational values 
based on the theory of cultural values by Schwartz (1992) in an attempt to overcome 
the limitations mentioned. These authors also suggest that the items created are not 
very consistent with the proposed structure.

Studies and measures of organizational values are surrounded by methodological 
issues. Over the past two decades, academic research on organizational values have 
developed measurement scales to explore the impact of culture (Cameron & Quinn, 
2011; Hartnell et al., 2011; Oliveira & Tamayo, 2004; Sarros et al., 2005). Despite 
that, there is no consensus on dimensions of values to be used when comparing 
organizations (Sagiv & Schwartz, 2007). The concept of organizational values 
remains elusive, insofar as there are uncertainties regarding the applicability of this 
concept to specific objects or situations, as studies tend to treat organizational val-
ues as the equivalent to attitudes, except for pointing out the sharing aspect as a 
feature of their definitions. The motivational perspective of organizational values 
also raises questions about their applicability to the organizational context, as no 
studies were found that portrayed a clear impact of organizational values on differ-
ent aspects of the organizations, such as those described in this chapter that did find 
a relationship between individual values and organization’s interests (e.g., Mahmud 
et al., 2019).

�Micro (Individual Level)

Concerning values and organizations, some questions need to be addressed. In the 
field of psychology, values measured at the individual level are predictors of various 
behaviors, attitudes, and other phenomena relevant to the organization, but all mea-
sured at the individual level of analysis, such as organizational commitment (Glazer 
et al., 2004; Ostroff et al., 2005; Wasti, 2010), work orientation (Lan et al., 2013), 
and job performance (Nascimento, 2014). Arieli, Sagiv, and Roccas (2020) pull 
together nearly 30 years of theoretical and empirical literature to explain possible 
implications of personal values on work (vocational interests and occupational 
interests) and organizations (e.g., creativity, proactive behaviors, organizational 
identity, response to organizational change, conflict resolution, competition, and 
cooperation). They further delve into 20+ years of scholarship that has attempted to 
link person-organization fit with worker health, well-being, and performance. 
Although the research could have implications on employee selection and training, 
Fischer and Karl (2020) expressed concern over an unclear causal mechanism and 
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the lack of experimental research to confirm the currently available correlational 
research.

�Meso (Group or Organizational Level)

Few studies have focused on proposing and evaluating organizational-level values 
(Porto & Ferreira, 2016). One research tendency is the study of organizational cul-
ture dimensions as predictors of innovation (Rinne et al., 2012), innovative behavior 
(Naranjo-Valencia et al., 2017), organizational strategy (Carlisle & Baden-Fuller, 
2004), and critical organizational processes (Bourne & Jenkins, 2013). Basically, 
these studies assess cultural dimensions that primarily include beliefs, values, 
norms, and organizational practices  – a wide spectrum of cultural components. 
These studies are also based on the Competing Values Framework which involves 
measurements of organizational typologies, dimensions, and indicators of organiza-
tional effectiveness (Porto & Ferreira, 2016). The Competing Values Framework 
predicts quality of work life (Goodman et al., 2001), organizational effectiveness 
(Grabowski et al., 2015), and leadership (Lavine, 2014).

�Macro (Cultural Level)

At cultural level, Hofstede’s (2001) dimensions are also predictive of attitudes and 
behaviors in organizations (Naranjo-Valencia et  al., 2017; Rinne et  al., 2012), 
including organizational strategy (Carlisle & Baden-Fuller, 2004). But these dimen-
sions are not necessarily restricted to the organizational context (Hofstede, 1980; 
Hofstede, Neuijen, Ohayv, & Sanders, 1990; House et al., 2004). Here, it is impor-
tant to highlight that Tamayo’s instruments (Oliveira & Tamayo, 2004; Tamayo 
et al., 2000) have been used to evaluate different phenomena and levels of analysis, 
as well as organizational values (Oliveira & Tamayo, 2004; Tamayo et al., 2000). 
Porto and Ferreira (2016) also have proposed an instrument prepared with items 
from other scales (Ferreira et  al., 2002; Oliveira & Tamayo, 2004; Quinn & 
Rohrbaugh, 1983). These instruments were created from adaptations of Schwartz’s 
(1992) theory to the organizational context, focusing on individual level.

There is still a need for a clear definition of organizational values, how they are 
measured, and how they are distinguished from cultural values dimensions (or 
should they be?). The definition of values at the individual level of analysis is 
already clear, but at the collective level, its definition and differentiation from other 
cultural components deserve attention. Concerning organizational values, a study 
involving a list of possible organizational values and its application to a consider-
able contingent of organizations in various countries is recommended. Once a defi-
nition and application of values at the organizational level of analysis are clarified, 
then it is possible to address the existence of organizational values and their differ-
entiation between organizations.
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9.5  �Final Comments

Criticism has been made regarding the difficulty to define which organizational 
actors should have their personal values measured (e.g., managers, employees) and 
how these values should be aggregated in order to compose organizational values 
indexes (Stackman et al., 2000). Measures of organizational values oscillate between 
cultural typologies, cultural dimensions, descriptors of general beliefs, and prac-
tices carried out in the organizational environment. Further, main measures of val-
ues were empirically developed without a consistent theoretical framework. In this 
sense, they may measure different elements of organizational culture (beliefs, 
norms, practices), as well as different dimensions of these elements without a clear 
definition of their concepts. Such hindrances make it quite difficult for a practitioner 
or scholar interested in the organizational field to compare results between studies. 
Previous studies have argued for convergence between research on organizational 
values and those on individual values (Bilsky & Jehn, 2004; Borg et al., 2011; Porto 
& Ferreira, 2016; Tamayo et  al., 2000). This argument seems to be reasonable 
to defend.

The seminal works of Geert Hofstede (1980, 2001) and Shalom Schwartz (1992, 
2012) have been used as guidance for the construction of models and measures of 
organizational values, but the question about the consistency of such models and 
instruments remains unaddressed. Studies found no differences in Hofstede’s cul-
tural dimensions between organizations (Hofstede, 1985; Hofstede, Neuijen, Ohayv, 
& Sanders, 1990; Nelson & Gopalan, 2003); yet organizational practices seem to be 
a better criterion to differentiate between organizations. Thus, we suggest that orga-
nizational values should be better characterized, defined, and measured for a better 
use in the organizational context. Or, perhaps, the assessment of individual values 
of organizations’ members, understood as motivations that transcend specific situa-
tions, actions, and people’s roles in a situation aligned with the measurement of 
organizational practices, may provide a better picture, understanding, and implica-
tion of these concepts to the successful solution of organizational challenges.
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Chapter 10
Evaluation Tools of Social Support 
at Work and Contributions of Social 
Network Analysis

Elisa Maria Barbosa de Amorim-Ribeiro, Laila Leite Carneiro, 
Leonardo Fernandes Martins, and Ranna Carolina dos Santos Cunha

10.1  �Introduction

Social support is a phenomenon studied since the 1950s by different fields of knowl-
edge such as psychiatry, psychology, medicine, sociology, and anthropology. These 
areas were interested in investigating the relationship between social variables and 
physical and psychological responses of individuals (Wilcox & Vernberg, 1985). 
This movement echoed the significant increase in publications on the subject and 
spotlighted the construct in the scientific field from the 1970s onward. The multi-
plicity of disciplinary fields interested in the subject brought about a multitude of 
concepts, measurement strategies, and ways to analyze social support. Even in this 
context of conceptual diversity, the relational nature of social support that character-
izes it as an essentially network-based phenomenon is always present in its many 
definitions (Caplan et al., 1975; Cobb, 1976; Wilcox & Vernberg, 1985).

Social support has been central in the field of studies in organizational and work 
psychology (OWP) and is considered to be a work resource. The many theories 
dedicated to study resources understand that these are factors (physical, psychologi-
cal, social, organizational) that perform several functions, such as (1) mitigating the 
impact that job demands generate on workers; (2) enabling the achievement of 
goals/performance; (3) enhancing the worker’s learning, growth, and development 
process; (4) protecting existing resources; and (5) facilitating the achievement of 
other valuable resources (Bakker & Demerouti, 2017). Social support is thus a 
resource of essentially relational nature that has been inserted into the testing of 
nomological network of many important constructs in the field, for example, 
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engagement (e.g., Kiema-Junes et al., 2020), satisfaction (e.g., Côté et al., 2021), 
commitment (e.g., Xi et  al., 2020; Gerich & Weber, 2020; Fazio et  al., 2017), 
exhaustion (e.g., Woodhead et al., 2016), well-being (e.g., Kim et al., 2018), career 
development (e.g., Hou et al., 2019), innovation (e.g., Todt et al., 2018), pro-social 
voice (e.g., Loi et al., 2014), and organizational citizenship (Kapela & Pohl, 2020).

In studies about social support at work, the prevailing use of measures at the 
individual level by means of scales reflects the general trend of the science practiced 
within the scope of organizations and work. Despite the existing theoretical consen-
sus that organizations and the phenomena studied in this and other work contexts 
are multilevel phenomena, the research designs favor the election of self-report 
scales that reflect only one of the levels, i.e., the individual level. The association of 
these traditional instruments with theoretical-methodological paradigms of a multi-
level nature, such as social network analysis (SNA), is a promising way to under-
stand the phenomena coming out from interactions, such as social support.

It is intriguing that the first argument put forward by Kozlowski and Klein (2000) 
about organizations as multilevel systems refers to seminal works and authors, such 
as Kurt Lewin and Elton Mayo, that attached great relevance to interpersonal rela-
tionships at the workplace. Although since the late 1990s authors such as Hall and 
Wellman (1985) have pointed to the promising use of network analysis in the social 
support research, this use is still limited, especially when it comes to social support 
at work.

Social network analysis (SNA) may be considered as a set of theories and strate-
gies of analysis that elect interactions between actors and the structure emerging 
from these interactions as the core unit of analysis for understanding phenomena. Its 
potential as a multilevel analysis is anchored in elements such as simultaneity and 
interdependence between the different levels evaluated, as relations between two or 
three players are the baseline for groups that, in turn, make up a broader social struc-
ture with its own characteristics and dynamics. This very dynamic surrounds play-
ers and their groups and determines how resources shall circulate and the paths to 
access such resources. A mapping of a network, or of the interactions between a set 
of player, may reveal the nature of resources exchanged, degree of reciprocity, role 
played by players, and position held by those players in the web of interactions 
(Freeman, 2011). These characteristics of the SNA unveil its potential contribution 
to studies on social support and, more specifically, social support at work.

Considering the foregoing, in this chapter we intend to review the challenges 
related to measuring social support in surveys in the field of work and organizations. 
For contextualization purposes, we will discuss the conceptual issues surrounding 
the phenomenon. Next, we will present and discuss the weaknesses of some of the 
main scales used to measure it. Finally, we will discuss the specific theoretical and 
methodological contributions of the SNA toward understanding the phenomenon of 
social support in the work context.
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10.2  �Social Support at Work: Conceptual Issues 
and Main Characteristics

Although social support at work is one of the most researched topics in the field of 
OWP, its conceptualization remains quite unclear. As argued by Jolly et al. (2020), 
many scholars who include this construct in their research shy away from present-
ing its definition, maybe on the assumption that everyone knows what social support 
is. However, regardless how knowledge on the topic may seem intuitive, social sup-
port entails a wide variety of nuances. That is why it is essential to clearly define to 
what scope of the phenomenon the researcher is referring. Such an explicitness 
would allow studies to be better designed, be grounded on better-founded hypothe-
ses, use assessment instruments more suitable to their objectives, and to have their 
results interpreted (and discussed in relation to existing findings) with greater 
certainty.

Some of the social support characteristics are consensual in the OWP literature 
and are also studied under names such as support at work and organizational sup-
port. For example, it is generally accepted that social support is a type of assistance 
that comes from ongoing or intermittent, direct or indirect links an individual estab-
lishes with members of his or her social network (Song et al., 2011). In the work 
context, social support will therefore broadly refer to resources (of psychological or 
material nature) that are provided to workers through their social relationships 
(Jolly et al., 2020). Importantly, social support is not something that provider passes 
on to recipient but rather something inherent in the process of interpersonal interac-
tion (Gottlieb & Bergen, 2010).

Despite the consensual points about social support, as it is a complex and multi-
faceted phenomenon to be reviewed from multiple perspectives, its definition should 
be also operationalized based on its specificities. At least four peculiarities should 
be considered when working with social support in the work context: its nature/
form, its type/content, its source, and its direction. Each of these characteristics may 
be responsible for important variations in the effects of social support on the vari-
ables of interest, whether these are of individual, group, or organizational order. 
When missing specifications, such variations may go unnoticed or lead to misinter-
pretations (Jolly et al., 2020).

As for its nature, social support can be either perceived, resulting from the indi-
vidual’s belief or assessment that support exists or is available if needed, or real – 
identified from observable behaviors that demonstrate mobilization and expression 
of assistance by the provider (Gottlieb & Bergen, 2010; Jolly et al., 2020). Thus, 
social support from coworkers can be identified based on the worker’s belief (or not) 
that his or her coworkers help him or her, or can be identified based on the emission 
of concrete actions by those coworkers, such as helping him or her with work over-
load or comforting him or her after receiving a negative performance evaluation 
from a client.

More typically, studies are devoted to investigating perceived social support than 
actual social support. This may happen because perceived social support mirrors social 
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support behaviors, thus presenting closer and stronger effect in relation to several fac-
tors of interest in the field of OWP, such as enhanced personal resources and work 
motivation and decreased worker’s stress (Jolly et al., 2020; Gottlieb & Bergen, 2010).

Regarding source, social support can come both from interpersonal relationships 
in the workplace (coworkers, subordinates, supervisors, or the organization itself) 
and from outside that environment (family, community, friends, etc.), and its effects 
may vary depending on where it comes from. According to a systematic review 
conducted by Jolly et al. (2020), coworkers, supervisors, and the organization are 
the most commonly researched sources in the field of OWP, although many studies 
do not specify the reference source. The neglect of this information may greatly 
hinder the phenomenon interpretation since social support has different effects 
depending on who is issuing it. For example, comparatively, data show that supervi-
sors influence workers more than coworkers in terms of work outcomes (such as 
attitudes and performance) and intrapersonal relationships (such as motivation and 
stress) (Jolly et al., 2020).

On the source side, it is also interesting to highlight the social support coming 
from the organization, better known as organizational support. Although the organi-
zation is not a person with whom workers can establish a social interaction, it is 
often personified and seen as a living being that has its own characteristics and 
drives that guide its intentional actions (Eisenberger et al., 2020). Therefore, orga-
nizational support is the result of the employee’s perception of to what extent the 
company that employs him/her values his/her contribution and is concerned with 
promoting his/her well-being (Eisenberger et al., 2020; Siqueira & Gomide, 2008). 
This perception is influenced by organizational factors such as performance man-
agement practices, work demands and workload, material support offered and pro-
motion, development, and salary practices of the organization (Queiroga et  al., 
2015; Siqueira & Gomide, 2008).

The type/content of support may also widely vary, with the four most frequently 
mapped in the organizations and work literature being instrumental, affective/socio-
emotional, informational, and evaluative (Jolly et al., 2020). Instrumental support is 
the most tangible of the four. It is used to designate material resources that help 
workers deal with a specific demand, as in the case of help provided in the form of 
lending a faster computer so that the worker can finish his task faster. As for affec-
tive or socioemotional support, assistance comes in the form of psychological 
resources such as care, empathy, and encouragement. It is found, for example, when 
the worker is having trouble to match personal and work demands and finds in their 
social network people who listen to them, understand, and comfort them. 
Informational support, in turn, comprises information that helps the workers to 
develop their work. For illustration purposes, we may think of a worker who needs 
to perform a given type of data analysis but does not know some details of the 
required procedures, having access to the missing information through other people. 
Finally, evaluative support also encompasses information, but information that 
works as feedback as constructive criticism specifically aimed at helping the indi-
vidual to improve his or her performance based on knowledge obtained by expand-
ing their self-assessment.
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The type of social support may differentially influence both the consequences for 
the worker and the quality of social interaction. Jolly et al. (2020) argue, for exam-
ple, that, while instrumental support is better able to satisfy the worker’s need for 
competence and to help him/her accomplish tasks, affective support tends to pro-
mote greater satisfaction of worker’s need for relationships and construction of 
social exchanges that make the interpersonal relationship closer and of higher 
quality.

