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Most experts agree that current employment rates for adults with severe and persistent mental illness (SMD) reflect neither the potential nor their desire of these individuals to work.  Numerous barriers contribute to this situation (e.g., stigma, structure of benefits systems, etc.) and efforts are underway at the federal, state and local levels to reduce these cultural and system-level obstacles.  While mental health system leaders address these obstacles, experts from other fields must join the effort to expand the knowledge base about work for adults with SMD so that competitive employment can become the rule rather than the exception for members of this population.

This research draws on frameworks from industrial/organizational (I/O) psychology related to motivation to work. The central component of the study focuses on working adults with SMD and examines the extent to which the Job Characteristics Model  (Hackman and Oldham, 1976), a widely studied model of motivational job design, explains work outcomes for these adults.  In addition, principles from Expectancy Theory and personnel selection were applied to the task of explaining differences in motivation to get a job among the population of non-working adults with SMD receiving vocational services. The Ohio Department of Mental Health, the Substance Abuse and Mental Health Services Administration (SAMSHA) and the Social Security Administration (SSA) funded the research. 

The Job Characteristics Model and Working Adults with SMD

A large body of research provides evidence that the way jobs are designed impacts outcomes that are important to workers (e.g., job satisfaction) and to employers (e.g., productivity).  Job design can be approached with one or more goals in mind. For instance, jobs can be designed in the interest of increasing production efficiency, minimizing physical strain, or with an eye on maximizing the extent to which they are motivating to the worker (Campion and Thayer, 1985).  

The Job Characteristics Model (JCM) (e.g., Hackman and Oldham, 1976) is a widely studied model of motivational job design that has explained important work outcomes (e.g., satisfaction, tenure) for workers in a wide variety of blue and white-collar jobs. Although there have been hundreds of published studies related to the JCM, this is the first known test of the JCM involving working adults with SMD (personal communication with Richard Hackman, October, 1998). 

According to the JCM, certain core features of jobs as seen by the worker, impact psychological reactions to the job and the outcomes that follow from those reactions. In other words, as shown in Figure 1, the JCM posits that Perceived Core 

Job Characteristics impact work outcomes through their effects on psychological reactions to the job (i.e. Critical Psychological States).           


Figure 1.  Key Components of the Job Characteristics Model.

The five core job characteristics are: “skill variety” (i.e., the perceived variety and complexity of skills and talents required to perform the job); “ task Identity” (i.e., the extent the job is seen as involving a whole, identifiable task); “task significance” (i.e., the extent that the job affects the well being of others); “autonomy” (i.e., the extent the job is seen as allowing for personal initiative in performing the work); and “feedback from the job” (i.e., the extent that the job, itself, provides information about job performance).  

The JCM posits that the way jobs are perceived in terms of these five core job characteristics impact three particular psychological reactions to the job.  These reactions, referred to as “critical psychological states”, include “experienced meaningfulness of work” (i.e., the extent that the work is seen as making a difference to others), “felt responsibility” (i.e., the extent that the worker assumes responsibility for his/her work), and “knowledge of results” (i.e., the extent to which the worker is aware of the quality of his/her work).  Jobs seen as high in the five core job features (e.g., high in autonomy) are expected to be seen as more meaningful by workers, are expected to engender greater feelings of responsibility on the part of workers, and are expected to provide clear cues to workers about the quality of work.

Finally, critical psychological states are expected to explain variability in five specific work outcomes which include: general job satisfaction, perceived job performance, internal work motivation (i.e., the extent that the worker is motivated by doing good work), satisfaction with growth (i.e., the extent that the worker is satisfied with the opportunity to learn new things on the job); and thoughts of quitting.  In addition, the linkages shown in the model (Figure 1) are expected to be moderated by “growth need strength”.  In other words, the linkages are expected to be significantly stronger for those individuals who are highly motivated to learn and grow on the job.

The JCM has generated a great deal of research, literally hundreds of published studies.  Overall, this research supports the prediction that worker satisfaction, motivation and performance are higher among individuals who see their jobs as high in the five core job characteristics (Fried & Ferris, 1986).  For example, a meta-analysis of JCM research based on the original assessment instrument, the Job Diagnostic Survey (JDS), estimated the correlation between job characteristics and job satisfaction to be r = .39 (p < .05) and concluded that employees who have a high need for growth and who see their jobs as being high on the five core job characteristics have the most positive work outcomes (Loher, Noe, Moeller & Fitzgerald, 1985).  Most of this research also supports the notion that the effects of perceived job characteristics on outcomes are partly or fully mediated by the critical psychological states.
We believed that the JCM would apply to working adults with SMD just as it has for countless subgroups of workers.  Support for the model would imply that the appeal of jobs and consequent outcomes may be improved either by redesigning jobs in terms of a core set of job features or by making certain features of the job more salient to workers.

