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CHAPTER 10

Tom Cruise has dyslexia,
and he struggles with
wiitten comprehension.

He learns the lines for his
movies by listening to them
ontape.

cognitive ability types, along with their specific facets and some jobs in which they're thought to
be important. The definitions and information in this table, as well as that discussed in the follow-
ing sections, comes from research that produced a public database called O*NET, which outlines
requirements of employees in different types of jobs and occupations.

VERBAL ABILITY Verbal ability refers to various capabilities associated with understanding and

pressing oral and written ication. Oral comp jon s the ability to understand spo-
ken words and sentences, and written comprehension is the ability to understand written words and
sentences. Although these two aspects of verbal ability would seem highly related~that is, people
who have high oral comprehension would tend to have high written comprehension, and vice
versa~it's not difficult to think of people who might be high on one ability but low on the other.
As an example, it's been reported that as a result of his dyslexia, actor Tom Cruise has poor wi
ten comprehension and can learn his lines only after listening to them on tape.'"

Two other verbal abilities are oral expression, which refers to the ability to communicate ideas
by speaking, and written expression, which refers to the ability to communicate ideas in writing.
Again, though it might seem that these abilities should be highly related, this is not necessarily so.
You may have taken a class with a professor who had authored several well-regarded books and
articles, but at the same time, had a very difficult time expressing concepts and theories to stu-
dents. Although there could be many reasons this might happen, one explanation is that the pro-
fessor had high ability in terms of written expression but low ability in terms of oral expression.

Generally speaking, verbal abilities are most important in jobs in which effectiveness depends
on ng and icating ideas and i ion to others. As an example, the effec-
ness of business executives depends on their al
other exccutives and staff, as well as their ability to articulate a vision and strategy that promotes
employee understanding. As another example, consider how important the verbal abilities of a
9-1-1 dispatcher might be if a loved one suddenly became ill and stopped breathing.

QUANTITATIVE ABILITY Quantitative ability refers t0 two types of mathematical capabilites.
‘The first is number facilty, which is the capability to do simple math operations (adding, subtract-
ing, multiplying, and dividing). The second is mathematical reasoning, which refers to the ability to
choose and apply formulas t0 solve problems that involve numbers. If you think back to the SAT, you
can probably remember problems such as the following: “There were two trains 800 miles apart, and
they were traveling toward each other on the same track. The first train began traveling at noon and
averaged 45 miles per hour. The second train started off two hours later. What speed did the second
train average if the two trains smashed into each other at 10:00 p.m. of the same day?”

Although number facility may be necessary o solve this problem, mathematical reasoning is
crucial because the test taker needs to know which formulas to apply. Although most of us wish
that problems like this would be limited to testtaking contexts (especially this particular prob-
lem), there are countless situations in which quantitative abilities are important. For example,
consider the importance of quantitative ability in jobs involving statistics, accounting, and engi-
neering. Quantitative abilities may be
important in less complex, lower-level
jobs as well. Have you ever been at a
fastfood restaurant or convenience
store when the cash register wasn't
working and the clerk couldn't man-
age to count out change correctly or
quickly? If you have, you witnessed
a very good example of low quantita-
tive ability, and perhaps some very
annoyed customers as well.

REASONING ABILITY Reasoning
\ ability is actually a diverse set of abili-
ties associated with sensing and solv-
Movistore collction Lid/Alamy ing problems using insight, rules, and
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logic. The first reasoning ability, problem sensitiviry, is the ability to sense that there’s a problem
right now or likely 1o be one in the near future. In essence, problem sensitivity is the ability to
sense that things just aren't right, or are not tracking correctly or as expected. Anesthesiology is a
great example of a job for which problem sensitivity is crucial. Before surgeries, anesthesiologists
give drugs to patients so that surgical procedures can take place without the patients experiencing
pain. However, during the surgery, patients can have negative reactions to the drugs that might
result in the loss of lfe. So the ability of the anesthesiologist to sense when something is wrong
even before the problem is fully apparent can be a lifeordeath matter.

A second type of reasoning ability is called deductive reasoning. This ability refers to the use
of general rules or hypotheses as a starting point to solve a problem. Individuals who possess
high deductive reasoning ability are able reach effective conclusions by comparing how available
information fits with an existing rule or hypothesis. When information is consistent with the rule
or hypothesis, the solution follows accordingly. When information is not consistent with a rule or
hypothesis, then the information is considered in light of a different rule or hypothesis, and the
process begins anew. Judges need to have strong deductive reasoning abilities because their job
involves the consideration of facts in light of existing rules of law to reach verdicts.