Finally, as regards direction, social support may be analyzed both from the 
receiver’s and the provider’s point of view. Despite the premise that social support 
is built on the expectation of reciprocity (Langford et al., 1997), in practice reci-
procity is not always materialized. In the context of OWP, studies evaluating the 
impacts of social support received prevail. There is a still open agenda of research 
on social support provided and on the reciprocal (or not) support relations existing 
between individuals who are part of the same interaction network. Generally under-
stood as a variable of positive consequences, social support also involves costs for 
those who provide it. However, little is known about this topic so far (Jolly 
et al., 2020).

As we will see later the measures used to assess social support commonly fail to 
explain each of these four core features that define the phenomenon (nature, type/
content, source, and direction). When using analysis of information social network 
to assess social support at work these characteristics can be easily highlighted, help-
ing the survey to comprise the whole complexity of the construct.

Social support at work encompasses resources (real or perceived) of different 
types (instrumental, affective, informational, evaluative, etc.) coming from various 
sources (coworkers, supervisors, subordinates, friends, etc.) established from social 
relationships, and may have different directions (given, received, or mutual), besides 
influencing the world of organizations and work at several levels. At the intra-
individual level, it helps reduce stress and health impacts arising from work demands 
and increases well-being, engagement, and commitment to work. At the interper-
sonal level, it can improve quality of relationships and work climate. At the organi-
zational level, it contributes toward performance improvements and decreased 
turnover and encourages extra-role collaborations (such as organizational citizen-
ship behaviors). However, research and intervention on this phenomenon aimed to 
enhance its effects on all these positive consequences necessarily depend on its 
proper measurement.

10.3  �Measures of Social Support at Work

The lack of agreement between measurements used to assess behaviors in the orga-
nizational context has important implications in relation to both production and 
application of knowledge (Munchinsky, 2004). Divergences between results and 
conclusions from measurement processes may have several origins. Most of these 
problems tend to result from the lack of care in the very construction of instruments. 
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Defining proper theoretical grounds and further operationalization of constructs to 
be measured by means of instruments are an important step in this regard. This, in 
turn, requires paying attention to several technical features that aim to produce a 
valid observation mode to record and analyze the phenomena of interest.

Manifestation of some phenomena is conditioned to complex aspects, especially 
when these are related to dynamic interactions and perceptions about these interac-
tions thus demanding consideration of specific contextual aspects (Morgado et al., 
2017). Measuring social support refers to characteristics present in complex phe-
nomena. Especially important, for example, is to understand aspects related to the 
source of support, nature of support that may be related to a subjective experience 
or the observation of support behaviors in a given context, among other factors that 
should be present in the investigation process.

In an integrative literature review, Jolly et al. (2020) point to this measurement-
related issue as a relevant component for understanding the phenomenon. Based on 
a systematic review covering part of this integrative review, those authors support 
the evidence pointed out by a previous systematic review by Halbesleben (2006) 
that suggests the presence of important challenges in measuring social support at 
work. Thus, both publications point out that the instruments for assessing social 
support lack good coordination with theoretical assumptions in the field. This entails 
important consequences that range from great diversity of instruments to substan-
tive issues such as disregard of specific aspects present in the dynamics of interac-
tions in which social support behaviors emerge and the subjective perception 
about them.

In the study conducted by Halbesleben (2006), literature mapping was restricted 
to surveys that assessed the relationship between social support and burnout, and 39 
measures were found for assessing the former variable. Jolly et al. (2020), in turn, 
with a more comprehensive focus on social support regardless of its relationship 
with other variables, found 112 instruments in studies published up to 2018. The 
high number disclosed by both reviews is worth of notice. It unveils a worrying 
pulverization in literature accompanied by low quality of many of these instru-
ments. Taken together, these findings disclose how advances in the field are still 
limited and how studies in the area frequently end up replicating problems of theo-
retical and methodological origin that hinder a broader understanding of the theme.

Considering those peculiarities and the relevance of the debate, this text is based 
on the database made available as a supplement to the text by Jolly et al. (2020). The 
database systematically reviewed the scales used in empirical studies published in 
the last 40 years in peer-reviewed journals that had social support at work as vari-
able of interest. From 1978 to 2018, that database recorded 198 empirical articles 
reviewed measuring social support at work. Considering that time interval, the 
authors were able to disclose an overview of the most widely used scales to measure 
social support at work, as well as those that somehow reflect the universe of main 
measures of social support adopted by literature in recent decades. Despite the 
diversity of measures, one third of all production was related to three scales that will 
be presented below. Generally speaking, these instruments point to a common way 
of measuring social support at work. Limitations regard the operationalization of 
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the construct and a wide range of versions resulting from adaptations that hinders 
integrating knowledge in the field and that clearly points out the need for new 
proposals.

According to Jolly et al. (2020), the most widely used scale in the literature on 
social support at work was developed by Caplan et al. (1975). The instrument was 
found in 27 studies, with 7 different adaptations of the original version. The mea-
sure, when considered in its integral form and with no adaptations, addresses the 
perception of social support from three sources: (1) immediate supervisor, (2) other 
people at work, and (3) friends, spouse, and family members. Each of these sources 
gave rise to the following items: (a) “how much people at workplace change their 
routine in order to make your work easier”; (b) “how easy it is to talk to those peo-
ple”; (c) “how reliable these people are when work becomes difficult”; and, finally, 
(d) “to what extent these people are willing to listen to your personal problems.” 
The measure reliability evaluated by Cronbach’s alpha since its original study and 
in its different adaptations varied from the lowest alpha plateau equal to 0.73 (Varma 
et al., 2011) to alpha 0.95 (Sargent & Terry, 2000), indicating good internal consis-
tency of the scale.

However, despite these good indicators of reliability, Caplan et al. (1975) mea-
sure clearly fails to capture some of the relevant characteristics to operationalize 
social support, particularly regarding its nature/form, type/content, source, and 
direction. A first example is related to how vague such items are by not specifying 
whether the support identified is related to instrumental or emotional resources, 
making that source of information to be confused, adding important noise to the 
assessment. In specific contexts, such as those with complex demands at the work-
place, the provision of instrumental support to perform a task, if not accompanied 
by emotional support, is likely to echo on the health and well-being of the worker, 
just like the opposite scenario in which emotional support is not accompanied by 
instrumental support (Moeller & Chung-Yan, 2013).

Likewise, another relevant aspect that remains unclear is whether the perceived 
willingness to use such resources is being assessed or whether items actually refer 
to the observed behaviors, considering their frequency or concrete relevance. An 
additional pertinent aspect pointed out in this review and evidenced by the database 
analysis with the many applications of this instrument is related to its use as a way 
to evaluate general social support. This use considers that multiple sources of sup-
port when combined would allow measuring general social support at work, either 
by adding sources specifically related to work such as support from coworkers and 
supervisor, or as a general source, considering the role of external support to work. 
This would lead inferences about the phenomenon itself or even inferences about 
associated phenomena to be damaged by the low specificity of the measure. 
Although social support from internal and external sources to the workplace may 
jointly influence variables of interest in the field, it is considered that merging them 
in a measure based on a global indicator would impoverish information on the phe-
nomena under investigation that could be extracted from the research.

The second most used instrument in the aforementioned literature review was the 
Survey of Organizational Support (SPOS; Eisenberger et  al., 1986). It was 
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originally aimed at assessing organizational support, but was adapted to the inter-
personal context, emphasizing perceived aspects of the relationship between 
coworkers and supervisors. The SPOS was used in 25 studies comprised by the 
review, and, among these, 13 different versions of this measure were identified, 
resulting from adaptations that ranged from number of items to more extensive ele-
ments such as reformulation of some items. This observation is in consonance with 
what was identified in relation to Caplan’s measure. Moreover, it denotes the exist-
ing variability even when a single instrument is considered in the analysis. It is a 
factor that greatly contributes to the difficulty of comparing social support among 
different studies, even when analytical interest is within the specific domain of 
a scale.

Based on this consideration, specifically for this instrument, the most frequent 
version and the one that better characterizes how most of versions are constructed is 
that defined as the eight-item short version (Jolly et al., 2020). This version refers to 
social support based on emotional support, consistent with the theory of organiza-
tional support (Eisenberger et al., 1986). An example of a typical item in this ver-
sion is “My supervisor actually cares about my well-being,” and a second one would 
be “My supervisor is proud of my accomplishments at work.” As can be observed, 
these items are in line with a model that is operationalized based on the social 
exchange theory focusing on how individuals rule the flow of social support with 
others (Cropanzano & Mitchell, 2005).

It is worth noting that the full 36-item version captures aspects related to instru-
mental support, deviating from an emotional support-based approach. That emo-
tional support prevails in the brief eight-item version, as evidenced by the item “My 
supervisor would meet my request for a change in my working conditions if the 
request was reasonable.” Jolly et al. (2020) point out throughout the review how the 
application of the different versions of this instrument and consequent interpretation 
through different theoretical perspectives ends up bringing an additional challenge 
for understanding the phenomenon. Still, one can identify versions of the instru-
ment with reliability values ranging from 0.93 (Lee & Ashforth, 1993) to 0.81 (Park 
& Jang, 2017).

The third most reported instrument was the Job Content Questionnaire (JCQ; 
Karasek et al., 1998), found in 12 studies, with 6 different adaptations. The scale’s 
reliability indicators ranged from its lowest plateau 0.75 (Berkman et al., 2010) to 
higher levels, reaching 0.89 in the study by Samad et al. (2015). The scale, while 
also addressing other job characteristics, includes four important facets for measur-
ing social support: two covering socioemotional support (one from coworkers and 
one from the supervisor) plus two more facets referring to instrumental support (one 
from coworkers and one from the supervisor). One example item is “My supervisor 
is worried about me” and another “My coworkers help me.” Comparing the JCQ to 
Caplan’s instrument, this scale is clearer regarding the source and type of support. 
Nonetheless, it is not as clear regarding how this support is expressed. This is some-
thing also found in the previous scales and that characterizes a great deal of the 
instruments for assessing social support. The distinction between perceived avail-
ability of support and observed support behaviors is, however, a crucial point, 

E. M. B. de Amorim-Ribeiro et al.



231

considering aspects related not only to perception but to the dynamics of interac-
tions themselves.

In order to update the findings presented so far, we chose to replicate the strategy 
of Jolly et al. (2020) for the last 3 years, reviewing the literature published between 
the years 2018 to 2020 on social support in the context of work, as the specific focus 
on the instruments designed to measure the phenomenon. The initial search strategy 
returned 364 analyses that included the term work-related social support. After 
removing duplicates, 209 were selected that indicated to measure some component 
related to social support at work. After analysis of all the full texts, 94 instruments 
were found measuring the referred construct in different ways. The analysis of the 
three most frequently used instruments showed that they represented more than one 
third of all the production, totaling 42%. Among these, the most frequently used 
instrument in literature is the JCQ (n = 59) and the least used is the SPOS (n = 9), 
which used to be ranked second in the past. In this update, the Copenhagen 
Psychosocial Questionnaire (COPSOQ, Kristensen et  al., 2005) appears and, 
although being the most recent of the three, it is now ranked second among the most 
frequently cited instruments (n = 19).

The COPSOQ scale assesses psychosocial risk factors at work and exposure to 
them. The instrument currently presents three versions developed from an interna-
tional network, counting with validated versions in several countries around the 
world (Burr et al., 2019). It was conceptually designed to include the major dimen-
sions predicted to be relevant to psychosocial theories of work (including the Job-
Strain, Demand-Control-Support, and Effort-Reward-Imbalance models). Reported 
reliability indicators ranged from its lowest plateau at 0.70 (San Lin et al., 2018) to 
higher levels reaching 0.90 (Heinrichs et  al., 2019). The full scale includes two 
facets for assessing social support: one in relation to coworkers’ evaluation and one 
from the immediate superior’s. Both scales assess how often the person is listened 
to or how often they receive assistance from this source. An example item is “How 
often do you get help and support from your colleagues?” and another would be 
“How often is your immediate superior willing to listen to your work-related prob-
lems?” Like the JCQ, this instrument presents a clearer source regarding support, 
and part of items seems to pursue a distinction between perceived availability of 
support and observed supportive behaviors. However, it still fails in making the 
dynamics of these interactions more evident.

The set of issues identified in measurement practices in the context of social sup-
port regarding form/nature, source, type, and direction of social support regards 
relevant aspects to measurement and for conclusions to be drawn from it. Therefore, 
it demands a more attentive approach to these aspects in literature. Another note-
worthy aspect is the number of adaptations made to instruments, hindering consid-
erations about replication and consistency of results over time. As a way to remedy 
these problems, Jolly et al. (2020) suggest researchers to always clearly justify the 
election of a specific measure of social support. To that, they should focus before-
hand on how suitable the measure is, looking for the rationale for its use among 
conceptual rather than just psychometric aspects. Taking this suggestion into 
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account, next we will analyze the contributions of the SNA as an alternative mea-
sure for assessing social support at work.

10.4  �Social Network Analysis (SNA) to Understand Social 
Support at Work

This section aims to discuss potential uses of the social network analysis paradigm 
and tools to understand social support in the work context. General theoretical 
assertions are presented, and basic readings are indicated for readers to understand 
the specific measures of SNA.  In the following, we describe studies that assess 
SNA-oriented social support at work. At the end of this section, we consider to what 
extent mapping workers’ interaction networks can contribute to understanding the 
emergence or absence of social support at work.

A social network is defined as a set of players and the interaction patterns estab-
lished by them. Social network analysis (SNA) is a scientific paradigm as it encom-
passes theories, methods, and an empirical corpus oriented toward understanding 
the dynamics of interaction among actors, the nature of their links, and the social 
structures constituting these interactions. It emphasizes the processes of players’ 
insertion into associative spheres and how these insertions allow for more or less 
functional designs in the face of the concrete distribution of resources among differ-
ent levels of the social fabric. In this light, social behavior is understood as a simul-
taneous consequence of both the possession of attributes and norms and the 
individual’s involvement in the structure of social relations (Marin & Wellman, 2011).

Field theories define network as a space for the provision of resources that may 
be split into arrangements capable of preventing those resources from being 
unequally appropriated. In addition to resource coordination mechanisms, conta-
gion mechanisms imply the idea that players are contaminated through flows mov-
ing through links. In the last mechanism proposed, that of adaptation, nodes respond 
to a contingent of environmental circumstances, such as sharing the same links with 
other nodes (Borgatti et al., 2018).

Thus, when research is developed in light of the SNA, the implicit premise is that 
relationships are the unit of analysis. Measures of networks evaluate distances, 
accesses, or obstacles resulting from how paths between players are set up, redun-
dancies in connections, or gaps in relationships. Assessing how these paths are dis-
tributed in the network provides information about “who” players are, i.e., their 
positions and roles in the network (Scott & Carrington, 2011). Multilevel in nature, 
the SNA offers a wide range of interdependent measures at the macro-, meso-, and 
microlevels of the network that can be used to investigate a set of links. Measures at 
the macro level express characteristics of the broader social structure. Density and 
overall centralization are commonly used macro measures. The first informs about 
the ratio of existing links in relation to the possible ones. The second informs about 
the degree to which there are players centralizing the ratio of links in the network. 
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The meso-level measures, on the other hand, refer to the metrics of subgroups and 
can inform, for example, about the degree of cohesion and endogeneity present in 
these subgroups. Finally, the microlevel metrics inform about how much the player 
have cited or been cited, how close they are to influential players, or even how much 
they are bridges between others. To learn more about theoretical assertions and 
measures in social network analysis, we recommend reading the Handbook of 
Social Network Analysis, organized by Scott and Carrington (2011).