Consequently, two hypotheses, explained in greater detail elsewhere, provided direction for this component of the study that focused on working adults with SMD (Panzano and Baird, 2000; Panzano, Baird and Seffrin, 2003; Panzano, Seffrin and Chaney, 2003). 

Hypothesis 1.1:  The major predictions of the Job Characteristics Model will be supported by data gathered from working adults with SMD 

Hypothesis 1.2:  Variables added to the JCM based upon input by Subject Matter Experts including consumers with SMD, will add significant explanatory power to the original model (i.e., variables from the original model will explain a significant amount of variance in new outcomes; variables in revised model will explain significant variance in original and added outcomes.)   

Expectancy Theory and Non-working adults with SMD 

About halfway through this five-year project and based on demand from the field, the original research was expanded to consider the population of non-working adults with SMD involved in vocational programming (Panzano, Baird and Seffrin, 2002). Although experts asserted that engagement in vocational programming, in and of itself, indicates a readiness to work, they also recognized important differences among these adults with SMD that seem to impact the success of job search efforts, and job placements.  For example, experts described the population as varying in terms of strength of motivation to find a job (versus remained unemployed) and the extent to which obstacles impeded job search efforts. Principles of Expectancy Theory (Vroom, 1964) and personnel selection were expected to provide direction for examining important differences with implications for work that exist among members of this group.  

Expectancy Theory (e.g., Vroom, 1964) is a framework for predicting or understanding which choice is most likely to be made among a set of two or more choices. For example, suppose we are interested in predicting whether an unemployed person will or will not begin investing effort in looking for a job. According to Expectancy Theory, the individual will choose the option that maximizes the expected likelihood that desired outcomes will occur and minimizes the expected likelihood that aversive outcomes will occur. Therefore, in order to predict the most likely choice, one would need to know:

1. what outcomes are most desirable to the individual,

2. what outcomes are most aversive to the individual,

3. the estimated likelihoods that each of the desired and aversive outcomes would occur under a give option

This exploratory component of the research is not intended to provide a formal test of Expectancy Theory as it applies to job seeking behavior. Instead, it aims to demonstrate that non-working adults with SMD do vary in levels of attraction toward and away from work:  

Hypothesis 2.1:  Adults with SMD enrolled in vocational programming, while ready to work, will vary in their strength of motivation to find a job.
In addition, past work experience was seen as an important discriminating variable among members of this population. There is solid evidence from a host of literatures, including the personnel selection and vocational rehabilitation literatures, indicating that past experience is a strong predictor of intended and actual future work. In other words, adults who have worked in the past are more likely to be attracted toward work than those who have not worked.  As a result, we intentions to work to be related to prior work experience.

Hypothesis 2.2:  Past work experience will partly explain intended future work behavior.  

Methodology

Project Phases 

The project occurred in four phases over five and a half years. Thirteen (13) organizations located in seven Ohio counties (i.e., Franklin, Lucas, Montgomery, Portage, Stark, Summit, and Trumbull) participated in one or more phases of the project.  

The Development Phase occurred during years 1 and 2 and focused on tailoring the models and the assessment tools to the populations of interest.  For example, interviews and focus groups with subject matter experts, including consumers, were conducted over an 18-month period to determine whether additions to the JCM were needed to tailor the model to the population of interest. The Pilot Test Phase spanned years 2 and 3 and focused on testing assessment tools and approaches, and on validating instruments. Summaries of progress and findings related to the first two project phases are reported elsewhere and will not be repeated here (e.g., Panzano and Baird, 2000; Panzano, Baird, & Seffrin, 2002).  In contrast, the Hypotheses Testing Phase which spanned years 4 and 5 is the focus of this report.  The Dissemination Phase also is underway.  Finally, revisions are being made to paper and pencil and computerized assessment tools, staff training modules and JPQ feedback reports based on findings from the research and on the applied use of these tools in the field.

Subjects

Several hundred consumers of mental health and/or vocational services throughout Ohio gave informed consent to participate in the research. Consumers participated during all phases of the research.  For example, some consumers served as key informants during the development or pilot test phases of the project. Others participated during phase 3, formal hypothesis testing, which is the focus of this paper.  In fact, about 350 consumers provided data in order to test the four hypotheses noted above. 

Instruments: Versions of the JPQ.  