In contrast, inductive reasoning refers to the ability to consider several specific pieces of infor-
‘mation to generate a hypothesis and a plausible solution. Individuals with high inductive reasoning
ability are able to produce solutions to problems by synthesizing available data and information.
Inductive reasoning is required of police detectives and crime scene investigators who must con-
sider things like tire tracks, blood spatter, fibers, and fingerprints to reach conclusions about likely
perpetrators of crimes and causes of death.

Finally, originality refers to the ability to develop clever and novel ways to solve problems. Larry
Page and Sergey Brin, the two founders of Google, provide good examples of originality. They not
only developed the Internet search software that gave Google a competitive advantage, and cre-
ated the first completely new advertising medium in nearly half a century, but they also refuse
10 follow conventional wisdom when it comes to managerial practices and business decisions."
Clearly, originality is important in a wide variety of occupations, but in some jobs, originality is
the most critical ability. For example, a cartoonis, designer, writer, or advertising executive with-
out originality would find it difficult to be successful.

SPATIAL ABILITY There are two main types of spatial ability, or capabilities associated with
visual and mental representation and manipulation of objects in space. The first is called spatial
orientation, which refers to a good understanding of where one is relative to other things in the
environment. A tourist with high spatial organization would have no trouble finding her way back
10 her hotel on foot after a long day of sightsecing, even without a map or help from anyone on the
street. The second spatial ability is called visualization, which is the ability to imagine how sepa-
rate things will look if they were put together in a particular way. If you're good at imagining how
a room would look if it were rearranged, or if your friends are impressed that you can buy things
that go together well, chances are that you would score high on visualization.

PERCEPTUAL ABILITY Perceptual ability refers to being able to perceive, understand, and recall
patterns of information. More specifically, speed and flexibility of closure refers to being able to pick
out a pattern of information quickly in the presence of distracting information, even without all the
information present. People who work for the Central Intelligence Agency likely need speed and
flexibility of closure to break secret codes. Related to this ability is perceptual speed, which refers
10 being able to examine and compare numbers, letters, and objects quickly. If you can go into the
produce section of a supermarket and choose the best tomatoes faster than the people around you,
chances are you have high perceptual speed. Effectiveness in jobs in which people need to proof-
read documents, sort things, or categorize objects depends a lot on perceptual speed.

GENERAL COGNITIVE ABILITY If you've read the preceding sections carefully, you probably
thought about where you stand on the different types of cognitive abilites. In doing so, you may
have also reached the conclusion that you're higher on some of these abilities and lower on others.
Maybe you think of yourself as being smart in verbal abilities but not as smart in quantitative abil
es. In fact, most people score more similarly across their cognitive abilities than they realize. People
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Pilots flying in conditions
where there's poor visibility
have to rely on various.
instruments and their
spatial abiliy to visualize
their absolute position

and, just as important, their
position relative to other
objects, some of which are.
also moving.
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who are higher than average on verbal
abilities also tend to be higher than aver-
age on reasoning, quantitative, spatial,
and perceptual abilities, and people who
are lower than average on verbal abili-
ties tend 1o be lower than average on
the other abilities. Although this con-
sistency might not apply to everyone,
it applies often enough that researchers
have been trying to understand why this
‘occurs for well over 100 years.'*

The most popular explanation for
the consistency in the levels of differ-
ent cognitive abilities within people is
that there’s a general cognitive abil
sometimes called the g/acior or simply
g—that underlies or causes all of the
more specific cognitive abilities we've
T — discussed so far." To understand what
Sne Neos Gy bidgts this means more clearly, consider the

diagram in Figure 10-1 that depicts

general cognitive ability as the area
in common across the more specific cognitive abilities that we've discussed. This overlap exists
because each of the specific abilities depends somewhat on the brain’s ability to process informa-
tion effectively. So, because some brains are capable of processing information more effectively
than others, some people tend to score higher across the specific abilities, whereas others tend to
score lower.

You're probably familiar with the intelligence quotient, which is known as 1Q. Well, IQ was
something originally used in educational contexts to diagnose learning disabilities, and accord-
ingly, tests to measure IQ were developed using questions with which students with learning dis-
abilities might struggle. 1Q tests were then scaled as a percentage that indicated a person's mental
age relative to his or her chronological age. 1Q scores lower than 100 were interpreted as indicating

e: Adapted from Johnson, J. J.. and J. B. Cullen. “Trust in CrossCultural Relationships.” In Blackwell Handbook
of Cross-Cultural Management edited by M. J. Gannon and K. L. Newman, pp. 335-60. Malden, MA: Backwel, 2002,
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a potential learning or educational deficiency, whereas scores higher than 100 were interpreted as
indicating that someone was particularly bright for his or her age. However, it turns out that 1Q
tests and tests of general cognitive ability are often quite similar in terms of the types of questions
included, and more importantly, scores on the two types of tests say pretty much the same thing
about the people who take them.*