Research conducted by Zagenczyk et al. (2010) assessed the relationship between 
workers’ informal social network structure and perceptions of organizational sup-
port (POS). The main argument of the study is centered on the idea that perceptions 
of organizational support are not due exclusively to individual evaluations of 
resources offered by the organization but by the social context. This social context 
was expressed by the web of interactions of counseling, friendship, and workflows 
among 183 workers in a medium-sized feed industry. The study associated mea-
sures of perceived organizational support with measures of networks, primarily 
those relating to cohesive subgroups and structural equivalence positions. Results 
indicated positive associations between counseling (but not friendship) links and 
similarity in perceived organizational support (POS) (= 0.10, p < 0.05); structural 
equivalence positions of friendship and counseling networks also positively associ-
ated with POS (= 0.16, p < 0.05). The authors point out the importance of paying 
attention not only to the consequences of perceptions on organizational support but 
also to antecedents that influence the process of building these beliefs that within 
the realm of social processes integrated with psychological ones. As a future agenda, 
the authors suggest studies that take into account one-way links, emphasize rela-
tionships established with emphasis on seeking counseling, and include relation-
ships external to the workplace (friends and family).

Kowalewski and Ruschoff (2019) developed a study in SNA approaching the 
role of the variables work engagement and exhaustion on the worker’s health. Social 
support, coming from friendship links and interaction with supervisors, is consid-
ered not only as a predictor of low levels of exhaustion and higher levels of engage-
ment but mainly as a work resource. Ninety nurses belonging to four teams in a 
general hospital participated in the study. The links needed to perform the work, 
named the instrumental network and friendship links setting up the expressive net-
work, were mapped. The Copenhagen Psychosocial Questionnaire, the Utrecht 
Burnout Scale, and the Utrecht Work Engagement Scale were applied jointly with 
this mapping. Associations were found between engagement and friend’s links. The 
authors associated this finding with the degree of social support provided by the 
links. Among those who mentioned many colleagues, association was in the oppo-
site direction. To explain this apparent contradiction, authors interpret it as a struc-
tural dependency, associated with the non-reciprocity of the links and an attempt to 
compensate for low work engagement through expansion of friendship links. The 
instrumental network showed no association with engagement or burnout data. The 
pattern of different association between links surveyed draws attention and led 
authors to question whether instrumental links are part of social support or only the 
friendship links.
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A study on the power of social support for teachers in their first year of profes-
sional activity was conducted by Thomas et al. (2019). The choice of the network 
approach to understand support for beginning teachers is justified because this is an 
approach that allows for more refined analysis of the phenomenon regarding its 
presence or absence, frequency, usefulness, and scope of relationships. A total of 
446 teachers, mostly women, participated in the study. A questionnaire was applied 
with information about the career, key factors of retention in the activity, and three 
types of egocentric support networks, namely, professional, emotional, and social. 
Data on frequency of interaction and use of support were also collected. The authors 
used measures of homogeneity (degree of similarity between the participant and 
others) and homophily (tendency to relate to similar players) regarding experience 
and gender. In addition, the variables job satisfaction, intrinsic motivation, and self-
efficacy were measured using scales. The quality of support relationships evaluated 
through degree of instrumentality showed positive association with the aforemen-
tioned variables, what did not occur with data on frequency of relationships. Among 
the types of support studied, social support best explained the variability of intrinsic 
motivation. Social support and professional support better explained job satisfac-
tion, to the detriment of emotional support. The authors conclude by emphasizing 
how the evidence on the role of social support in teacher retention should encourage 
interventions at management level oriented to create collaborative spaces among 
these professionals, making up cohesive teams with long-lasting relationships 
(Thomas et al., 2019).

A survey conducted by Amorim-Ribeiro et al. (in press) evaluated the role of 
informal social networks in the well-being of workers in organizations undergoing 
change. The study included 151 professionals belonging to a road transportation 
holding company. These professionals answered the scale of well-being at work and 
the network mapping questionnaire, generated based on the instruction: name the 
coworkers (including managers) with whom you get in touch to find out information 
about change. This consignment characterizes the establishment of a link in search 
of informational support, in this case, the information about the change. In the study, 
explanatory models were tested for each of the three factors that make up well-
being at work: fulfillment, positive affect, and negative affect.

Results indicated that increase in well-being at work was associated with prox-
imity of central players (eigenvector centrality), that is, those workers connected to 
coworkers who provide the most support through the sharing of information about 
change. Furthermore, being part of a subgroup with high degree of cohesion, indi-
cated by the clustering coefficient, could predict the increase of the fulfillment fac-
tor in the network. For the network mapped, a cohesive subgroup represents high 
reciprocity in information exchanges, i.e., players belonging to this cohesive group 
provide and receive support in similar proportions.

The results expressed in this study regarding support-providing workers are note-
worthy. The need to expand information about provision of social support is an 
important gap pointed out in the literature of the area (Jolly et al., 2020). The study 
indicated reduced well-being at work for players who bridged two subgroups. In the 
context of the study on seeking information in organizational change processes, 
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bridging is likely to have implied high burden associated not only with the fre-
quency of information seeking, but with managing ambivalent attitudes and beliefs 
in the face of change.

Another example of a study using SNA evaluated the role of social support as a 
protective factor against the occurrence of vicarious trauma in professionals assist-
ing victims of sexual violence (Cunha, 2021). The survey was a case study of the 
interpersonal and inter-institutional networks established by a psychologist 
(Network A) and a social worker (Network B) as a function of their work with vic-
tims of sexual violence. Participants were chosen according to the degree of vicari-
ous trauma presented among 20 professionals, with the psychologist presenting the 
lowest level and the social worker the highest. Vicarious trauma refers to unfavor-
able consequences to the health of professionals resulting from empathic listening 
to victims of violence (McCann & Pearlman, 1990). Mapping employed the tone of 
an interview, and professionals could mention any person (friends, coworkers, fam-
ily members, etc.) or organization with which they had contact by virtue of their 
professional activity or content. For each interaction established, it was assigned the 
degree of contribution of that relationship toward solving the case and the quality of 
that relationship. Free comments and evaluations on reasons associated with the 
degree of contribution and quality of the relationship were encouraged. The type of 
network mapped was egocentric, as each professional identified the relationships 
established by them and characterized how players mentioned by them relate to 
each other.

The networks mapped by Cunha (2021) considerably differed in most of the 
indicators present at the three levels of analysis, as well as in the quality, nature, and 
dynamics of the relationships expressed in the reports that accompanied the map-
ping. Although similar in size, network A (associated with less vicarious trauma) 
had almost twice the density of network B (38% and 22%, respectively), as well as 
lower overall degree centralization (68% and 88%). At the meso-level, for example, 
network A shows integration between players belonging to different network niches 
(family, friendship, work, and self-care) and players who overlap these roles by 
being both coworkers and friends. A friend and coworker obtained high degree of 
betweeness centrality, which is related to lower degree of general centralization of 
network A and may indicate greater division of “load” in daily work, as it is a rela-
tionship that materializes both affective and technical support. In Network B, no 
relationships were found between subgroups, not even players playing friendship 
roles. The quality and contribution of the relationships present in network A were 
substantially better against those of network B, besides associating formal and 
informal contacts in counterpoint to the predominance of formal contacts in net-
work B. It is also worth mentioning the variety of institutional relationships present 
in network A, and the quality of relationship with management and the team, 
reported as sources of technical and affective support.

The studies described aimed to understand social support at work based on the 
links established between workers. By electing links as the central unit of analysis, 
they recognize theoretically and empirically the inherent imbrication between the 
micro (player)-, meso (subgroups)-, and macro (general network)-levels. Moreover, 
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they offer a wide range of options for the use of SNA in research on social support 
at work. Workers from several contexts have answered questions yielding networks 
of friendship or expressive, counseling, information, instrumental, and emotional, 
professional, and social support. Among the measures employed at the different 
levels there are: 1) density, size, and overall network centralization - macro-struc-
tural level; 2) structural equivalence; homogeneity; and homophily - meso level; 
and 3) degree centrality, betweenness centrality, and eigenvector centrality - micro 
level. As for the type of network mapped, both complete networks and egocentric 
networks were used. In general, we can say that the studies bring evidence that, 
beyond the contact with place that provide support, the place they occupy in the 
network and how they relate to each other may potentialize the emergence and con-
stant offering of social support.

10.5  �Contributions of SNA in the Understanding 
and Measurement of Social Support

The reflection on the existing measures of social support at work and the possible 
contributions of social network analysis in understanding the phenomenon slides 
toward reflections on the nature of the construct. Social support at work is usually 
defined as beliefs regarding the social support perceived by the worker at the work-
place. There seems to be a common tendency in the area of organizational behavior 
to circumscribe the definition and operationalization of the construct to the possi-
bilities of measuring it at the individual level. The very emphasis on perceived 
social support as the core of the investigation on social support at work may be 
overlapping with what is available both in terms of instruments and feasible research 
designs in terms of time and access to the field. In this sense, is social support the 
belief that social support exists, or what we are able to measure are the beliefs 
regarding access to that support?

As an essentially relational phenomenon, we can think that analyses at the level 
of the individual inform about beliefs related to social support. In this sense, and 
only in this sense, can we think of it as a phenomenon of psychological nature. It is 
unquestionable the relevance of studying the beliefs that individuals build about 
social support, conforming the perceived social support and its measurement at the 
microlevel. However, part of the existing limitations in the studies of this theme can 
be overcome with relational theoretical premises and measures compatible with 
these premises.

At first, we can think of network as the place, the space in which social support 
can be manifested. However, considering our tendency toward reasoning in the light 
of the individual or of the other with whom they relate, we need to make an effort to 
understand that support is either present or absent in the interaction between play-
ers. In addition to being the place where social support manifests itself, it is also in 
this structure arising from the network of relationships that the individual’s beliefs 
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about having or not social support at work are built, maintained, or extinguished. 
Far from putting an end to this complex range of issues concerning the nature, ori-
gin, and maintenance of social support at work, these reflections suggest to what 
extent we should consider them and cope not only with methodological but also 
with conceptual challenges inherent to the phenomenon of social support at work.

After unveiling these hard issues, the studies on social support anchored on the 
social network analysis approach bring contributions that can help to overcome 
problems and fill gaps related to this theme pointed out by the literature. In general, 
studies on social support at work anchored in the SNA contribute to understanding 
the phenomenon by showing how given interaction patterns can favor the emer-
gence of social support.

Considering some limitations imposed by the use of social support scales, map-
ping networks allows identifying the direction of relationships, makes clear the 
sources of support, and qualifies the support as to its intensity. For example, regard-
ing direction, the SNA allows researchers to identify the direction of relationships, 
making explicit in what social interactions support is given, received, or mutually 
exchanged. Likewise, in line with direction, the source of social support becomes 
clear, and it is possible to identify whether the player-provider plays a role of 
coworker, supervisor, subordinate, or even friend or family member. It is worth not-
ing that there is no standard network mapping. While there is potential for gathering 
and reviewing the aforementioned elements, the researcher’s outlines and strategies 
may vary, even limiting the potential volume of information and degree of potential 
data coordination.

Given the multitude of strategies for mapping interactions, we believe that some 
of these may offer more powerful data regarding the power of understanding the 
dynamics of social support. For example, considering the options of mapping a 
specific type of support or the relationships established in a broad way as a function 
of work, we believe the second option ensures the assessment of balance of forces 
of relationships that express social support jointly with non-supportive relation-
ships. In addition to this, the comprehensiveness of the term for relations inside and 
outside the workplace, as well as intra- and inter-institutional relations, although 
making the analysis complex, comes closer to the worker’s everyday dynamics. 
This follows a trend of studies in the scope of organizational behavior that reduces 
the dichotomy between the spheres through which workers move, considering their 
full life space.

A focus of analysis yet to be explored in the light of social support and its inter-
faces with organizational support is related to the nature of links in terms of their 
degree of formality. Future studies should explore aspects concerning the level of 
organizational support and social support underlying it, through experiments com-
paring the prescribed formal network and the informal social network. Objective 
similarities and discrepancies between these (measured by macro-, meso-, and 
micro-metrics) along with explanatory narratives elaborated by the network players 
themselves may contribute to understanding processes of formation, consolidation, 
and alteration of beliefs regarding organizational support. Besides that, efforts in 
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this sense would enable a diagnostic look to design interventions to build a structure 
of relationships at work more favorable to the emergence of social support.

The selection of the type of network to be mapped, whether complete networks 
or egocentric ones, also poses questions to explore about perceived and “real” social 
support. Complete network is built based on the quotes from a group of players 
delimited by a well-defined criterion (a specific team or department, or even every-
one in an organization). If link directions are considered, one can identify non-
reciprocal links suggesting difference in the expectations of exchanges between two 
players. It could be an indication of a search for support that is not mutual or not 
reciprocated. Is this type of mapping closer to the status of identifying “real” social 
support? Or put another way, would non-reciprocal links indicate discrepant beliefs 
from what “really” happens in the dynamics of relationships? Or are these not dis-
crepancies but indicative of a possible dynamic of relationships in which some 
people are support-seeking and others are support-providing? This debate can also 
be coupled with other hypotheses concerning the position of players as central pro-
viders, such as whether the presence of too many non-reciprocal relationships is 
responsible for states of attrition and overload.

The egocentric networks formed by the respondent, their direct connections, and, 
in turn, how they perceive relationships between the players they mentioned can be 
considered a perceived network. However, this is not to be confused with perceived 
social support measured by self-report instruments, because the interpretation about 
the degree of social support present in the egocentric network depends on the over-
all structure of interactions, the roles and positions occupied by the players. This is 
likely to point to the fact that the discussion on real and perceived support may be 
less relevant when support is located in the flow of relationships rather than on the 
individuals involved in such relationships.

The set of hypotheses and discussions raised here should be argued over time 
through a larger contingent of studies on social support at work, under the viewpoint 
of social network analysis. We believe that the increase of studies with longitudinal 
designs will favor the empirical testing of measurement concepts in social support. 
The effort to distinguish network-based antecedents of social support and to com-
pare its effects with other phenomena is a necessary step in the understanding of this 
phenomenon.
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Chapter 11
Organizational Effectiveness: A Critical 
Review of the Proposals 
for Conceptualization and Measurement 
of the Construct

Sinésio Gomide Júnior , Diogo Freitas Pereira Gomes, 
Susiley Correa Costa, and Áurea de Fátima Oliveira 

11.1  �Introduction

One of the main challenges of contemporary people management is the manage-
ment of human performance. The word performance is used in everyday language 
in diverse situations, such as in educational or sport institutions; however, it is per-
haps more common to hear it in the organizational context (Gomes, 2020). In gen-
eral, human performance in corporate environments is defined as the skills and 
knowledge applied in the work environment during the implementation of a task, as 
well as the commitment determined by the employee to behave efficiently, contrib-
uting to the achievement of organizational results through a conscious purpose or 
prior motivation (Bensassoli & Malvessi, 2013). For this reason, studies on job 
performance and the variables related to the construct have been developed for 
decades. The large number of publications on performance is certainly related to its 
importance within organizations that need the good performance of individuals to 
achieve their goals, to deliver products and services, and to gain a competitive 
advantage.

While human performance in organizations has received great attention in publi-
cations, notably those dealing with organizational behavior, the space dedicated to 
the performance of the organizations themselves is more limited. Conceptualized by 
organizational effectiveness, the global performance of corporations is traditionally 
associated with the degree to which an organization “achieves its goals”: an accom-
plishment that was one of the organizational effectiveness criteria most widely used 
by researchers (Gomide Jr. and Fernandes (2008)). This proposition considered the 
organization to be effective as long as it fulfills its proposed objectives. However, 
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with the emergence of systems theory, organizational effectiveness took on a new 
focus: organizations came to be seen as open systems in which effectiveness and the 
environment would be interconnected, that is, an organization would be effective if 
it were able to obtain the necessary resources from the external environment to carry 
out its activities and services (Harrison, 1994).