Although 6 consumer and 4 staff versions of the Job Profile Questionnaire (JPQ) were developed for this project (e.g., Panzano, Baird and Seffrin, 2002), 2 versions of the JPQ completed by consumers are most relevant to the formal Hypothesis Testing Phase of this research. The Current Version of the JPQ is the primary assessment tool used to test Hypotheses 1.1 and 1.2 that address the relevance of the original and revised JCM to working adults with SMD. The Preview Version of the JPQ is the primary assessment tool used to test Hypotheses 2.1 and 2.2 that pertain to differences in motivation to work and future intentions to work among non-working adults with SMD participating in vocational programming.  All versions of the JPQ are available in both paper-pencil and computerized options.  The computerized option eliminates the need for an extra data-entry step and allows for immediate printing of a feedback report.  

Results

Participants.   

Over 150 working consumers (n = 156) completed the Current (or Last) Version of the JPQ that allowed for the testing of Hypotheses 1.1 and 1.2 related to the JCM.  Fifty-nine percent (59%) of this group was male.  The average of age of these adults was forty-two years but ranged from 18 to 64 years. Most participants were Caucasian (i.e., 63% Caucasian, 30% African American, 7% Other) and single, separated or divorced (i.e., 89 %).  Job tenure ranged from 1 week to 18 years with a mean of two years. Typically, subjects worked a little more than half-time (i.e., work week ranged from 1 to 5 days with a mode of 3 days). Factory/assembly jobs were most common (34.5%), followed by cleaning or food service (21.5%) and office/ clerical work (11%).

Two-hundred and seven non-working adults with SMD (n = 207) completed the Preview Version of the JPQ that allowed for the testing of Hypotheses 2.1 and 2.2 related to motivation and intent to seek a job.  This non-working group of adults was very similar to the working group described above in terms of age (i.e., age range 18 – 61 years; average age 38 years), race (i.e., 60% Caucasian, 35% African American, 5% Other), and marital status (i.e., 90% Single, Separated or Divorced).

Findings

The Job Characteristics Model

Findings that pertain to the two hypotheses related to testing the applicability of JCM to working adults with SMD are summarized below.

Hypothesis 1.1:  The major predictions of the Job Characteristics Model (JCM) will be supported by data gathered from working adults with SMD 

Data from working adults with SMD support the vast majority of the predictions of the JCM. First, the JCM predicts that variance in the Critical Psychological States will be explained by Core Job Characteristics (see Figure 1).  Results support this prediction. Job characteristics accounted for significant and substantial variability in the three key psychological reactions to the job (Experienced Meaningfulness R2 = .37; Felt Responsibility R2 = .19 and Knowledge of Results R2 = .21; all p<.01).  

Second, the JCM predicts that variance in outcomes will be explained by Critical Psychological States. Findings support this prediction. Critical psychological states accounted for significant variability in all five outcomes included in the original model (Job Satisfaction R2 = .42; Perceived Job Performance R2 = .30; Internal Work Motivation R2 = .29, Satisfaction with Growth R2 = .33 and Thoughts of Quitting R2 = .20; all p<.01).    

Third, the JCM predicts that the effects of Core Job Characteristics are mediated by Critical Psychological States. Findings support this idea. The effects of job characteristics on the five JCM outcomes (i.e., thoughts of quitting, general job satisfaction, perceived job performance, satisfaction with growth opportunities and internal work motivation) are partly mediated by one of more of the three psychological states. In fact, for four of the five outcomes (perceived job performance was the exception), job characteristics explained a significant but modest percentage of the variability in outcomes beyond that explained by psychological states. For example, job characteristics explained only 4% of the variability in internal work motivation  (p < .01) above and beyond the 54% explained by the critical states (p < .01). Although space limitations do not allow for a detailed account of test results, the overall pattern of findings suggests psychological states partly mediate the effects of job characteristics on outcomes.

Finally, the JCM predicts that model linkages will be stronger for individuals who have a high Need for Growth.  The data did not support this prediction.  The linkages between the Core Job Characteristics and Critical Psychological States were not significantly different for individuals with higher need for growth.  Similarly, the linkages between Critical Psychological States and Outcomes were not significantly different for individuals higher in need for growth. 

The encouraging news is that the JCM provides a good fit to the data from working adults with SMD.  Most of the relationships found are consistent with those predicted by the JCM and the magnitude of variance explained of key model variables is both significant, and sizeable.  