Does a high 1Q boost effectiveness of people in work contexts? We'll discuss this mater in
some detail later, but it's worth pointing out here that IQ is associated with outcomes that are very
relevant to you, your employer, and perhaps society in general. " For example, researchers have
shown that individuals with higher IQ tend to be healthier and economically better off, and as a
consequence of these two factors, they tend to feel happier and more satisfied with their lives.”
They also tend to have fewer accidents that cause injury, less cardiovascular disease, and not sur-
prisingly given the first two associations, they also tend to live longer." Although the explanation
for these relationships is not altogether clear, it's likely that people with higher IQ become more
knowledgeable about the prevention and management of injury and disease, and in addition, may
have advantages with respect to the availability of health care and knowledge that helps them
adapt to challenging circumstances.”

EMOTIONAL ABILITY
Consider the case of Dick Snyder, who headed the publishing firm Simon & Schuster. He seemed . 10.3
unable to control or perceive his emotions, and he regularly blew up at and humiliated his subordi-  what are the various types of
nates.  To make matters worse, he didn't understand that his lack of emotional control and under-  emotionalabity?
standing was having a negative impact on his team, and he eventually was fired, despite leading
his company to higher levels of carnings. In this section of the chapter, we describe the concept of
emotional ability—precisely the type of ability that Dick Snyder appears to lack.
S0 how is emotional ability different than cognitive ability? Most of us know someone who is
very smart from a “cognitive ability” or IQ standpoint, but at the same time, the person just can't
manage o be effective in real-world situations that involve other people. As an example, you may
have played Trivial Pursuit with a group of friends and found someone at the table who could not
only answer the majority of the questions correctly but also managed to say 0dd or inappropriate
things throughout the game. You may also know someone who doesn't seem very “book smart”
but always scems able t0 get things done and says the right things at the right time. In the context
of the same Trivial Pursuit game, such a person might have answered most of the game questions
incorrectly but, sensing how uncomfortable and angry people were becoming with the annoying
player, made jokes to lighten things up.
In fact, for several decades now, researchers have been investigating whether there’s a type
of ability that influences the degree to which people tend to be effective in social situations,
regardless of their level of cognitive abilities 2 Although there has been some debate among these
researchers. 2 many believe now that there’s a human ability that affects social functioning, called
emotional intelligence. " Emotional intelligence s defined in terms of a set of distinct but related
abilities, which we describe next.

SELF-AWARENESS The first type of emotional intelligence is self-awareness, or the appraisal
and expression of emotions in oneself. This facet refers to the ability of an individual to under-
stand the types of emotions he or she is experiencing, the willingness to acknowledge them, and
the capability to express them naturally.” As an example, someone who is low in this aspect of
emotional intelligence might not admit to himself or show anyone else that he’s feeling somewhat
anxious during the first few days of a new job. These types of emotions are perfectly natural in a
new job context, and ignoring them might increase the stress of the situation. Ignoring those emo-
tions might also send the wrong signal to new colleagues, who might wonder, “Why isn't the new
hire more excited about working for us?”

OTHER AWARENESS The second facet of emotional intelligence is called other awareness, or
the appraisal and recognition of emotion in others. As the name of this facet implies, it refers to
a person's ability to recognize and understand the emotions that other people are feeling. People
who are high in this aspect of emotional intelligence are not only sensitive to the feelings of others
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“Other awareness” is one
aspect of emotional intel-
ligence that allows us to
‘empathize with others and
understand their feelings.

but also can anticipate the emotions
that people will experience in differ-
ent situations. In contrast, people
who are low in this aspect of emo-
tional intelligence do not effectively
sense the emotions that others are
experiencing, and if the emotions are
negative, this inability could result
in the person doing something that
worsens the situation. As an exam-
ple, have you ever had a professor
who couldn't sense that students in
class didn't understand the material
being presented in a lecture? When
that professor continued to press on
with the slides, oblivious to the fact
that the students were becoming even more confused, it was poor other awareness in action. As
another example, an accountant at Chemical Bank in New York recalls that his boss asked him
to refine his skills in this aspect of emotional intelligence.2” Although he was a good accountant,
he needed help showing interest in other people’s emotions so that discussions with clients were
less contentious. As a final example, the CEO of Forte Hotels, a chain of luxury hotels in Europe,
prizes employees who have the ability to understand the customer's emotions so they can react
accordingly. “I know the most amazing waitress,” he says. “She can look at a counter full of people
eating breakfast and tell immediately who wants chatting up, who wants to be left alone. Uncanny.
Just uncanny."?*