The literature has shown that organizational effectiveness is a complex construct, 
related to different domains of organizational activities, and that it involves multiple 
approaches or models. This variety of approaches and the lack of integration 
between theories seem to be due to the fact that the criteria that define organiza-
tional effectiveness are the result of individual values and preferences (value judg-
ments) or the fact that individuals evaluate effectiveness with the criteria that are 
available or easily identifiable by them.

From the 1980s, these various criteria of organizational effectiveness were 
brought together in different models or approaches, in an attempt to promote a 
greater integration of the literature on the construct (Jaffe, 1995; Nascimento and 
Gomide Jr., 2011) and favor its management (Gerasimov & Gerasimov, 2015). One 
of the most accepted models covers three groups of criteria or dimensions. The first 
is understood as the ability of the organization to achieve production goals in a 
given period of time, in terms of the proposed quantity and quality. The second 
refers to the internal state of the system, which concerns the organization’s internal 
processes – costs of production or services, human results, consensus and conflict, 
workflow and information, interpersonal relationships, and employee participation 
in decisions and adjustments – that facilitate the achievement of production goals. 
Finally, there is the group of dimensions that deal with the adaptation and position-
ing of resources that would indicate the organization’s ability to strategically man-
age its elements (material and human) in order to adapt to the demands of the 
external environment. This last group includes criteria related to legitimacy, com-
petitiveness and strategic position, impact on the environment, adaptation, and 
innovation.

With regard to the issue of measuring organizational effectiveness, international 
studies have focused on two aspects. In the first, the instruments were guided by the 
grouping of four dimensions of effectiveness: social, economic, systemic, and polit-
ical (Cameron, 1986). The social dimension comprised the value of an organiza-
tion’s human resources and encompassed four criteria: morale, income, development, 
and the mobilization of employees. The economic dimension referred to the notion 
of productivity and was expressed by the relationship between quality and quantity 
of production and the resources used to achieve it, encompassing the criteria of 
internal economy and productivity. The systemic dimension reflected the degree of 
stability and growth of the organization, with the financial performance criteria 
being the most used. The political dimension, in turn, concerned the reputation of 
the organization and the relationships it maintains with groups of investors, part-
ners, customers, and regulatory bodies in order to guarantee their support. The sec-
ond aspect suggested that effectiveness was a construct consisting basically of three 
dimensions: socio-technical orientation, market orientation, and economic-financial 
or competitive orientation. The first dimension corresponded to the management 
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and economic and social viability of the organizational system. The second dimen-
sion focused on product quality and external customer satisfaction. Finally, the third 
dimension was associated with the competitiveness of the organizational system, 
focusing on maintaining and acquiring market advantage.

In Brazil, the measures were also preferably guided by two aspects. In the first, 
the concept of organizational health was explored (Gomide Jr., Moura, Cunha, & 
Sousa, 1999). In this aspect, the measures were composed of two dimensions: orga-
nizational policies to promote worker health and the organization’s capacity to man-
age all its internal components, to adapt, develop, and present a favorable external 
image, maximizing its positive impacts on the market. The second aspect explored 
the classic effectiveness models and was guided by two dimensions: the organiza-
tion’s ability to achieve production goals in a given period of time, in terms of the 
proposed quantity and quality, and its capacity for human and strategic planning 
(Gomide Jr. & Fernandes, 2008).

Accordingly, this chapter aims to examine international and Brazilian literature 
on the theoretical/conceptual development and empirical investigations related to 
the organizational effectiveness construct, also focusing on measurement models. 
To achieve this, the chapter is structured in four sections. The first discusses the 
concept of human performance and its relationship with organizational perfor-
mance. In this section, a historical retrospective on the concept of effectiveness is 
discussed. The second section discusses the evolution of the concept of effective-
ness that started in the 1970s and continues today. The following sections present 
the instruments for measuring effectiveness found in Brazilian and international 
literature and a critical analysis of them.

11.2  �Human Performance and Organizational Performance: 
Historical Retrospective of the Effectiveness Concept

The contemporary corporate environment presents new challenges, leading organi-
zations to seek ways to deal with the growing competitiveness, with their survival 
depending on achieving performance above the market average, this being one of 
the main challenges of contemporary corporate management (Gomes, 2020). 
Organizations, when concerned with the achievement of organizational goals, con-
sider the performance of individuals as a basis for management decisions for reward/
punishment procedures and alignment of employee-organization expectations, in 
obtaining the desired organizational results (Vaz, 2013). The performance of an 
organization is consolidated through the results achieved by it, in a certain period of 
time, where the evaluation occurs through quantifiable criteria (called indicators), 
the functions of which would indicate a desirable stage of development for the com-
pany. The actions of people at work contribute to the generation of results, which 
collaborate for the organization to achieve certain objectives and, then, generate 
value (Bensassoli & Malvessi, 2013). From this perspective, the authors define job 
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performance as “behaviors or actions that are relevant to the organization’s objec-
tives and that can be measured in terms of the level of proficiency (or contribution 
to the objectives) that is represented by a particular action or set of actions.” The 
authors emphasize that, when defining performance, it is important to differentiate 
it from other concepts such as results, efficiency, and productivity (Fig. 11.1).

Bensassoli and Malvessi (2013) stated that the result is a concept different from 
performance, this being defined as states or conditions of people or things that are 
changed through performance and, consequently, collaborate or not to achieve the 
institutional objectives. In other words, the results are products of the performance. 
Unlike performance, which is regulated by psychosocial, cognitive, and affective 
aspects, the result is influenced by broader factors, such as fluctuations in input sup-
ply, consumer demand, economic crisis, and technological innovations. Efficiency 
refers to the evaluation of the performance result, based on and determined by the 
standards and criteria by which the results will be evaluated (e.g., production time, 
quality of services, and number of errors or defects). As with the result, efficiency is 
also influenced by other factors that are often beyond the individual’s control.

Finally, according to Bensassoli and Malvessi (2013), productivity refers to the 
relationship between what is produced as a result and everything that enters the 
production process as an input, being the efficiency ratio and the costs of the inputs 
used in the generation of results process.

Organizations, sensitive to numerous pressures, seek criteria that guide the inter-
ventions necessary to achieve the desired objectives, seeking the best results. 
Therefore, obtaining valid indicators for measuring the achievement of objectives 
would seem simple if there were no other implications in the conceptual history of 
organizational effectiveness.

According to Gomide Jr., Fernandes, and Moraes (2008), when setting parame-
ters of effectiveness for an organization, issues such as values, decision-making 

Performance Behavior or actions guided by the intention of 
transforming reality.
Focus on the process of performance production.

Results Consequences of the behavior or actions.
Changes caused in the environment, things or people.

Efficiency Evaluation of performance    results based on certain 
standards or criteria.

Productivity Ratio between the efficiency and the costs of the inputs 
used in the process of generating results (effectiveness).
Relationship between what is produced as a result 
(outputs) and everything that is used in the production 
process (inputs).

Fig. 11.1  Conceptual distinctions between performance, results, efficiency, and productivity. 
(Elaborated by the authors based on Bensassoli and Malvessi (2013))
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processes, and normal operations would be criteria commonly used in its conceptual 
definition. Also according to the authors, organizational effectiveness is a complex 
concept within the theory of organizations and includes a myriad of approaches.

In 1948, Selznick published one of the first studies on the criteria used in the 
conceptualization of organizational effectiveness, based on economic-financial 
indicators, such as the human quality of the organization and its adaptation to the 
environment. The basis of the proposal was the relationship between human behav-
ior and a presumably fixed system of needs (economic organization/results) that 
would be considered to have basic needs, related to their subsistence. The organiza-
tion, by developing means of self-defense for survival, would be effective. 
Effectiveness would then be defined as the daily defense in achieving this survival 
(Selznick, 1948). There would be five criteria of effectiveness: the security of the 
organization as a whole in relation to the social forces of its environment, the stabil-
ity of lines of authority and communication, the stability of informal relations within 
the organization, the continuity of the policy and its sources, and, finally, homoge-
neity in the internal vision regarding the meaning and role of the organization (eco-
nomic and human).

Parsons (1956) conceptualized effectiveness, based on the reasoning that organi-
zations differ in relation to the scope of their strategies and that they can be differ-
entiated analytically in terms of goal orientation.

Georgopoulos and Tannembaum, in 1957, reported the existence of a general 
tendency in the literature to accept productivity, profitability, the extent to which the 
organization performs its various missions, the success of the organization in main-
taining or expanding, and, to a lesser extent, morale, commitment to the organiza-
tion, staff turnover, absenteeism, and member satisfaction as criteria of organizational 
effectiveness. Some criteria of effectiveness were, however, criticized for not refer-
ring to the nature of the system itself, that is, they were the result or products of the 
organizational system. In order to circumvent these criticisms, Georgopoulos and 
Tannenbaum (1957) proposed the definition of organizational effectiveness with a 
focus on the path that the organization should follow in order to achieve these 
objectives.

The authors covered the concept of organizational effectiveness of (1) productiv-
ity, (2) internal organizational tension (verified in the incidence of tension and con-
flict between subgroups of the organization), and (3) organizational flexibility, 
defined as the ability to adjust to external or internal changes. That is, considering 
the organization as a social system, the authors defined organizational effectiveness 
as the extent to which an organization achieves its results without exhausting its 
means and resources or generating tension among the participating groups.

In 1958, Likert proposed the “multiple objective criterion” based on the hypoth-
esis that organizations have more than one objective and the interaction of these 
objectives will produce a different scheme of values in different organizations, 
which would define effectiveness. The author stated that few organizations obtained 
a measure that would reflect the quality and capacity of their human resources. This 
was due to the shadow of traditional theory, which tended to neglect the human 
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variables and motivation, and to the progress, at that time, of social science, regard-
ing measures of this type.

In the 1960s, the concept of organizational effectiveness was conceived, primar-
ily, through dependence on resources. Burns and Stalker (1961) define it as the level 
of adaptation of the organization to the environment and the comparison of the 
results obtained with the objectives set by the organization. Seashore (1962) does 
this by defining an effective organization as one that aims to store, transform, 
manipulate, and interpret information. Effectiveness would then be the achievement 
of goals or progress toward achieving those goals.

Argyris (1964), in turn, states that effectiveness is based on the problem of inte-
gration between the individual and the organization, when both must think about 
profit and seek balance that provides satisfaction in their relationships. The organi-
zation, therefore, would focus on three core activities to achieve its effectiveness: 
the organization manages to (1) achieve its internal objectives, (2) maintain its inter-
nal system, and (3) adapt to its external environment. Relating the three principles, 
the author states that organizations increase their effectiveness by constantly per-
forming these three core activities, increasing their level of involvement with the 
environment and decreasing energy inputs.

Schein, in 1965, sought a definition of organizational effectiveness in terms of 
criteria at the systemic level due to the numerous organizational objectives and the 
unpredictability of the environment in which the organization is inserted. He then 
proposed that organizational effectiveness would be the organization’s ability to 
survive, adapt, maintain, and grow, regardless of the particular functions performed.

For Schein (1965), the term effectiveness refers to the speed in reaching the orga-
nizational objectives, which, like any human system, would be varied. Progress 
toward objectives can be measured, and this measure has generally been defined as 
organizational effectiveness, understood from the identification of the objectives 
measured by the variations in the means used to arrive at the final results of the 
organization. The author (Schein, 1965) states that two factors undermined these 
evaluation criteria: (1) the fact that rational organizations behave in ways that seem 
inefficient if the sole and exclusive criterion is to increase profits or productivity and 
(2) real organizations have multiple functions and varied objectives and some of 
these objectives may come into conflict with each other. The attempt to resolve this 
dilemma was to define organizational effectiveness in terms of criteria at the sys-
temic level, recognizing that each system has numerous functions and objectives 
and that it exists within an environment that provides unpredictable inputs. The 
author expands his definition of organizational effectiveness, conceiving it as the 
system’s capacity to survive, to adapt, and to maintain and grow, regardless of the 
particular functions it performs.

In 1966, Bennis reported that, in studies on effectiveness, there have been two 
types of conceptualizations: (1) those that deal with some index of organizational 
functioning such as profit, cost, productivity rate, or individual production and (2) 
those related to human resources, such as morale, motivation, mental health, work 
commitment, rapport, or attitudes toward with the employer or the company.
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Organizations differ in relation to their objectives and that these can be differen-
tiated analytically in terms of result orientation. However, according to the author, 
it is necessary to have the definition of valid criteria to measure the effectiveness of 
each type of organization to which they refer.

Bennis (1966) also criticized the inadequacies of the previous models of effec-
tiveness that provided static evidence of some production characteristics without 
clarification about the process through which the organization seeks, adapts, and 
solves its changing objectives. It would be necessary to simultaneously focus on 
production, changes, and people (Bennis, 1966).

Another important definition of organizational effectiveness starts from the con-
cept of organization as an open and dynamic system (Katz & Kahn, 1966) depen-
dent on its environment for the absorption of its products or services and for the 
necessary supply of inputs for its processes and transformations. For the authors 
(Katz & Kahn, 1966), organizations survive only as long as they are able to maintain 
the processing of information and energy necessary for their growth. Organizational 
effectiveness would then be related to the organization’s growth and survivability.

The authors considered effectiveness as the extent to which all forms of income 
for the organization are maximized, which would be determined by a combination 
of the organization’s success and its ability to obtain the inputs it needs under advan-
tageous conditions, increasing its successes as a viable system, seeking its growth 
and survival (Katz & Kahn, 1966).

In the 1970s, within the perspective of the organization as an open system, some 
authors focused on subsystems and no longer the exchange with the environment. 
Goodman and Pennings (1977) stated that the organization is effective if the require-
ments that make up each subsystem are met; Kanter (1977) defined effectiveness as 
a “political field,” a place where each sector will defend its own criteria as being the 
most reliable to achieve the results; Steers and Spencer (1977) proposed the adop-
tion of a multidimensional approach where flexibility, productivity, job satisfaction, 
and profitability would be supported by the optimization of the objectives, by the 
understanding of the employees’ perception of the organization and by the emphasis 
on human behavior. Fulfilling these criteria, the organization would be effective. 
Pfeffer and Salancik (1978) proposed that organizations become effective when 
they have interdependence among the resources and respond to the needs of the 
groups that control these resources.

In the 1980s, the authors turned their attention to the conceptualization of effec-
tiveness summarized in models that emphasized how to survive, despite the scarcity 
of resources, also involving the figure of the leader/supervisor. Weick and Daft 
(1983) stated that organizational effectiveness depends on the ability of managers to 
interpret and understand indices (messages) provided by workers and the organiza-
tional environment in which they perform their tasks, as well as on the acumen to 
detect and recognize the limits of their actions.

Quinn and Rohrbaugh (1983) proposed four models of measures/criteria for 
organizational effectiveness: human relations, open system, internal process, and 
rational goal. The first model of Quinn and Rohrbaugh (1983) is that of human rela-
tions (internal focus), directed toward the development of human resources. The 
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second model refers to growth goals, resource acquisition, and external support 
(open system). The third model proposes information management and communi-
cation seeking stability and process control. The final model is the rational goal 
(external focus), implemented through planning and seeking productivity aiming 
for the achievement of the organizational objectives.

Cameron (1986) conceptualized organizational effectiveness as productivity and 
organizational success, recognizing the presence of value judgments for the concept 
of effectiveness, with the judgments, directly or indirectly, affected by the 
organization.

Beginning in the 1990s, new authors proposed further investigations regarding 
the organizational effectiveness construct, although they recognized the difficulty in 
defining it in a way that is universally accepted, recognized, and used in any type of 
organization.

Ostroff and Schmitt (1993) highlighted that organizations operate in multiple 
domains and can perform well only in a limited number of them. This multidimen-
sional view of performance implies that there would be different patterns or con-
figurations of relationships between organizational performance and its determinants. 
The authors suggested that researchers should seek an internally consistent configu-
ration of organizational attributes relevant to different domains of organizational 
performance.