The discouraging news is that many of the working adults with SMD who participated in this research did not describe their jobs as possessing the core job characteristics. The following percentages of respondents agreed or strongly agreed that the job: involved skill variety (4%); allowed for autonomy (17%); provided feedback about the quality of job performance (40%); allowed for task identity (59%) and was significant to other people (59%). Further, although 79% agreed or strongly agreed that they were responsible for their work, only 47% agreed that their work was meaningful and only 49% indicated that they could discern how well they were performing on the job. Given our results indicating that the JCM appears to apply to working adults with SMD, these descriptive findings suggest a need for mental health and vocational professionals to attend more closely to job design issues for this population of workers.

Hypothesis 1.2:  Variables added to the JCM based upon input by Subject Matter Experts including consumers with SMD, will add significant explanatory power to the original model (i.e., variables from the original model will explain a significant amount of variance in new outcomes; variables in revised model will explain significant variance in original and added outcomes.)   

During the first 18 months of the research, additions to the JCM were made to every facet of the model (Panzano, Baird, and Seffrin, 2002).  These additional factors were suggested by the research literature, consumers of mental health services, mental health professionals and vocational rehabilitation specialists.  A listing of variables added appears in Figure 2 but is explained in greater depth elsewhere (e.g. Panzano et al, 2002).    

Space limitations do not allow for all of these variables to be defined. However, 

the added outcomes will be briefly defined because they are central to the discussion.  Added outcomes include:  Commitment to Supervisor (i.e., the extent that the worker is committed or dedicated to the supervisor); Empowerment  (i.e., the extent the individual feels capable of overcoming challenges); Career Maturity  (i.e., the extent nthe individual believes s/he understands the requirements of many jobs and, his/her own skills and abilities as a worker); Perceived Improvement in Health & Mental Health (i.e., the extent that the individual believes that his/her health/mental health has improved since starting work; and Job Strain (i.e., the extent that the worker finds the job to be stressful).


Figure 2.  Additions made to the Job Characteristics Model.

The revised model includes the 5 original outcomes and 7 added outcomes.  These additional outcomes were regressed on job characteristics and psychological states from: 1) the original model; and 2) the revised model that includes both the original and additional variables.  Findings are summarized in Table 3.  

	Outcomes
	Total R2

Original Model
	p
	Total R2

Revised Model
	p
	Increase in R2

Over Original

	General Job Satisfaction
	.52
	.001
	.61
	.001
	.09

	Perceived Job Performance
	.47
	.001
	.49
	.001
	.02

	Internal Work Motivation
	.40
	.001
	.43
	.001
	.03

	Satisfaction with Growth
	.44
	.001
	.46
	.001
	.02

	Thoughts of Quitting
	.25
	.001
	.37
	.001
	.12

	Commitment to Supervisor
	.37
	.001
	.45
	.001
	.08

	Career Maturity – Job
	.21
	.001
	.29
	.001
	.08

	Career Maturity – Worker
	.35
	.001
	.40
	.001
	.05

	Empowerment
	.43
	.001
	.49
	.001
	.06

	Perceived Improvement – Health
	.27
	.001
	.32
	.001
	.05

	Perceived Improvement – Mental Health
	.46
	.001
	.55
	.001
	.09

	Job Strain
	.25
	.001
	.35
	.001
	.10


Table 3.  Variance explained in all outcomes by original and revised models.

Column Two shows the amount of variance in outcomes explained by the variables in the original model.  Column Four shows the amount of variance explained by the variables in the revised model.  Column Six shows the difference between Columns Two and Four, in other words, the additional variance explained by new variables after the original model variables have been entered into the regression equations.  All additional variances explained were statistically significant (p < .01

Moderators

Twenty-five potential moderators such as the physical comfort of the work environment were added to the revised model.  We are in the process of examining the effects of moderators so findings are not reported here.

Research Findings: Expectancy Theory

The purpose of this portion of the research was to explore differences in attraction toward and away from work among non-working adults with SMD enrolled in vocational programming.  Findings related to the two guiding hypotheses are described below.

Hypothesis 2.1:  Adults with SMD enrolled in vocational programming, while ready to work, will vary in their strength of motivation to find a job.

Four components of attraction toward (or away from) work were identified and found to be internally consistent. These components include: Affective Motivation to Work (i.e., the affective or emotional attraction toward working) (alpha = .81); Positive Expectations about Working  (i.e., the extent that the individual expects positive outcomes as a result of getting a job) (alpha = .79); Urgency to Work (i.e., the extent that the individual wants to begin working as soon as possible) (alpha = .84); and Anxiety about Working  (i.e., the extent that the individual is nervous or anxious about getting a job) (alpha = .79).  Analyses suggest that these scales are related, but not redundant as inter-scale correlations, while significant, are modest to moderate in magnitude.  