EMOTION REGULATION The third facet of emotional intelligence, emotion regulation, refers to
being able 1o recover quickly from emotional experiences. ™ As an example of this aspect of emo-
tional intelligence, consider the possible responses of someone on his way to work, who s driving
just below the speed limit in his brand new Toyota Prius who gets cut off by an aggressive driver
who, as she passes by, throws a half-illed plastic bottle of Mountain Dew out the window and
shouts an obscenity. If the Prius driver can regulate his emotions effectively, he recovers quickly
from the initial anger and shock of the encounter. He would be able (o get back to whatever he
was listening to on the radio, and by the time he got to work, the incident would likely be all but
forgotten. However, if this person were not able to regulate his emotions effectively, he might lose
his temper, tailgate the aggressive driver, and then ram his new Prius into her vehicle at the next
stoplight. We hope it’s obvious to you that the former response is much more appropriate than
the latter, which could prove quite costly to the individual. Although this example highlights the
importance of regulating negative emotions, we should also point out that this aspect of emotional
intelligence also applies to positive emotions. Consider, for example, the response of someone
‘whois told that he's about to receive a significant pay raise. If this person is unable to regulate his
‘own emotions effectively, he might feel joyous and giddy the rest of the day, flashing jazz hands to
his coworkers. As a consequence, he’s not able to accomplish any more work that day, never mind
alienating everyone around him. See our OB on Screen feature for an interesting example of poor
emotion regulation.

USE OF EMOTIONS The fourth aspect of emotional intelligence is the use of emotions.® This
capability reflects the degree to which people can harness emotions and employ them to improve
their chances of being successful in whatever they e seeking to do. For example, researchers have
shown that when employees who face novel circumstances harness their positive emotions, they can
produce solutions that are more creative.” To understand this facet of emotional intelligence more
clearly, consider a writer who's struggling to finish a book but is under a serious time crunch because
of the contract with the publisher. If the writer were high in this aspect of emotional intelligence, she
‘would likely psych herself up for the challenge and encourage herself to work hard through any bouts
of writer's block. In contrast, if the writer were low in this aspect of emotional intelligence, she might
begin to doubt her competence as a writer and think about different things she could do with her lif.

Digital Vision/Gett Images
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I On Screen

PHANTOM THREAD

As I think you know, Alma, I prefer my asparagus with oil and salt. And knowing this, you've
prepared the asparagus with butter. Now, I can imagine in certain circumstances being able to
pretend that 1 like it made this way. Right now, I'm just admiring my own gallantry for eating it
the way you've prepared it.*

With those words, dressmaker phenom Reynolds Woodcock (Daniel Day-Lewis) lets his model,
muse, and lover, Alma (Vicky Krieps), know that he’s doing his best to regulate his emotions, in
the movie Phantom Thread (Dir. Paul Thomas Anderson, Focus Features, 2018). Set in London
in the 1950s, the film depicts Woodcock as an eccentric dressmaker for British high society.
'Woodcock's eccentricity is rooted in the degree to which he and his sister Cyril (Lesley Manville)
work to keep his life in perfect order so that his emotions stay in check.

‘Woodcock knows he has problems regulating his emotions, and in particular, he has difficulty
regaining his composure after becoming upset. In one scene, for example, Alma brings some tea to
Woodcock, who is working. He's bothered by the disruption, and as Alma begins to leave with the
tea, he tells her, “The tea is going out. The interruption is staying right here with me."* In another
scene, Woodcock becomes distressed by the sound of Alma buttering her toast. He storms from
the room after telling her, “It's as if you rode across the room on a horse.” Cyril then tells Alma,
“If breakfast isn't right, it's very hard for him to recover for the rest of the day.™

Entertainment Pictures/Alamy

By structuring his life carefully, Woodcock believes he can avoid upsetting emotions and pre-
serve the enormous amount of energy it would require to regulate them internally. On their first
date together, Woodcock tells Alma, “I'm certain I was never meant to marry. I'm a confirmed
bachelor. I'm incurable.” At that point in their relationship, and given that Woodcock is clearly
atiracted (o Alma, it seems like a very odd thing to say. However, Woodcock is conveying that he
avoids serious relationships because of the need to regulate his emotions, which he describes as
being “deceitful.” As their relationship evolves, Alma’s desire to know who Woodcock really is
beneath the controlled facade begins to grow, and she intentionally does things to upset him. For
example, the opening quote is from a scene where Alma surprises Woodcock by making dinner
after learning that he does not like surprises (nor butter). As the film progresses, Alma goes much
further in her quest to get to know Woodcock and his emotional self, and in a twist that we will not
reveal here, the two settle into a dark routine that seems to meet both their needs.

“Focus Features
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Because these behaviors will slow progress on the book even further, the number and intensity
of self-defeating thoughts might increase, and ultimately, the writer might withdraw from the
task entirely.