Harrison (1994) defined organizational effectiveness as the ability of the organi-
zation to achieve production goals, to manage the processes related to the human 
and material resources available to achieve the production goals and to manage its 
internal resources in order to adapt to external influences. The author highlighted 
the following criteria for organizational effectiveness: (a) Production Goals 
(achievement of objectives, quantity, and quality of results), (b) Internal State of the 
System (costs of production or services (efficiency), human results (employee satis-
faction, motivation, low absenteeism, and turnover), consensus/conflict, informa-
tion flow, interpersonal relationships, and employee participation), and (c) 
Adaptation and Positioning of Resources (quantity and quality of resources, legiti-
macy, competitiveness, impact on the environment, adaptability, innovation, and 
integration or fit among organizational systems) (Harrison, 1994). The author also 
emphasized that the Internal State of the System can contribute to the achievement 
of the organization’s objectives, and its criteria can be indicators of a more global 
state, which he called “organizational health.”

Lusthaus et al. (2002) reported that organizational effectiveness can be defined 
as the extent to which an organization is able to achieve its goals. The authors high-
lighted the lack of standardized instruments in the literature capable of evaluating 
effectiveness due to the various definitions and dimensions proposed and that there 
is no common instrument to evaluate all organizations in a standard way. For this it 
would be necessary to comprehend the dynamic yet stable strategic objectives of the 
organization. Lusthaus et al. (2002) stated that an evolution of the conceptualization 
of effectiveness would be the influence of the external environment on the organiza-
tion, which directly affects its dynamics of adapting to external or internal changes.
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In 2007, organizational effectiveness was defined by Fernandes, Barale, Santos, 
Costa, and Gomide Jr. as the capacity of organizations to fulfill their mission, 
achieve their objectives, and adapt to changes in the environment. According to the 
authors, this definition is consistent with the conceptual models presented by the 
international literature that propose, as criteria of effectiveness, the analysis of inter-
nal procedures (harmony of interpersonal relationships, consensual establishment 
of production goals, and investments in employee training) and the analysis of orga-
nizational impacts on the surrounding environment (quality of production, customer 
satisfaction, and environmental impact).

The works that followed over the next decade seem to have opted for diversifica-
tion in the conceptualization of the effectiveness of organizations, sometimes adopt-
ing a set of indicators of achievement of objectives as definitions and sometimes 
multidimensional definitions.

In the first case, Gerasimov and Gerasimov (2015) adopted the concept of “orga-
nizational development” as a criterion for effectiveness. According to the authors, 
an organization would be successful if it responded to the contemporary challenges 
demanded by market trends. They proposed a model composed of numerous criteria 
that would make up the notion of development, including the managerial practices, 
adequate choice of technologies, development of new products, adequate planning 
of the workforce, and satisfaction of the organizational actors involved. In 2016, 
Gogan, Artene, Sarca, and Draghici defined organizational performance linked not 
to macroeconomic policies or financial statements but to technological progress, 
innovation and quality of human resources, and the influence of investment in 
knowledge (education and research). The authors argue that organizational perfor-
mance requires the proper management of knowledge and what they call “intellec-
tual capital”; management aimed at all areas of organizational performance, such as 
market share. Subramony et al. (2018) postulated that organizational effectiveness 
is linked, solely, to its final objective (e.g., sales) measured by financial statements 
that would describe the organizational performance of a given period when com-
pared to previous performances. An organization would be effective when its finan-
cial balance was positive.

Shanker, Bhanugopan, van der Heijden, and Farrel are among the authors that 
adopted a multidimensional definition of effectiveness conceptualizing, in 2017, 
effectiveness as composed of two dimensions measured through the perception of 
managers. The first is related to operational performance (customer satisfaction) 
and the second to market performance (market share). El-Kassar and Singh (2017) 
considered organizational effectiveness to be composed of three dimensions mea-
sured through the perception of the organization’s employees: environmental per-
formance (reduction of gas emissions in the environment and decrease in fuel 
consumption), competitive advantages (quality of the products or services and 
costs), and organizational performance (increase in market position and increase in 
production). In turn, Rehman et  al. (2019) conceptualized effectiveness as the 
achievement of organizational objectives in three areas: market share, financial per-
formance, and return (satisfaction) of stakeholders.
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The breadth of the conceptualizations of effectiveness has, since the 1960s and 
1970s, led to attempts at conceptual unification and, simultaneously, the search for 
more comprehensive definitions of the construct that would not only involve the 
financial or market performance of the construct. With the advent of the systemic 
view of organizations, the proposals that originated conceptualized effectiveness 
with dimensions related to internal and external aspects of the organizations: the 
internal being linked to health promotion policies and the training of employees and 
the external to the organization’s ability to adapt to environmental demands and 
project a positive image in the marketplace. The next section will discuss these 
attempts.

11.3  �Evolution of the Concept 
of Organizational Effectiveness

Considering the diversity of criteria and definitions of organizational effectiveness, 
Bennis (1962, 1966), Fordyce and Weil (1971), and Mello (1978) tried to resolve 
these divergences, through the transposition of the criteria for the development and 
renewal of open systems.

Bennis (1962) stated that the conceptualization and forms of assessing organiza-
tional effectiveness were inadequate and often misleading, since the criteria used 
would be insensitive to the needs of individuals and would be out of harmony with 
the needs of the conjuncture of organizations, and that in order to understand the 
organizational context it would be necessary to consider organizations as adaptable 
and organic structures that would solve problems, seeking competence, mastery, 
and aptitude in resolving their conflicts. In an attempt to circumvent the problems 
listed by him, Bennis (1962) introduced the organizational health concept into the 
literature, proposing multiple criteria for the organizational effectiveness concept, 
involving adaptability, sense of identity, ability to test reality, and the integration 
of people.

The author presented three criteria that served as a basis for the organizational 
health concept: adaptability that concerns the organization’s ability to solve prob-
lems and its flexibility (freedom to learn through experience) to change simultane-
ously with internal and external circumstances, the reality test (when the organization 
must understand its business and the internal and external environment of its reality, 
being aware of its main limitations), and the sense of identity, when the organization 
must know what it is and what it must do, that is, it needs to have a clearly defined 
identity. Identity can be analyzed in two ways: (1) determining the extent to which 
the organization’s objectives are understood and accepted and (2) determining to 
what extent the organization is being truly perceived by the employees.

In defining these criteria, Bennis (1962) stated that the basic characteristics of a 
healthy organization are supported by the appropriate methods to solve problems. 
The problem-solving process involves the organization’s ability to assimilate and 
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communicate information in a reliable and valid manner; internal flexibility and 
creativity to effect the changes that are imposed by the environment; integration of 
the numerous objectives of the organization and commitment to them; willingness 
to change when necessary; internal climate of support and absence of threats, the 
ability to continuously redesign its structure so that it is consistent with its objec-
tives and tasks; and, finally, the integration of people into the organization, under-
stood as an integration in the sense that the parties do not function with cross-purposes, 
but interdependently.

Some authors in the 1970s discussed what a healthy organization would be faced 
with changes arising in the environment. Fordyce and Weil (1971) presented a view 
of organizational health according to which a healthy organization would be one 
that efficiently achieves its goals in a changing environment, having a strong repre-
sentation of its identity and mission, while also having the ability to adapt quickly 
and change. Furthermore, a highly adaptable organization is more likely to seek, in 
the external environment, more effective methods to conduct its business. According 
to Fordyce and Weil (1971), for the organization to be perceived as healthy, it would 
be necessary that in it the power games of the bosses did not obstruct the talented 
people from unlocking their potential, that there was availability to learn from their 
own experience, and that they find innovative ways to confront difficulties.

Based on the diagnosis by Fordyce and Weil (1971), an expanded view of the 
organizational health criteria was formulated by Mello (1978) who postulated that 
the individual health requirements are the same as those necessary for the develop-
ment and renewal of open systems (groups, families, companies, communities, and 
societies), expanding the criteria of organizational health in seven relevant topics: 
identity (how the organization sees its past, its achievements, and how it identifies 
itself), orientation (the objectives that construct the organization), realistic sensitiv-
ity (perception and identification of internal and external changes), creativity (abil-
ity to renew, innovate, and adapt), flexibility (adaptation to changes, modification of 
attitudes, behaviors, activities, tasks, structures, methods, and goals), integration 
(alignment between the organization’s goals and the needs of individuals), and 
energy reserve (capacity to obtain the necessary supplies for its results in the exter-
nal environment and existence of reserves of energy resources in the internal 
environment).

In the midst of the propositions of the literature on the concept of organizational 
health in the 1990s, Williams (1994) sought to interrelate four factors for the defini-
tion of healthy organization: environmental factors, physical health, mental health, 
and social health. The author again introduced the notion of employee health, link-
ing it to the health of the organization, reporting that it is necessary to understand 
the interactions and associations between the environmental factors that surround 
the organization and the physical, mental, and social health of the worker, to define 
a healthy organization.

In 1995, Jaffe defined organizational health as an expanded notion of organiza-
tional effectiveness. This expanded notion concerns the needs of customers, suppli-
ers, shareholders, and members of the community that are connected to the 
organization. A healthy organization would be one that creates health for its 
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employees and the community to which it belongs (Jaffe, 1995). The author pro-
posed the perspective of a healthy organization as an entity. Therefore, the organiza-
tion must be seen as having needs, movements, and integrations, just like a person.

The author, in a review of the literature in the area, identified four theoretical 
models that contributed to the concept of organizational health: (1) work stress, (2) 
organizational redesign or development, (3) human resources or organizational pol-
icies that promote health, and (4) psychodynamics of the leaders.

The first model refers to work stress. According to Jaffe (1995), stress is a 
psycho-physiological variable that interferes in the workplace, in the physical and 
emotional health of individuals. According to the author, organizations, in order to 
seek the well-being and health of individuals, should select employees whose style 
of stress response suits their organizational climate. The second model presented by 
Jaffe (1995) is that of organizational redesign. According to the author, organiza-
tional redesign or development refers to an approximation between organizational 
structures, processes, and models and the employee, as this action will directly 
influence motivation, satisfaction, and effectiveness at work. When the work envi-
ronment undergoes a restructuring, creating more opportunities for all workers to 
exercise control and experience social support, this action would provide support 
for personal health, implementing greater health in the organization.

In the third model, Jaffe (1995) sought greater employee participation through 
organizational policies. The construction of policies that encourage workers to par-
ticipate and control the environment in a responsible way constructs a participatory 
and cooperative culture. A healthy organization, in terms of its human resources 
policy practices, seeks, with its workers, to make time more flexible and to influence 
the new characteristic of how to work well without rigid structures. In the fourth 
model, Jaffe (1995) focused on the figure of the managers. From this perspective, 
healthy organizations are seen as manifestations of the development level of their 
leaders.

For Jaffe (1995) the organization must be healthy for its own growth, being effi-
cient, adaptable, and coherent; be healthy for shareholders, increasing the value of 
products/services, offering them a positive image of the company; be healthy for 
employees, offering a suitable place to work, meeting their highest needs for growth, 
knowledge, and participation; be healthy for suppliers and customers, implementing 
excellence in their services with values compatible with the market, honest and use-
ful interactions, and good products and partnerships; and also be healthy for the 
community, examining its responsibility towards social resources.

Within the context of healthy organization presented by Jaffe (1995), Keyes et al. 
(2000) postulated the concept of positive organizations. For the authors, positive 
organizations have their definition linked to companies that do not only think about 
business, strictly seek profit, or only implement actions to increase the values of 
their shares in the market. These organizations also seek to promote the provision of 
well-being at work, seek to legitimize autonomy for the leaders, and give consis-
tency to the relationship at work.

Peterson and Wilson (2002), in turn, recommended a multilevel approach to the 
health of the organization that covers the health of the employee. Multilevel analysis 
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incorporates individual and cultural factors to determine organizational and indi-
vidual health. With this, they proposed the “culture-work-health” theoretical model. 
According to the proposed model, the culture would have an impact on organiza-
tional health and employee health. Therefore, the health of the organization and the 
health of workers would determine the quality of life at work. The authors argued 
that the crux of the matter is to attribute the same value to individual and organiza-
tional health, considering them simultaneously in the investigations. The argument 
used by the authors is that the exclusive emphasis on workers’ health can impose 
restrictions and regulations that end up compromising the company’s health, 
whereas the exclusive emphasis on the organization’s health can, in turn, create a 
negative environment that encourages immediate success but which, in the long run, 
induces chronic illnesses, worker stress, and poor performance.

Also in the first decade of the century, Assmar and Ferreira (2004) studied the 
influence of organizational culture and justice on the effective functioning of orga-
nizations and their repercussions on health at work, considering the same concepts 
of organizational health and individual health used by Peterson and Wilson (2002). 
They concluded by discussing how extremely conflicting interpersonal relation-
ships can cause serious losses in the performance of workers and organizations. The 
authors stated that culture reflects the organizational orientation regarding the out-
lined values and the practices to implement those values.

Wilson et  al. (2004) characterized organizational health as the institutional 
capacity to make intentional efforts to confront the market, carried out systemati-
cally and with the collaboration of employees in obtaining increased productivity 
with consequent greater worker well-being. For these authors, a healthy organiza-
tion is one that provides social support, highlighting equal and accessible opportuni-
ties and promotions for all, seeking to have workers with productive and, at the 
same time, healthy performances.

In the Brazilian context, Gomide Jr. and Fernandes (2008) sought to reinforce the 
concepts with more theoretical consistency present in the literature and proposed a 
definition of the health of organizations based on the perception of employees in 
Brazilian public and private organizations. According to the authors, the construct is 
multidimensional, defined as the organization’s ability to encourage the sharing of 
organizational objectives and the integration of its members with its work teams, in 
addition to having flexible work policies and procedures aimed at adapting the orga-
nization to the demands of the external environment. This definition proposed by 
the authors was ratified in 2011 by Nascimento and Gomide Jr.

New definitions of organizational health have been proposed by Fridrich et al. 
(2020) and by Dagonay and Dagli (2020). For the former, organizational health 
would be closely linked to the capacity of organizations to undertake changes in 
order to adapt to internal and external demands. The authors (Fridrich et al., 2020) 
stated that, to achieve this, interventions in all areas of the organization (e.g., struc-
ture and personnel) should aim to change the expectations and personal satisfaction 
of the organizational actors regarding the organizational performance.

In a more complex definition, Dagonay and Dagli (2020) assumed that organiza-
tional health is a concept that addresses the harmony of the organization with all its 
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internal components and the environment as well as the ability to achieve its goals 
and objectives. At the same time, organizational health addresses the state of the 
organization’s physical environment and the appropriate tools to accomplish its pur-
pose, the state of communication between the organization and senior management, 
and the potential for problem-solving, development, growth, and innovation. 
Organizational health also deals with the quality of inputs and the safety of raw 
materials, with the organization’s management and decision-making activities, with 
the moral, psychological, and physical health, and with the well-being and perfor-
mance of its employees. They also claimed that an organization could not be con-
sidered healthy if it exists only within its own limits for a certain period of time. The 
healthy organization is one that has existed¸ continuously, for a long time, possess-
ing survival and resilience skills, establishing and maintaining its internal integrity 
and its value (Dagonay & Dagli, 2020).

Although the concept of organizational health has emerged in the literature as a 
more comprehensive alternative for organizational effectiveness that sought to 
respond to the difficulties and breadth of its definition, both concepts are still pres-
ent in diverse contemporary works. The studies found in the international literature, 
as well as (to a lesser extent) in the Brazilian literature, either used the concepts as 
isolated indicators of organizational performance or used multidimensional con-
cepts that generated measures that are still scarce in the investigations. It is these 
measures that will be discussed in the next section.

11.4  �Organizational Effectiveness/Health 
Measurement Instruments

The search undertaken in the literature comprised the first two decades of this cen-
tury, with eight instruments for measuring constructs related to organizational per-
formance being identified. These instruments deal with the perception of 
effectiveness or organizational health and differ from performance measures used in 
investigations where the performance criterion was unique, normally focused on the 
financial aspects of organizations (e.g., sales).