Figure 3 shows that the pattern of responses to the 4 scales varies across the 207 non-working consumers who completed the JPQ Preview. Thus, adults in our sample differed in terms of strength of attraction toward and away from work. While the majority had positive expectations about working (80%) and saw finding a job as urgent (50%), only a minority (22%) agreed they were affectively motivated to work.
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Figure 3.  Patterns of responses for components of Motivation to Work.

Even so, only slightly more than 20% agreed or strongly agreed that the idea of working evoked feelings of anxiety.  These findings provide support for Hypothesis 2.1.  

These 4 aspects of motivation to work were regressed on several explanatory variables that fall into 4 broad categories: Issues for workers with SMD (e.g., symptom awareness); Support for work by significant others (e.g., family, friends); Beliefs about working (e.g., expected job strain); and Individual Difference variables (e.g., identity as a worker).  Explanatory variables accounted for substantial variability in each of the four motivation scales. For example, they accounted for 82% of Affective Motivation to Work with Beliefs about Working accounting for the lion’s share (67%). This particular finding suggests that attraction toward working potentially can be impacted through exposing consumers to information and experiences that alter their Beliefs about work.

Hypothesis 2.2:  Past work experience will partly explain intended future work behavior.  

Consumers also provided basic information about past work experience and intended future work.  Correlations between past and future intended work behavior appear in Table 5. One- third (i.e., 7) of 21 possible correlations were significant (*) and 5 of those fall on the diagonal. These findings suggest that past work experience is likely to have a 

powerful impact on future intentions about work and provides support for Hypothesis 2.2.

	Past Experience
	Intended Future Work

	
	Full Time
	Part Time
	Short Term
	Temporary
	Odd Jobs
	No Work

	Full Time
	.41*
	-.01
	.08
	.08
	.15
	-.03

	Part Time
	.09
	.32*
	-.02
	.14
	.03
	-.11

	Short Term
	.06
	.15
	.33*
	.20*
	.08
	-.03

	Temporary
	.27*
	.07
	.06
	.35*
	.07
	-.03

	Odd Jobs
	.11
	.13
	.00
	.15
	.45*
	-.08

	No Work
	-.09
	.08
	.09
	-.02
	-.04
	.32*


 Table 5:  Relationships between past work and intended future work

Discussion 

The Job Characteristics Model

The data provided from 156 working adults with SMD provide support for the Job Characteristics Model. The way these workers perceived their jobs in terms of five core job characteristics was related to important psychological reactions and work outcomes.  Additions made to the original JCM including job characteristics (e.g., emotional labor) and psychological states (e.g., emotional dissonance) explained additional significant variability in the original five JCM outcomes, above and beyond the variability explained by original model variables  Seven additional outcomes seen as important to key stakeholders including consumers also were added to the model (e.g., improved health, career maturity, empowerment).  Analyses indicated that both the original and revised model explained significant variability in all twelve outcomes in the revised model.

The finding that the JCM applies to the population of working adults with SMD is important for several reasons.  First, and perhaps most important, it demonstrates that processes related to perceiving and reacting to jobs operate for workers with SMD as they do for other segments of the working population.  Second, support for the model suggests that the design of jobs should be considered (in addition to type of work) in the job development process. Third, support for the JCM emphasizes the important notion that worker perceptions about their jobs are important. As a result, employers and counselors need to regularly investigate workers views about their work. If necessary, jobs can be redesigned to improve workers’ reactions. Job enlargement and job enrichment are two existing strategies for accomplishing this. In addition, social information provided by employers, coworkers, counselors and family members also can be effective in helping workers see their jobs in new and more favorable ways (Wrzesniewski & Dutton, 2001).  More attention clearly needs to be given to the value of motivational job design for improving the experience of work and work outcomes for adults with SMD.

Attraction toward and away from work

 “There are numerous motivational issues involved in obtaining, maintaining, or returning to employment for persons with disabilities” (Wagner and McMahon, p. 159) 

This research provides evidence that strength of motivation toward (or away) from work varies considerably among non-working adults with SMD who are involved in vocational programming. In theory, attraction toward work needs to be substantially stronger than attraction away from work if an individual is to persevere with finding and keeping a job. At the same time, finding a job quickly builds valuable and needed work experience for adults identified as ‘ready to work’. Clearly, a tension exists between getting a person quickly into the workforce and ensuring that the psychological attraction toward work is strong enough to motivate that individual to persevere at a job in the face of obstacles and adversities that are bound to arise.  The JPQ Preview provides a mechanism for evaluating strength of motivation to work.  This information is likely to be of interest to professionals working with non-working adults with SMD who are engaged in various types of vocational programs, including supported employment programs.
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