APPLYING EMOTIONAL INTELLIGENCE Although you may appreciate how emotional intel-
ligence can be relevant to effectiveness in a variety of interpersonal situations, you might be won-
dering whether knowledge of emotional intelligence can be useful to managers in their quest to
make their organizations more effective. It turns out there’s growing evidence that the answer to
this question is “yes.” albeit with a few caveats.’”

As one example of the usefulness of emotional intelligence, the U.S. Air Force found that
recruiters who were high in some aspects of emotional intelligence were three times more likely
to meet recruiting quotas than recruiters who scored lower in the same aspects of emotional

3 Recruiters with high emotional were more effective because they pro-
jected positive emotions and could quickly sense and appropriately respond to recruits’ concerns.
Because these capabilities made recruiting easier, there was less pressure to meet performance
quotas, which translated into fewer hours at the office, higher satisfaction, and ultimately higher
retention. In fact, after the Air Force began requiring new recruiters (o pass an emotional intel-
ligence test, turnover among new recruiters dropped from 25 percent to 2 percent. Given that, on
average, it costs about $30,000 to train a new recruiter, this lower turnover translated into about
$2.75 million in savings a year.

As a second example of the usefulness of emotional intelligence, Paris-based L'Oréal, the
‘world's largest manufacturer of cosmetics and beauty products, was interested in the use of emo-
tional intelligence in the hiring of sales agents who could perform their jobs more effectively.**
How well did this idea work out for the company? The sales agents who were hired based mainly
on their emotional intelligence scores had sales that were $91,370 greater than agents who were
hired on the basis of other information. The company also found that the agents who were selected
on the basis of their emotional intelligence scores were 63 percent less likely to quit during their
first year as compared to the other agents. Sales agents with high emotional intelligence were able
to better understand client needs, and because this results in higher performance and less frustra-
tion, these agents tend 1o stay with the company longer.

The two previous examples illustrate the usefulness of staffing and training practices based on
emotional intelligence. In fact, there’s growing evidence from researchers that emotional intel-
ligence may have an important impact on employee job performance across a wide variety of set-
1gs.* There’s also evidence that emotional intelligence may have a significantly stronger impact
on the job performance of some employees more than others. One recent study, for example,

found that emotional i is a more important inant of job performance for employ-
ees with lower levels of cognitive ability.* The explanation for this relationship s easy to under-
stand if you consider that, in many circumst high can

somewhat for low cognitive intelligence. In other words, exceptional “people smarts” can, to some
extent, make up for deficiencies in “book smarts.”

Although the picture of emotional intelligence we've painted so far is very upbeat, it's impor-
tant to mention that there may be a “dark side” to this ability. Specifically, there's some evidence
that emotional intelligence is correlated positively with behaviors at work that are more counter-
productive in nature.”” That is, certain individuals with higher levels of emotional intelligence
may tend to engage in more counterproductive behaviors such as gossiping. , and even
theft. This might come as some surprise to you given all the positives of emotional intelligence we
mentioned in the previous paragraphs. However, consider that the ability to understand and influ-
ence others’ emotions can be used to achieve personal goals that are not necessarily compatible
with the goals and values of the organization or society.” In essence, emotional intelligence m:
provide individuals with a gift of being able to influence how other people feel, and unfortunately,
that gift can be abused if the individual is inclined toward questionable ends.”

ASSESSING EMOTIONAL INTELLIGENCE As we discussed previously, cognitive abilities are
typically assessed using measures with questions such as those included in SAT or IQ tests. So
how is emotional intelligence assessed? One type of emotional intelligence assessment is similar
10 a SATstyle test, because questions are scored as correct or incorrect. Test takers are asked to
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describe the emotions of people depicted in pictures, predict emotional responses to different situa-
tions, and identify appropriate and inappropriate emotional responses. After a person takes the test,
it gets sent back 10 the test publisher to be scored. Another type of assessment asks people about
behaviors and preferences that are thought to reflect emotional intelligence. One of the first tests
of this type, the Emotional Quotient Inventory (EQ4),*" includes 133 such questions. Although
the EQi has been used by many organizations in an attempt to improve managerial practices and
organizational effectiveness, it has been criticized for measuring personality traits more than actual
abilities. More recently, a group of researchers published a very short and easy-o-score measure
specifically designed to assess each of the four facets of emotional intelligence described in this sec-
tion.* Although this assessment is similar in format o the EQA, the items don't appear to overlap
as much with items that measure different aspects of personality. You can take the test yourself in
our OB Assessments feature 10 see where you stand in terms of emotional intelligence.