In chronological order of publications, the first conceptually consistent instru-
ment found, which was empirically validated, was that of Fernandes et al. (2007). 
The authors constructed and validated a measure of perceived organizational effec-
tiveness, the theoretical parameters of which were based on the work of Harrison 
(1994). This measure is composed of two factorially identified factors, denominated 
by the authors as “production goals” (17 items) and “internal state of the system” (9 
items), with factor loadings that vary between 0.40 and 0.69 for the first and between 
0.42 and 0.79 for the second. The percentages of explained variance are 27.91% and 
5.27%, respectively. The authors report that the reliability (Cronbach’s alpha) is 
0.90 for “production goals” and 0.87 for “internal state of the system.”
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The second instrument found was proposed by Gomide Jr. and Fernandes (2008), 
who reported the validation of an organizational health perception measure com-
posed of two factors. The first, the authors called “the employees’ beliefs that the 
organization is capable of encouraging the sharing of organizational objectives and 
the integration of its members into their work teams.” The authors reported factor 
loadings between 0.42 and 0.80 and reliability (Cronbach’s alpha) of 0.92 for this 
factor. The second factor was named “employees’ beliefs that the organization has 
flexible work policies and procedures aimed at adapting the organization to the 
demands of the external environment” with reported factor loadings between 0.43 
and 0.80 and reliability of 0.84 (Cronbach’s alpha).

The third measurement instrument found in the literature was proposed by 
Nascimento and Gomide Jr. (2011), who validated a measure of perception of orga-
nizational health, based on the theoretical assumptions of Peterson and Wilson 
(2002). Validated factorially, the measure is composed of two factors. The first, 
referred to by the authors as the “employees’ beliefs in the organization’s ability to 
provide support and maintenance for their physical and mental health,” has factor 
loadings between 0.44 and 0.83, with reliability (Cronbach’s alpha) of 0.91 and 
explained variance of 27.18%. The second factor concerns the “employees’ beliefs 
about the organization’s ability to manage its internal components, to adapt, develop, 
and present a favorable external image, maximizing its positive impact on the mar-
ket,” with loadings between 0.42 and 0.62, with reliability (Cronbach’s alpha) of 
0.87 and explained variance of 2.50%.

In 2015, Muterera, Hemswoth, Baregheh, and Garcia-Rivera presented a mea-
sure of organizational effectiveness (Organizational Performance), composed of 16 
items in a single factor. The authors did not provide validation data in relation to this 
measure. They only stated that the items cover four dimensions of effectiveness: the 
organization’s rational goals (RG), the degree to which it is an open system (OS), its 
internal process (IP), and human relations (HR).

In a study on the construction and validation of a scale of expectations for the 
organizational future, Vasconcellos and Neiva (2017) reported that one of the fac-
tors concerns organizational effectiveness. The final instrument consists of two fac-
tors, with factor loadings between 0.75 and 0.80 for the first factor (management 
and organizational environment, with four items) and 0.81 and 0.90 for the second 
(organizational effectiveness, with five items). The reported reliability is 0.92 and 
0.93, respectively. The authors reported that the two-factor model surpasses the 
single-factor model, tested for the measure, in all fit indicators. The chi-square dif-
ference between the models (Δχ2  =  363.10, p  <  0.01) was very high and 
significant.

The sixth instrument found was validated by El-Kassar and Singh, in 2017. The 
instrument presents a single factor and is composed of four items, with factor load-
ings between 0.75 and 0.84 and a reported reliability (Cronbach’s Alpha) of 0.84. 
Named by the authors as Organizational Performance, the items conceptually cover 
the definition of effectiveness that addresses market share, increased sales, profit, 
and reputation in the marketplace.
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Organizational Performance was also the name given to the instrument of 
Rehman et al. (2019). The instrument has a single factor, factorially validated, and 
consists of nine items that cover financial and non-financial aspects of the organiza-
tion. The factor loadings are between 0.60 and 0.86, with reliability (Cronbach’s 
alpha) of 0.90.

In the study period, the most recent instrument refers to organizational health 
(Dagonay & Dagli, 2020). The study of construction and validation of the measure, 
aimed at educational institutions, resulted in an instrument composed of 23 items 
distributed in 4 factors. The validation procedures included exploratory factor anal-
ysis; reliability, measured through Cronbach’s alpha; and confirmatory factor vali-
dation, through structural equation modeling (confirmatory factor analysis (CFA)). 
The first factor was named by the authors as Academic Emphasis and consists of 
seven items with factor loadings between 0.60 and 0.85 with a reported reliability of 
0.91. The second factor (Supportive Leadership) consists of six items with factor 
loadings between 0.63 and 0.89 with a reliability of 0.92. The third factor is com-
posed of five items, the loadings of which ranged from 0.72 to 0.86, with a reliabil-
ity of 0.92. According to the authors, this factor, named “Morale,” is related to the 
institution’s moral aspects such as support provided by superiors and organizational 
climate. The authors named the final factor extracted Environmental Factors, which 
is also composed of five items that are related to the physical conditions of the insti-
tution and external support received. The loadings of these items are between 0.57 
and 0.77, with reliability of 0.87. The model was confirmed through CFA, with 
satisfactory parameters (χ2  =  626.46, N  =  429, df  =  221, p  =  0.00; CFI  =  0.98; 
RMSEA = 0.065).

Table 11.1 summarizes the characteristics of the instruments reported.
The eight conceptually consistent and empirically validated instruments found in 

the Brazilian and international literature present similarities and differences, as well 
as advantages and disadvantages in their application. This is what the next section 
will analyze.

11.5  �Critical Analysis of the Organizational Effectiveness 
Measuring Instruments

Organizational performance occupies a large space in the literature due to its evi-
dent importance for the life and survival of organizations. In the 1960s, Katz and 
Kahn (1966) already emphasized that the primary objective of any organization 
would be its survival, which would depend on the capacity of that organization to 
generate financial surpluses. Therefore, for the authors, organizational effectiveness 
would be the organization’s ability to profit and survive in the medium term.

In the 1970s, the authors highlighted the difficulty of defining and measuring 
effectiveness due to the numerous criteria that could be adopted considering the fact 
that organizations have multiple objectives and goals, which would make it difficult 
to adopt a single criterion, profit, and survival therefore not being sufficient.
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In an attempt to circumvent the problem, the proposal arose, designed by Bennis 
(1966) and developed by Jaffe (1995) for a new construct: organizational health. 
This construct would cover not only the achievement of financial goals but also the 
internal functioning of the organizations, notably the existence of policies aimed at 
the physical and mental integrity of their employees. This proposal took on new 
dimensions when new health criteria were incorporated, such as the organization’s 
commitment to the environment (Dagonay & Dagli, 2020) and the projection of the 
organizational image in the marketplace (Peterson & Wilson, 2002). However, as 
shown in the literature, the two concepts continued to be investigated in parallel, 
mainly in the literature of non-psychological areas. This dichotomy reflects directly 
on the instruments found in the last two decades. On one hand, they are scarce, 
while on the other, they present, for the most part, evidence of validity which, today, 
is insufficient.

The low quantity of the instruments would be expected, considering that most of 
the studies on effectiveness investigate it through single criteria, usually of a finan-
cial nature, or with a “gross” criterion, such as an increase in sales. In the eight 
instruments found, a characteristic that is common to them is the configuration of a 
self-applicable instrument, being configured as measures of attitudes (Pasquali, 
1999). They all investigate the assessments of the organizations’ employees regard-
ing corporate results and use Likert-type scales.

Of the eight instruments, six were restricted to exploratory factor validation, 
which makes them outdated, considering current requirements. Two were submitted 
to confirmatory factor analysis (CFA). This characteristic makes them more valid 

Table 11.1  Authorship, construct evaluated, and instrument validation data

Authors/year of 
publication Construct evaluated

No. of items/
factors Reliability Validation

Fernandes, Barale, 
Santos, Costa, and 
Gomide Jr. (2007)

Organizational 
effectiveness

26 items/2 
factors

0.90 and 0.87 Exploratory 
factor analysis

Gomide Jr. and 
Fernandes (2008)

Organizational 
health

27 items/2 
factors

0.92 and 0.84 Exploratory 
factor analysis

Nascimento and 
Gomide Jr. (2011)

Organizational 
health

32 items/2 
factors

0.91 and 0.86 Exploratory 
factor analysis

Muterera, Hemswoth, 
Baregheh, and 
Garcia-Rivera (2015)

Organizational 
performance

16 items/
unifactorial

Not reported Not reported

Vasconcellos and Neiva 
(2017)

Expectations of 
organizational 
future

9 items/2 
factors

0.92 and 0.93 Confirmatory 
factor analysis

El-Kassar and Singh 
(2017)

Organizational 
performance

4 items/
unifactorial

0.84 Exploratory 
factor analysis

Rehman, Mohamed, 
and Ayoup (2019)

Organizational 
performance

9 items/
unifactorial

0.90 Exploratory 
factor analysis

Dogonay and Dagli 
(2020)

Organizational 
health

23 items/4 
factors

0.91, 0.91, 
0.91, and 0.87

Confirmatory 
factor analysis
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for use in institutional investigations and diagnoses. In one of them (Vasconcellos & 
Neiva, 2017), the measure of effectiveness is one of the factors of a scale validated 
for other purposes. This characteristic does not invalidate the use of this factor as a 
single factor measure, as it presents, according to the authors, consistent construct 
validity. Regarding the other instrument submitted to CFA, the problem lies in the 
fact that its validation is directed toward a specific corporate nature, educational 
institutions. This characteristic raises the need for revalidation of the measure, when 
investigating its suitability for other organizational environments.

A characteristic that unites the eight instruments found is the consistency in their 
construct validities, as measured by exploratory factor analysis. In them, the authors 
report robust psychometric characteristics (factor loadings and reliability) that 
enable their use in academic investigations. A research agenda that seeks to investi-
gate the “organizational effectiveness” construct cannot do without new validation 
updates of the instruments available, such as the use of confirmatory analyses, 
which would substantially improve their measurement parameters.

11.6  �Final Considerations

This chapter aimed to examine the international and Brazilian literature regarding 
the theoretical/conceptual development of the organizational effectiveness con-
struct, with a focus on models and measurement instruments. The conceptualiza-
tions of effectiveness proved to be quite diversified, covering single criterion and 
multiple criteria as definitions, and, even with a proposal for the evolution of the 
concept having been presented in the literature, they continue to be used. The forms 
of measurement reflect this diversity. There are two forms present in the literature: 
the so-called gross criteria, when mainly financial indices are used to measure the 
achievement of organizational objectives, and the self-applicable instruments, with 
their characteristic being the affectivity measured through the perceptions of the 
organizational actors. Considering these, the chapter sought to show that, in addi-
tion to being scarce, most of them are not very current or are too specific for wide-
spread use considering what is expected from a validated instrument.

As an antithesis to these findings, organizational performance is a very current, 
attractive, and necessary topic in a competitive scenario such as the present one. 
Including it in the investigation guidelines of Organizational and Work Psychology 
is an urgent need, with this chapter hopefully contributing to this.
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Chapter 12
The Next Challenges for Measuring 
Organizational Behavior Constructs

Ronald Fischer and Johannes Alfons Karl

12.1  �Introduction

The current volume brings together an impressive statement of the state of the art in 
organizational behavior measurement. These instruments are typically applied in 
the format of a self- or other-report. In some cases, 360-degree feedback options are 
available in which information on a target person is collected from superiors, peers, 
and subordinates. The data generated for different dimensions is then typically 
aggregated at the dimensional level across the whole sample and compared to previ-
ously established norms. The dimensions themselves are based on modern psycho-
metric theory, which often specify latent variable models, which imply a true 
underlying latent variable that causes the behavioral expression of scores on indi-
vidual items (Everett, 2013). These latent variables are derived and validated 
through the application of complex multivariate statistics, including confirmatory 
factor analysis or item response theory models. In this chapter, we are looking for-
ward to the next big challenges and opportunities on the horizon. We will focus on 
three interrelated areas that connect with each other in often interesting and intrigu-
ing ways to offer both exceptional opportunities and challenges to both our mode of 
research and theoretical models. The three areas that we will focus on are (1) big 
data, (2) network science, and (3) cross-cultural equivalence and bias. Importantly, 
all questions are discussed against a backdrop of substantial moral and ethical con-
siderations raised by novel approaches, but these issues are outside the scope of the 
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current work (for explorations of the ethical issues, see Crawford (2021), Crawford 
et al. (2014) and Nunan and Di Domenico (2013)). The moral issues of big data in 
particular are discussed in much detail elsewhere (Herschel & Miori, 2017).

12.2  �Big Data

We are living in a moment in which technology is transforming our lives to such an 
extent that workplaces themselves will be largely unrecognizable within a few years 
from what we knew. Central to this revolution is the advance of information tech-
nology in nearly all areas of human life (e.g., internet of things) and work. The 
pervasiveness of sensors and data recording devices in our environment has created 
opportunities for an unprecedented amount of information that can be harvested 
from these devices, from obvious sources such as your cellular or computer and 
their usage patterns to your car or refrigerator to CCTV cameras capturing images 
of us 24 hours a day. Traditionally, such high-volume data recording in areas such 
as economics (e.g., stock exchange performance) or health (e.g., EEG recordings of 
electric activities on the surface of our skull) were limited to a single type of vari-
able and often generated and recorded on a single device. Today, it is increasingly 
possible to link up previously unconnected data sources and types of variables 
across various dimensions and formats with much greater ease. There are clear 
logistical and ethical challenges involved in these endeavors (Herschel & Miori, 
2017); however, here we will focus more on the possibilities of big data for chang-
ing how we think about organizational behavior constructs themselves.

Big data may be derived from various sources. As highlighted by George et al. 
(2014), a big data perspective shifts the perspective and use of data rather than 
specifying a number of individuals that count as big data. Hence, fine-grained anal-
ysis of a single individual collected with high sensitivity sensors across multiple 
behavioral dimensions which generates unprecedented details at fine temporal 
detail is a core feature of what is commonly called big data. In contrast, a survey of 
1000 individuals responding to a single customer satisfaction item run during a long 
holiday weekend may not qualify, because it does not capture information at great 
behavioral, spatial, or temporal scale and it does not allow more detailed insights 
into success or failure of a product or campaign just by itself.

Big data comes in different forms and shapes, including public and private data, 
passively collected data with no information value for the data collection agent, 
community data available in various forms, and data available via self-quantification 
devices. Public data is probably the data that has been collected for the longest time 
by governments and authorities on issues such as birth or death registers, transporta-
tion patterns, energy use, or usage patterns of hospitals or doctors. Private data in 
contrast is held by private companies or individuals, including customer purchase 
profiles, private energy consumption, website browsing information, or mobile 
phone usage.
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The third class is quite interesting in that it captures an important source of big 
data which often creates substantive ethical and moral concerns. To provide an 
example, new technology such as GPS signals in mobile phones provide better 
information to individual users about their position (e.g., maps) and close-by points 
of interest (e.g., restaurants, garages, museum displays), but this technology feature 
now allows generating data on the individual as a side-product using a wide range 
of user-carried GPS sensors (Ehrlich & Blankenbach, 2019; Zafari et  al., 2019). 
Similarly, our use of search engines facilitates and improves our research by provid-
ing access to the latest publications. At the same time, us searching on our work 
computer allows others to infer that we are positioned in a research institute given 
highly similar research focused searched by others nearby. Hence, the usage of 
devices can create information that is harvested automatically and becomes avail-
able for further analyses. For example, this information may be used to direct tar-
geted ads to users. The second author regularly receives advertisement about joining 
the university – which is based on matching information on his age saved in his 
profile with search behavior. Therefore, different pieces of information are linked 
and used to provide targeted advertisements. This however also shows some of the 
limitations, as the co-author is already a PhD student at this institution; hence, it 
means marketing budgets are wasted, and, without options to update this informa-
tion, the models continue offering these ads.

Fourth, consumer data are similar but different in an important aspect. They 
include any kind of unstructured data that individuals consciously create when 
engaging with online and social media sources in public, for example, button clicks, 
public twitter feeds, or consumer reviews. For example, us leaving a comment about 
an academic event that we attended is an active act of ours and creates information 
that can be harvested and further analyzed.

The final source is self-quantification data, which is collected through conscious 
decisions by individuals to quantify their own behavior to obtain feedback on their 
personal actions and behaviors (e.g., wearable sensors such as Fitbits measuring 
exercise behavior, heart rate monitors to capture training levels, and an increasing 
integration of a new generation of sensors) (George et al., 2014).

Psychological research focusing on the psychometric properties of scales and 
instruments have a relatively long tradition and well-established criteria for judging 
the quality of the information (Cronbach, 1951; Nunnally & Bernstein, 1994). As 
with many emerging fields, the field of big data analysis is moving fast ahead, fueled 
by technological advances at an unprecedented scale. OB and allied areas such as 
psychological research typically work on much longer time cycles compared to the 
possibilities for data harvesting and data visualization that emerge within the ongo-
ing technological transformation. Hence, validity information on these techniques 
and approaches may not be well understood. In addition, at the point where the 
validity of techniques are better understood by potential users, these algorithms and 
technologies might have been phased out of use or replaced by newer methods or 
algorithms. Similarly, validity criteria in computer science and engineering may not 
align with our expectations of validity. Psychological research aims for a maximum 
of validity and precision in measurement to make individual decisions (e.g., 
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personnel selection, entry into academic institutions); in an applied big data context, 
a balance often may be struck between measurement quality and feasibility to pro-
vide information fast. These are important issues to consider further and require 
transdisciplinary teams examining these issues together.

These different types of data can be combined and integrated (which can pose 
substantial hurdles, Sharples, 2018), creating potentially very powerful sets of 
information if information on individuals or communities can be linked at a deep 
level. One of the most interesting aspects of such data sources is that they often 
provide high-density information on the same individual over time, creating a 
behavioral record which can be analyzed in real time. This allows shifting the level 
of analysis from the population between-person level to the within-person level.

This aspect provides one of the most interesting challenges and opportunities for 
OB researchers. Psychological research is typically focused on sample-level char-
acteristics, which may or may not describe dynamics for any single individual 
(Beckmann & Wood, 2017; Brose et al., 2015; Fisher et al., 2018), since our con-
structs are in the large majority developed and validated on population samples that 
focus on average between-individual relationships. Hence, they are describing an 
average individual that does not exist in the real world. With near unlimited infor-
mation on behavior across different dimensions, it now becomes possible to shift 
from static analyses that have characterized previous psychometric analyses to 
dynamic within-person level analyses for specific individuals (Bak et  al., 2016). 
Therefore, the availability of high-density information at the individual level across 
different behaviors and across time now allows more fine-grained analyses of vari-
ability within individuals. A few points are important here to note.

First, recent research has highlighted that within-person and between-person 
information is not necessarily leading to the same insights (Beckmann et al., 2010; 
Beckmann & Wood, 2017; Fisher et al., 2018) and substantial developments have 
occurred in this area in recent years (Hamaker et al., 2015; Mulder & Hamaker, 
2020; Zyphur, Allison, et al., 2020; Zyphur, Voelkle, et al., 2020). By examining 
how behavioral dynamics change within individuals over time, we can start to 
understand both individual and sample level dynamics, bridging the gap from 
describing average statistical features at the sample level to understanding temporal 
and within-person dynamics of individuals as agents embedded within a cultural 
system (Epskamp, 2020).

The diversity of data and recording devices also opens new opportunities but also 
new challenges. Core to these challenges are issues such as differences in reliability 
of indicators and the need to prioritize some information as more important than 
other information (J. Liu et al., 2016). Some of the data are based on physiological 
data (e.g., heart rate dynamics in Fitbits) or subtle behavioral data (e.g., attention 
focus as captured by eye tracking) which is typical outside of conscious awareness 
and therefore is difficult to reflect on and respond to in self-report measures. These 
sensors may also be differentially sensitive across different devices, leading to sub-
stantive measurement variability.

These analyses based on such devices nevertheless can provide new and exciting 
insights into individual differences. Combined with contextual analyses, this can 

R. Fischer and J. A. Karl



267

allow for interesting opportunities to expand the construct space. For example, with 
physiological data, it is possible to examine temporal variability in response to emo-
tional stressors. To what extent does the body system respond to the stressor and 
how long does it take for the activated system to return to baseline levels? Such 
information is of exceptional value in professions that involve high stress but also 
high risk of failure (e.g., medical profession, security personnel). The extent to 
which the system responds to stressors is sometimes described as stress reactivity. 
In contrast, if previous states are the best predictors of current states, then the emo-
tional system is not changing strongly, which is called inertia (Kuppens et al., 2010). 
Combining these insights can provide important new insights that are relevant for 
measuring organizational behavior (Beal, 2015).

In addition to the possibility of examining variability and covariation with indi-
vidual in greater detail, it also allows a more nuanced investigation of extreme 
cases. These are typically excluded as outliers in population-focused analyses as 
they bias the overall mean effects. In contrast, with temporal dynamics, outliers can 
become highly diagnostic and interesting. Rare events captured by these “outliers” 
can be of vital importance at every level of occurrence. For an example at macro 
level, in foreign relations, transitions of countries to new systems of governance are 
rare but can substantially reshape the overall system leading major transition of 
world order in some instances (King & Zeng, 2001). Similarly, at an individual 
level, some rare or even just unique events such as birth of the first child can have 
substantial impact on individual’s subsequent behavior (Lanzendorf, 2010).

Much of the promise of this research is that by examining human behavior across 
different domains it becomes possible to study “revealed preferences,” that is, psy-
chological insights that are not available from self-reports or other psychological 
data analysis methods. In some ways, this is the behavioral equivalent to implicit 
association tests (Oswald et al., 2013), geared to bring out hidden preferences that 
nevertheless are important for understanding behavior and decisions made by 
individuals.

Focusing on some of the challenges to sort out with big data, first of all, it is 
important to remember that major transitions often result in truly innovative and 
valid resolutions but also a much larger number of products, models, and innova-
tions that ultimately fail. Additionally, technological advance can result in paradigm-
shifting solutions but more commonly advance is defined by gradual evolutionary 
improvement of solutions that necessitate consistent validity recalibration. This is 
one of the important points to keep in mind: many opportunistic providers in such a 
dynamic and unregulated environment are going to offer solutions of questionable 
value and validity. Given the much higher complexity, including the use of techno-
logical devices to record data with limited information on quality and often unsu-
pervised machine learning algorithms will make it more difficult for users to 
understand the applicability and validity of the solutions for their problems. The 
appeal of big data is to make better decisions, yet unsupervised algorithms may just 
replicate bad human decision making in disguise (Courtland, 2018) and stakehold-
ers have called attention to risks both in implementation and failure to live up to 
expectations (Ciocca et al., 2021; Vinci, 2020).
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Second, the focus to uncover hidden psychological information is questionable if 
(a) the “wrong” behavior is captured or an incomplete behavioral profile is tracked 
or (b) if the construct of interest is only indirectly expressed in overt behavior. The 
former deals with some of the obvious questions such as whether online behavior is 
predictive of offline behavior or whether the trackable behavior is of value or con-
cern for organizational issues. Would the online behavior of an individual in their 
private life (e.g., search words, social media posts) predict work behavior? From 
what we know about personality expressions in social media posts (Schwartz et al., 
2013), the answer is probably more complex and depends on the specific personal-
ity trait and work behaviors of interest. Swearing or cursing in online posts may 
indicate lack of emotional stability and, hence, may contain some informative value. 
In contrast, manga- or game-related posts that indicate low extraversion may not 
actually be informative for many contexts. Furthermore, the validity of these indica-
tors might shift in the personality network as sociocultural factors change over time. 
For example, recent studies investigating the role of extraversion and problem game 
use show a positive relationship, which is further increased by perceived loneliness 
(Ok, 2021). This might be due to the shift in the wider media landscape in which 
games have an increasing social focus and are used as tools of social connection 
(Marston & Kowert, 2020). Again, extreme values may be more informative than 
variation in the typical range, which presents opportunities for OB researchers to 
creatively think about validity criteria in the future. These questions raise many 
interesting opportunities for OB researchers, including the question to what extent 
and which online behaviors have closer correspondence to offline behavior than 
others or whether there are individual differences in online-offline correspondence.

Focusing on the second issue related to the behavioral expression of underlying 
psychological states or traits, the work on emotion expression in particular has cre-
ated a lot of interest and buzz in the business community. The promise to track 
emotional states in real time via sensors or cameras has created a multimillion dollar 
business, based on observations that it is possible to detect basic emotions across 
cultures from facial expressions (Cowen et al., 2021). Again, this industry is poorly 
regulated, and the validity of any such analysis system can be of unproven validity 
and scientifically questionable. Other issues that have created validity concerns are 
the widespread use of unsupervised machine learning algorithms, which often tend 
to replicate human biases, as mentioned above. There have been calls for regulation 
(Crawford, 2021), but it is unclear how fast and how effective such regulations 
might be in the short run.

There are big underlying questions to be solved, in which OB scholars should 
have a strong voice. What are the appropriate criteria for training machine learning 
algorithms? What training data is available that does not include human biases and 
can be used for training unbiased algorithms? What thresholds are deemed accept-
able for assessing the success of a model? Is a criterion of 70% accuracy sufficient, 
considering the time and cost savings when using machine-based learning algo-
rithms? Or should we expect the same or even higher accuracy from models com-
pared to what we would expect from humans (e.g., research on self-driving cars 
indicates a consistent bias against automatic models (P. Liu et al., 2019))? Ultimately, 
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these questions come back to core issues that have been the main concern of orga-
nizational researchers for decades, but open new interesting conceptual and empiri-
cal opportunities with these much enriched data worlds. The core questions 
remain – what is validity and how do you measure good performance (Pritchard, 1990).

12.3  �Network Science

The most common methods for test development are based on variations of a latent 
variable model, either within an item response theory tradition or with a structural 
equation modeling approach (Fischer & Karl, 2019). The underlying assumption is 
that there is a latent concept which is causally responsible for the behavioral 
responses recorded on self-report measures. The observed indicators or items 
included in the survey are thought to be conditionally independent given the latent 
variable. In other words, the items or indicators need to measure only one latent 
variable and should not be contaminated with other content. The items themselves 
are interchangeable. What is interesting here is that this approach assumes the pres-
ence of a latent variable that is causally responsible for behavioral observations. The 
important task for organizational researchers is to identify the relevant latent vari-
able and then select individuals with favorable traits on that variable. Similarly, for 
training and development initiatives, the focus is on these presumed latent variables. 
These questions are not trivial, as the numerous research traditions attest. Identifying 
the relevant number and composition of underlying latent variable(s) and the best 
measurement has occupied researchers for nearly a century, across fields as diverse 
as leadership (Yukl, 2013), intelligence (Eysenck, 1979; Lubke, 2003), and extra 
role behavior (Van Dyne & LePine, 1998).

In recent years, a different approach has gained traction which is building on a 
movement within the wider research environment towards complexity science and 
based on insights gained from the big data revolutions (Barabási, 2012). This net-
work science perspectives provides an alternative form to think about constructs and 
has already shifted thinking in health, neuroscience, and clinical research (Bertolero 
& Bassett, 2020; Borsboom & Cramer, 2013; Cramer et  al., 2010; Fried et  al., 
2016). Network approaches organize variables in relation to each other, which 
allows to uncover possible relationships between constructs in observational 
research without making assumptions about the ontological status (Costantini et al., 
2015; Epskamp et al., 2018; Golino et al., 2020). It consists of mapping the relation-
ship between observed indicators (nodes) and the relationship with other nodes 
(edges). Due to the highly interconnected nature of psychological systems, net-
works modeled on psychological data tend to be fully saturated including many 
edges (capturing correlations between observed indicators) that are close to but not 
exactly zero. The Least Absolute Shrinkage and Selection Operator (LASSO) and in 
particular the Extended Bayesian Information Criterion Gaussian Least Absolute 
Shrinkage and Selection Operator (EBICglasso; Foygel & Drton, 2010) are 
regression-based approaches that have been shown to more faithfully represent the 
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overall network while preserving parsimony by constraining close to zero edges to 
exactly zero. Furthermore, with cross-sectional data, it allows to identify central 
nodes (variables) within the overall network and nodes which link so-called com-
munities (Costantini et  al., 2015; Epskamp et  al., 2018), clusters of tightly con-
nected variables which could be conceptualized similar to latent variables. Using 
such community detection methods via exploratory graph analysis (Epskamp & 
Fried, 2018) with a clustering method such as Walktrap algorithm (Yang et  al., 
2016), it is possible to overcome problems with latent confounding (Hallquist et al., 
2019). These methods are empirically superior to other factor analytical techniques 
for identifying optimal number of clusters, which are then often interpreted as latent 
variables (Golino et al., 2020).

One of the interesting statistics available for networks is a so-called small-
worldness index (Humphries & Gurney, 2008; Watts & Strogatz, 1998) which pro-
vides an index of the overall clustering of the network. Many processes in the real 
world at various scales and levels of complexity are highly clustered. The original 
work by Watts and Strogatz (1998) identified small-world properties in the appear-
ance of actors in feature films as a proxy of social networks, but it has also been 
identified as six degrees of separation in human relational networks (Travers & 
Milgram, 1969), the power grid of the Western United States, and the completely 
mapped neural network of a tiny nematode worm. In other words, social networks, 
power grids based on settlement patterns, and neurons in a brain seem to all show 
sparse networks with high clustering, where a small number of shortcuts allow con-
necting all nodes with each via intermediate nodes. Similar properties have been 
reported in network structures tested with items from personality, social psychol-
ogy, and psychopathology domains (Borsboom et al., 2011; Borsboom & Cramer, 
2013; Costantini et al., 2015; Fischer & Karl, 2020).

It is possible to derive various additional statistical properties about both the 
individual nodes and network properties. Most commonly reported are network 
centrality indicators such as strength, betweenness, and closeness centrality of the 
individual nodes (Costantini et al., 2015). Strength centrality is a measure of the 
overall connectedness, that is, the sum of all edges connected to a node. This can be 
thought of as a kind of popularity within a social network – how many people select 
a person as a friend or how many items are positively (or negatively) correlated with 
an item. Put in other words, nodes (items or people) high in strength can be expected 
to have a direct impact to (or be impacted by) many different nodes (items or peo-
ple) without the mediating effect of other nodes (items or people) (Barrat et  al., 
2004). The second indicator betweenness captures the average shortest path length 
between two other nodes passing through the item of interest. Conceptually, this 
could be conceptualized as similar to a “middlemen” or “broker” within a network 
structure (Epskamp et al., 2018). A third type we are discussing here is closeness 
centrality. This is similar to flow speed through the network (Borgatti, 2005; 
Freeman, 1978; Sabidussi, 1966), the extent to which a specific node acts like 
“superconductor” connecting other nodes either directly or indirectly. Other forms 
of centrality can be computed. These various indicators can provide complementary 
information on the centrality and importance of an item within the network. For the 
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three coefficients discussed here, they can be thought of as capturing the popularity, 
the quality, and speed of those connections within a network.

Based on network characteristics, it is possible to identify clusters within the 
network. Above we briefly commented on exploratory graph analysis (Golino & 
Epskamp, 2017). The basic idea is to identify groups of strongly linked edges that 
show stronger links with each other than with other nodes. These clusters can point 
toward possible latent variables  – but this is a theoretical question that requires 
additional inferences, which we will discuss in a bit more detail below.

If such clusters have been identified, a further interesting question is which nodes 
within communities identified in the EGA provide links to other nodes in other 
communities (Jones et  al., 2019). One statistic that can be computed is bridge 
strength, which is calculated as the sum of the absolute value of all edges that exist 
between a specific node within a community and all nodes that are not in the same 
community as the focal node. Therefore, bridge strength reports which node within 
a network community is most strongly connected overall to any other communities 
within the network. Other forms of bridge strength can be computed that examine 
expected influence either directly or indirectly. Such bridge network statistics can 
provide important information on how major clusters within network (which could 
indicate possible latent variables) are linked and connected within a larger network. 
Importantly, these techniques shift the focus to the linkages and the emergent struc-
ture, rather than abstract latent constructs.