PHYSICAL ABILITY

Physical abilites are likely very familiar to you because many of you took physical education @ 10.4
classes early in your school career. Maybe you were evaluated on whether you could climb a rope  wnat are the various types of
10 the ceiling of a gymnasium, run around a track several times, or kick a ball t0 a teammate who  physical abity?
was running full stride. Or maybe you've applied for a job and had to take a test that assessed your

ability to manipulate and assemble small mechanical parts. As a final example, and the one likely

10 be most familiar, you've probably been subject to tests that measure the quality of your vision

and hearing. Although these examples may not seem (o be related, each refers to a different type

of physical ability. In this section, we review a few important types of physical abilities, which are

summarized in Table 10-2. We note that the definitions and information in this table (and in the

following sections) come from O*NET, which as we mentioned previously, outlines requirements

of employees in different types of jobs and occupations.**

STRENGTH Although strength generally refers to the degree to which the body is capable of
exerting force, there are actually several different types of strength that are important, depending
on the job. Static strength refers to the ability to lift, push, or pull very heavy objects using the
hands, arms, legs, shoulders, or back. Static strength is involved in jobs in which people need to
1ift objects like boxes, equipment, machine parts, and heavy tools. With explosive strength, people
exert short bursts of energy to move the body or an object. Employees who are required to run,
jump, or throw things at work depend on their explosive strength (o be effective. The final type
of strength, dynamic strength, refers to the ability to exert force for a prolonged period of time
without becoming overly fatigued and giving out. Dynamic strength is involved in jobs in which
employees have to climb ropes or ladders or pull themselves up onto platforms. Although jobs
requiring physical strength may vary as to which category is important, there are also many jobs
that require all three categories. Firefighters, for example, must typically pass grueling tests of
strength before being hired. In Dublin, California, one part of the firefighter strength test involves
bing a long flight of stairs under time constraints without touching the rails while wearing a
50-pound vest and carrying another 25 pounds of equipment. Another part of the test involves
safely moving a 165-pound dummy out of harm'’s way.**

STAMINA Stamina refers o the ability of a person’s lungs and circulatory system to work effi
ciently while he or she is engaging in prolonged physical activity. Stamina may be important in
jobs that require running, swimming, and climbing. In fact, stamina is involved whenever the
nature of the physical activity causes the heart rate to climb and the depth and rate of breathing
toincrease for prolonged periods of time. As you can imagine, the firefighter test described in the
previous paragraph assesses stamina as well as strength.

FLEXIBILITY AND COORDINATION Generally speaking, flexi refers to the al
ity to bend, stretch, twist, or reach. When a job requires extreme ranges of motion—
for example, when people need to work in a cramped compartment or an awkward
position~the type of flexibility involved is called extent flexibility. If you'e ever watched a
person working inside the trunk of a car installing speakers, you've seen extent flexibil
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EMOTIONAL INTELLIGENCE
How high is your emotional intelligence? This assessment will
facets of emotional intell i in this ch

tion regulation, and emotion use. Answer each question using the response scale provided. Then
follow the instructions below to score yourself. (Instructors: Assessments on job ability prefer-
ences and tolerance for emotional labor can be found in the PowerPoints in the Connect Library’s
Instructor Resources and in the Connect assignments for this chapter.)

rere you stand on the four
. other . emo-

tell you whe

1 2 3 a 5 6 7
TOTALLY  DISAGREE SOMEWHAT NEUTRAL SOMEWHAT AGREE  TOTALLY
DISAGREE DISAGREE AGREE AGREE

1.1 have a good sense of why | have certain feelings most of the time.

2.1have a good understanding of my own em
3.1 really understand what  feel.

4.1always know whether or not | am happy.
5.1am a good observer of others’ emotions.
6.1always know my friends’ emotions from their behavior.
tothe feelings and emotions of others.

7.1am sens
8.1 have a good understanding of the emotions of people around me.
9.1 always set goals for myself and then try my bestto achieve them.

10.1always tell myself | am a competent person.

11.1am a self-motivating person.

12.1would always encourage myself to try my best.

13.1am able to control my temper 5o that | can handie difficulties

rationally.
14.1am quite capable of controlling my own emotions.
15.1can always calm down quickly when | am very angry.

16.1 have good control over my own emotions.

SCORING AND INTERPRETATION:
« Self-Awareness: Sum up items 1-4.

« Other Awareness: Sum up items 5-8.

« Emotion Use: Sum up items 9-12.
« Emotion Regulation: Sum up items 13-16.

If you scored 19 or above, then you are above average on a particular dimension. If you scored 18,
or below, then you are below average on a particular dimension.

Sources: K.S. Law, 5. Wong. and L. Song. “The Consiruct and Critrion Vaidityof Emotiona Inieligence and I Potntial

Uity for Management Stdie.” Joural of Appled Piychologs 89 (2004), pp. 483-96; CS. Wong and K.S. Law, “The Efects
of Leader and Follower Emotional Inteligence on Performance and Atitude,” The Leadership Quartety 13 (2002), pp. 243-4.
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TABLE 10-2| Physical Abilities

Tvee MORE SPECIFIC FACET JOBS WHERE RELEVANT

Strength Static: Lifing, pushing, pulling heavy objects | Structural iron and
Explosive: Exerting a short burst of muscular | steel workers; tractor
force to move oneself or objects trailer and heavy truck
'Dynamic: Exerting muscular force repeatedly | drivers; farm workers;
or continuously firefighters

Stamina Exerting oneself over a period of time with- | Athletes; dancers;
out circulatory system giving out commercial divers;

firefighters

Fiexibility and | Extent Flexibility: Degree of bending, stretch- | Athletes; dancers;

Coordination | ing, twisting of body, arms, legs riggers; industrial
'Dynamic Flexibility: Speed of bending, machinery mechan-
stretching, twisting of body, arms, legs. ics; choreographer
Gross Body Coordination: Coordinating commercial divers;
movement of body, arms, and legs in activi- | structural iron and steel
ties that involve all three together workers

Gross Body Equilibrium: Ability to regain bal-
ance in contexts where balance is upset

Psychomotor | Fine Manipulative Abilties: Keeping hand | Fabric menders; pot-
and arm steady while grasping, manipulat- | ters; timing device.

ing, and assembling small objects assemblers; jewelers;
Control Movement Abilities: Making quick, | construction drillers;
precise adjustments to a machine while agricultural equipment
operating it operators; photogra-
Response Orientation: Quickly choosing phers; highway patrol

‘among appropriate altemative movements | pilots; athietes
Response Time: Quickly responding to sig-
nals with body movements

Sensory Near and For Vision: Seeing details ofan | Electronic testers and
‘object up close or at a distance pectors; highway
Night Vision: Seeing wellin low light patrol pilots; tractor
Visual Color Discrimination: Detecting differ- | trailer, truck, and bus
ences in colors and shades drivers; airline pilots;
Depth Perception: Judging relative distances | photographers; musi-
Hearing Hearing ians and 3
in sounds that vary in terms of pitch and justrial machine
loudness mechanics; speech

Auditory Attention: Focusing on a source of | pathologists
sound in the presence of other sources
‘Speech Recognition: Identifying and under-
standing the speech of others

Sources: Adapted rom Fleishman, E. A., D. P. Costanza, and J. Marshall Mies.“Abiltes In An Occupational Information
System fo the 2Ist Century: The Development of 0°NET_ edited by N. G. Peterson. M. D. Mumford. W. C. Borman, P. R.
Jeanneret and E. A. Fleishman, pp. 175-95. Washington, DC: American Psychological Association, 1999; and O*NET
‘Website, The O*NET Content Model: Detailed Outline with Descriptions. Accessed May 20, 2009. htp://www.onet cen-
texong/contenthuml/LAPD=1#Cm_LA.

‘When a job requires repeated and somewhat quick bends, stretches, twists, o reaches, the type of
flexibility involved is called dynamic flexibility. To understand what dynamic flexibility involves,
picture a house painter on a ladder trying to paint some trim just barely within reach.
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In addition to flexibility, coordination, or the quality of physical movement, may be impor-
tant in some jobs. Gross body coordination refers 1o the ability to synchronize the movements
of the body, arms, and legs to do something while the whole body is in motion. In contrast
gross body equilibrium involves the ability to maintain the balance of the body in unstable
contexts or when the person has to change directions. Jumping rope effectively requires gross
body coordination; walking on a balance beam requires gross body equilibrium. Both types of
coordination are important in contexts that involve quick movements. However, gross body
equilibrium is more important when the work environment is artificially elevated and inher-
ently unstable.

PSYCHOMOTOR ABILITIES There are several different examples of psychomotor abilities,
which generally refer to the capacity to manipulate and control objects. Fine manipulative abilities
refer 10 the ability to keep the arms and hands steady while using the hands to do precise work,
generally on small or delicate objects such as arteries, nerves, gems, and watches. Control move-
ment abilities are important in tasks for which people have to make different precise adjustments,
using machinery to complete the work effectively. Anyone who drills things for a living, whether
it be wood, concrete, or teeth, needs this type of ability. The ability to choose the right action
quickly in response to several different signals is called response orientation. It shouldn't be too
difficult to imagine the importance of response orientation for an airline pilot who responds to
the flashing lights, buzzers, and verbal information triggered during an inlight emergency. The
final psychomotor ability we describe is called response time. This ability reflects how quickly an
individual responds to signaling information after it occurs. Returning to the previous example,
most of us would feel more secure if our airline pilot had both a fast response orientation and a
quick response time. After all, making the right decision may not be useful in this context if the
decision is made too late!