In short, network statistics provide information on links between observed indi-
cators instead of specifying and testing unmeasured latent variables. However tight 
clustering can provide pointers toward sets of variables that may operate akin to 
latent variables. Moreover, the ability of network statistics to identify possible latent 
variables appears more powerful than standard techniques (Golino et  al., 2020; 
Golino & Epskamp, 2017) while also providing additional information on how such 
presumed latent variables may be related to each other via linking nodes.

However, it is important to emphasize that mathematically network models and 
latent variable models are interchangeable: a network model can be mathematically 
translated into an IRT or CFA model and vice versa (Christensen & Golino, 2021; 
Kruis & Maris, 2016). The interesting point is that these new approaches based on 
network science also show the mathematical equivalence of other operationaliza-
tions such as formative models, a discussion which has plagued organizational 
research for years (Edwards, 2011; Podsakoff et al., 1986). Hence, the emergence of 
the network science approach promises to resolve various longstanding debates 
based on mathematical principles. The powerful empirical approach embedded with 
network psychometrics provides important additional information on item relation-
ships that may not be apparent through other approaches, without presupposing 
assumptions about causal directions. Longitudinal network models also have the 
additional advantage that they allow possibilities for separating temporal within-
person and between-person dynamics (Epskamp, 2020). Yet, the demonstrated 
mathematical equivalence of these models with cross-sectional data then also shifts 
the responsibility squarely back to the researchers. The conceptualization of theo-
retical processes and the status of variables now take on a new importance and 
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cannot be resolved simple through a one-point cross-sectional survey. One recent 
option is the use of approaches such as directed acyclic graphs to support research-
ers’ decision-making (Textor et al., 2016).

To provide a more tangible example and demonstrate the practical implications, 
let’s consider the case of depression. Traditionally, symptoms such as fatigue, sleep-
ing problems, and depressed mood are thought to be caused by an underlying con-
ceptual variable called depression. There are a number of interesting questions here. 
First, even though many of these observed indicators correlate with each other, the 
relationship between these indicators is often uneven. Similarly, clinical diagnoses 
of depression require the presence of at least five different behavioral symptoms 
over a period of 2 weeks, and two of these have to be depressed mood and loss of 
interest (Fried et al., 2016). From a latent variable perspective, we would expect that 
that all criteria should be present to at least some degree. Cross-cultural work also 
suggests that the indicators of depression can be variable across different cultural 
communities, with depressed mood or loss of interest not necessarily being the most 
important indicators.

The development of depression over time would also possibly show different 
trajectories from a latent variable vs network perspectives (Borsboom, 2017). Latent 
variable models would likely predict a linear and gradual change over time, with 
increasing deterioration of the person’s well-being and functioning over time with 
increasing levels of depression at a latent level. In contrast, a network perspective 
allows nonlinear and even rapid transitions from healthy to depressive states. If a 
central node such as depressive mood receives negative input from a number of 
related nodes (e.g., observed indicators such as lack of sleep, concentration prob-
lems, fatigue, and increased guilt) simultaneously, the overall state of the network 
system may deteriorate suddenly, and when a certain threshold is reached, the sys-
tem may show sudden jumps (e.g., clinical depression). Such an analysis of network 
parameters may also allow greater predictability compared to a latent variable 
model. For example, it may be possible to examine the performance of individual 
nodes and whether there are warning signals within specific parts of the network 
associated with key nodes. These warning signals could alert clinicians about the 
overall fragility of the system and improve access to professional help earlier and 
more efficiently. Furthermore, intervention options are quite different from a net-
work vs a latent variable perspective. If each of the indicators is thought to be a 
result of the underlying variable, from a clinical perspective, it is important to 
improve the levels of the underlying variable via specific medical or therapeutic 
interventions. With improvements in the levels of the underlying variable, the 
observed indicators such as fatigue, sleeping problems, or depressed mood are then 
thought to be improving. In contrast, in a network perspective, it is important to 
intervene at the weakest nodes or at central nodes that affect multiple other nodes. 
Hence, it allows for more directed and focused interventions that shift the over-
all system.

As all these examples hopefully show, the theoretical implications of a network 
and latent variable perspective are quite different, even though mathematically the 
correlational data can be analyzed from either perspective and may show equivalent 
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fit (e.g., fit indices approximate network strengths) (for an example, see Fischer 
et al. (2020)). This requires greater theoretical attention about the conceptual nature 
of the phenomenon. It also opens up interesting new research questions. Experiments 
could be designed to test whether the manipulation of one observed indicator affects 
other observed indicators associated with the same latent variable. From a latent 
variable perspective, we would not necessarily expect that the manipulation of one 
indicator affects another one, because conceptually it does not make sense to expect 
that the effects of the manipulation travel from the observed indicator to the latent 
variable, change the state of the latent variable which in turn affects other observed 
indicators. However, this is what would be expected from a network perspective 
because individual nodes are causally connected; hence, manipulations at one node 
should spread through the network in predictable ways. In contrast, in a latent vari-
able perspective, the manipulation should target the latent variable and the effective-
ness of the manipulation should be observed to similar degrees across all the 
measured observed indicators causally affected by the latent variable. We show an 
example of this in Fig. 12.1. In this example, both the latent construct and the net-
work cover the same construct: depression. The construct is measured with five 
items (I1–I5) with the first item measuring sleep problem. In a network perspective, 
if a shock factor (e.g., consistent building noise) impacts this indicator/behavior, 
over time the activation can percolate through the network, first impacting energy 
levels and later mood, even if the initial disruption and the sleep issues are resolved. 
In contrast, in a latent variable perspective for something to impact all measures 
indicators, it would need to impact the latent variable (depression). The latent 
approach (because the responses to items are reflections of an underlying construct) 
conceptually does not allow for an effect on an item to affect other variables because 
this would require for activation to travel “up” to the latent variable and “down” 
again to a different item.

Translating this back to the area of organizational behavior, let’s focus on a spe-
cific example such as extra-role behavior. Organ (1988) and Organ et al. (2005) first 
popularized the concept of organizational citizenship behavior as a form of discre-
tionary work behavior which goes beyond explicit role descriptions and therefore 
cannot be legally enforced but is essential for the smooth functioning of work orga-
nizations. A long line of research has demonstrated that it is conceptually possible 
to differentiate at least five different dimensions (which are often tested with confir-
matory factor analysis – a latent variable method) (Organ et al., 2005). At the same, 
a long line of research has failed to identify differential relationships between these 
five dimensions and other antecedents or consequences (LePine et al., 2002). To the 
best of my knowledge to date, no research has explicitly focused on extra-role 
behavior instruments from a network perspective, even though social networks are 
recognized to be important for OCB behavior (Brass, 2018). Researchers routinely 
identified five clusters of tightly connected items, but the lack of differential rela-
tionships at the construct level suggests that a latent variable perspective may not be 
the best option to conceptualize this construct. Let us examine some of the items 
from Podsakoff et al.’s initial OCB instrument (Podsakoff et al., 1986). The highest 
loading item in their sample was “help each other out if someone falls behind with 
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Fig. 12.1  Activation in latent variable and network models over time. Note: Six time points are 
displayed for network models (top) and latent variable models (bottom). For network models, 
starting from the top left, activation in one node (I1) will activate neighboring nodes over time in a 
serial direction. Activation will phase out gradually over time without new activation. Individual 
nodes are differentially affected over time. For latent variable models in contrast, activation at the 
latent variable will simultaneously activate all observed indicators. In contrast, activation of one of 
the observed indicators will not result in any changes at the latent variable level and should not 
influence other observed indicators (under the assumption of conditional independence)
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his/her work,” whereas the second lowest loading item was “touch base with other 
crew members before initiating activities that may affect them.” From a network 
perspective, we may expect that the first item is quite central, whereas the second 
item is probably more peripheral in the network. The behavioral node of helping 
others out if there are delays is probably quite important for meeting work targets; 
hence, we could expect that this item predicts work outcomes over and above other 
items. The latter item on the other hand might be an important node connecting the 
helping cluster to the civic virtue cluster within the larger OCB network. From a 
network perspective, the overall clusters could be rethought of as connected behav-
ioral syndromes, with individual nodes within the network having differential effec-
tiveness on other clusters and on important work outcomes. Similarly, training of 
behavior related to individual nodes instead of emphasizing overall OCB may have 
flow through effects through the larger system, which could shift how training ini-
tiatives are conceptualized and initiated.

In summary, the data-based revolution driven by big data has also led to the 
emergence of new ways of thinking about data. One of the most exciting develop-
ments in recent years has been the emergence of network science, including net-
work psychometrics. Recent advances have demonstrated that classic psychometrics 
including latent variable models are mathematically equivalent to networks and can 
be mathematically transformed into networks and vice versa. The implication of 
these recent insights is that the onus is on the researcher to correctly specify whether 
a construct works more like a latent variable or more like a network. We demon-
strated with examples from clinical work that this has important conceptual and 
practical ramifications. In the next section, we discuss one more area of great impor-
tance for the next generation of OB research.

12.4  �Taking Culture Seriously

Today, we interact with greater facility and greater frequency than ever in human 
history with other members of our own species which do not share our own cultural 
background, based on shared socialization experiences, values, and norms. At some 
level, these frequent interactions nicely demonstrate that we are one species and that 
no cultural divide is too large to not be successful bridged. Yet, on the other hand, 
our global working village is rife with conflicts and misunderstandings that also 
highlight that cultural issues cannot be ignored. As summaries of decades of research 
have demonstrated, intercultural teams face increased conflict and productivity 
losses and only limited process gains (Stahl et al., 2010). Culture needs our atten-
tion for improving organizational performance.

One of the less appreciated implications of culture is that our research lenses that 
we use to examine work processes also need attention. We will briefly review the 
statistical options that researchers are probably more familiar with, which is the 
invariance testing framework. We will also briefly discuss some concerns of cultural 
bias from a network perspective. However, our goal is to highlight the conceptual 
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questions, issues for which there are no direct statistical tests available but which 
bring us back to these central themes of constructs and validity.

The majority of research instruments continue to originate in English-speaking 
countries. Researchers interested in applying any of these instruments or tests need 
to go through a number of validation steps before the instrument can be used and 
scores be interpreted in a different sample. One of the first and key steps is to trans-
late and, if necessary, adapt instruments for a new cultural and linguistic context. 
Modern translation guidelines and checklists such as the TRAPD methodology 
(Translation, Review, Adjudication, Pretesting, and Documentation (Harkness 
et al., 2003)) have been described that overcome many of the shortcomings of com-
monly used translation-backtranslation, which remain the dominant translation 
method in major international business journals despite the noted limitations and 
flaws of this method (Chidlow et al., 2014). Luckily, there are excellent guidelines 
and checklist which can be used free of charge for research purposes (International 
Test Commission, 2018; Jowell & Centre for Comparative Social Surveys (Great 
Britain), 2007; Translation | European Social Survey (ESS), n.d.).

Once instruments have been translated, researchers need to carefully collect data 
and in this process control and rule out various types of biases. Statistical tools are 
available that can be used to examine whether the collected data is comparable or 
not across cultural groups. These standards have developed within the context of 
psychometric testing, but these ideas are also more broadly applicable (e.g., for 
experiments, Fischer and Karl (2020)) and can even be considered for trainings or 
organizational interventions in cross-national contexts more broadly. The idea of 
the unified bias and equivalence framework is that it helps to define criteria to iden-
tify the target problem to be addressed and guides thinking of how a specific orga-
nizational behavior may manifest across cultural contexts. Importantly, this unified 
bias and equivalence framework (see Fischer and Karl (2019), Fontaine (2005), and 
Van de Vijver and Leung (2021)) is conceptually independent of the latent variable 
framework, even though it is often associated with or tested through latent variable 
processes (Vandenberg & Lance, 2000). There are at least three major steps to go 
through in a typical cross-cultural validation process. First, researchers need to 
define their variable of interest and consider how the conceptual status of the vari-
able may differ within and across cultural groups. What is extra-role performance or 
how do you define intrinsic motivation? The aim is to identify the functional equiva-
lence of concepts to be compared and measured across cultural contexts. If there is 
no functional equivalence of concepts at even some minimal level (Patel, 2015), no 
comparisons can be made. If functional level can be demonstrated, the next step is 
to generate indicators that can measure the concept of interest. If the concept has 
different components in addition to a shared core, it is important to use indicators 
that represent both the culture-specific as well as the culturally shared components. 
For example, in what way would intrinsic motivation manifest itself across different 
cultural contexts? This step typically requires identifying culturally specific and 
relevant items or indicators of the construct through collaborative work. Are all 
relevant domains and expressions of intrinsic motivation captured in the new instru-
ment? This second step in the process is labeled structure equivalence. These two 
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steps are sometimes discussed in conjunction under the label of construct equiva-
lence (although we believe it makes conceptually sense to distinguish between the 
philosophical and the operational steps as low quality operationalization does not 
hold implications on the ontology of a concept across cultures). These operational 
processes are typically conducted using qualitative and ethnographic methods.

Statistical procedures become important once data has been collected. 
Statistically, it is important to analyze both (a) the strength of the relationship 
between each indicator and the overall construct (e.g., factor loading or item dis-
crimination) and (b) the purity of the item (does the indicator capture other con-
struct content distinct from the construct of interest?). If the first analytical process 
shows that an instrument shows similar relationships between each indicator and the 
intended theoretical construct across cultural samples, the condition of metric 
equivalence is being met. The second analysis examines the extent to which an 
indicator only captures variance due to the construct of interest (e.g., no intercept 
differences or differences in item difficulty). If this condition is met, then the 
researcher has identified conditions of full score or scalar equivalence. This is often 
the primary aim because, if met, mean scores from the instruments can be directly 
compared across samples and groups. In recent years, significant statistical progress 
has been made in improving techniques to address these questions (Boer et  al., 
2018; Fischer & Karl, 2019). Unfortunately, despite the importance of these steps 
for drawing appropriate conclusions about the data, these steps are still being 
ignored in a large number of studies (Boer et  al., 2018; Hult et  al., 2008). This 
implies that results in many published studies cannot be interpreted with confidence 
due to possible biases because invariance was not demonstrated. This remains a 
major area for further improvement. This is also an important area of development 
for network approaches, and some recent progress has been made for testing the 
equivalence of network structures (Williams & Mulder, 2019). These issues are 
equally important for the emerging big data approaches, because big data analytics 
are often ignorant of the origin of data and this can significantly bias any results, 
leading to further discrimination and marginalization of certain groups. Nowadays, 
easy-to-use and very powerful tools are available, and there are little excuses that 
can be made for not checking these important steps before using instruments or 
methods developed in different cultural contexts.

12.5  �Conclusions

In this chapter, we looked forward to major opportunities and challenges lying 
ahead for organizational behavior theory and practice. In our view, the three points 
approached here – big data, network psychometrics, and focus on cultural bias and 
equivalence – are intrinsically linked. The transformation of modern workplaces 
will require more and more intercultural contact, while the form of interaction is 
likely to be technology mediated and technology assisted. This will allow organiza-
tions over the world to gain access to measurable performance and behavioral 
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indicators at an unprecedented scale and detail. These data-driven approaches have 
already resulted in major breakthroughs such as network science, which are likely 
to increase in popularity. As discussed here, all these issues will push the theorizing 
and conceptualization about variables back to the researcher (and practitioner). 
How can we interpret the output of an unsupervised machine learning algorithm? 
How do we decide on valid criteria that can identify performance issues as captured 
by wearable devices in real time? How do we make sure that any kind of measure-
ment process does not unfairly discriminate against any group or individuals? The 
intersection between smart big data, network thinking, and attention to cultural bias 
and equivalence issues is the new conceptual frontier for OB researchers. We are 
fairly confident that our field will look quite different, possibly even radically trans-
formed in two or three decades from now. In some ways, we might be a few steps 
away from achieving some of the old dreams of the philosophy of science, namely, 
developing a theory of consilience that allows integrating different levels of expla-
nations across different and independent data sources to arrive at much stronger 
conclusions than any single theoretical framework will permit (Wilson, 1999).
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