SENSORY ABILITIES Sensory abilities refers to capabilities associated with vision and hear-
ing. Examples of important visual abilities include the ability to see things up close and at a dis-
tance (near and far vision) or in low light contexts (night vision), as well as the ability to perceive
colors and judge relative distances between things accurately (visual color discrimination and
depth perception). There are many different jobs that emphasize only one or two of these visual
abilities. For example, whereas effectiveness as a watch repairer depends on good near vision,
effectiveness as an interior designer depends on visual color discrimination. However, there are
other jobs in which effectiveness might depend on almost all categories of visual abilities. A
fighter pilot needs near vision to read instruments and checklists, far vision and depth percep-
tion to see enemy targets and landmarks, night vision to conduct operations in low light, and
visual color discrimination to interpret information from warning lights and computer readouts
correctly

Abilities related to hearing, also referred to as auditory abilities, include the capability to
hear and discriminate sounds that vary in terms of loudness and pitch (hearing sensitivity).
being able o focus on a single
sound in the presence of many
other sounds (auditory atten-
tion), and the ability to identify
and understand the speech of
another person (speech recog-
nition). Perhaps the most obvi-
ous jobs for which auditory
abilities would be important
are musicians and composers
(yes, we are going to ignore
exceptions  like  Beethoven,
who was deaf at the time he
wrote his Ninth Symphony),
However, with these jobs, the
mision/AP emphasis would likely be on

Richand Shorvel
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hearing sensitivity and auditory attention rather than speech recognition (who listens to lyrics
these days?). Another job for which auditory abilities might be crucially important is a restau-
rant server, especially if the restaurant is crowded and noisy. In this context, a server needs
auditory attention and speech recognition to be able to isolate and understand the words of a
single patron against the backdrop of the loud chatter. As an example of a company that exists
because of auditory ability, consider the case of Monster Cable, the Brisbane, California-
based manufacturer of audiovisual cables and accessories. Noel Lee, the company’s founder,
started out by comparing the sound of Tchaikovsky's /812 Overture and Michael Jackson's
“Liberian Girl” using different types of speaker wire.** He listened to the music over and over
again and carefully considered the dynamics, loudness, bass response, and high frequencies of
the music to determine which combination of wire thickness, composition, and braiding pat-
tern sounded best.

SUMMARY: WHAT DOES IT MEAN FOR

AN EMPLOYEE TO BE “ABLE"?

‘Thus far in the chapter, we've presented you with a fairly detailed description of the domain of
‘human abilities, which are summarized in Figure 10-2. Although the list of abilities included in
the figure may seem somewhat daunting, we hope that you can appreciate that this set of al
ties describes each and every one of us. Moreover, as we have alluded to throughout the chapter,
these abilities play an important role in determining how effective we can be at different tasks
and jobs.

FIGURE 10-2 | What Does It Mean for an Employee to Be “Able”?

Source: Adapted from Johnson, J. . and J. B. Cullen. “Trust in Cross Cultural Relationships” In Blackwell Handbook
of Cross-Cultural Managemen, edited by M. J. Gannon and K. L. Newman, pp. 335-60. Malden, MA: Blackwel, 2002
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HOW IMPORTANT IS ABILITY?

So, now that you know what ability is and where it comes from, let’s turn to the next important
question: Does ability really matter? That is, does ability have a significant impact on job perfor-
mance and organizational commitment—the two primary outcomes in our integrative model of
OB? The answer to this question depends on what type of ability you are referring to—cognitive,
‘emotional, o physical. We focus our discussion on general cognitive ability because it's the most
relevant form of ability across all jobs and is likely to be important in the kinds of positions that
students in an OB course will be pursuing. As it turns out, there’s a huge body of research linking
general cognitive ability to job performance, as summarized in Figure 103.%

The figure reveals that general cognitive ability is a strong predictor of job performance~in par-
ticular, the task performance aspect. Across all jobs, smarter employees fulfil the requirements of
their job descriptions more effectively than do less smart employees.” In fact, of all the variables
discussed in this book, none has a stronger correlation with task performance than general cogni-
tive ability. Thousands of organizations, many of which are quite well known, assess cognitive abil-
ity in efforts to select the best candidates available for specific jobs.* The use of cognitive ability
tests for this purpose appears to be quite reasonable, given that scores on such tests have a strong,
positive correlation with measures of performance across different types of jobs.”

In fact, this relationship holds even for performance in academic contexts. We mentioned the
Scholastic Assessment Test, or the SAT, several times in this chapter because it's likely to be

ve Ability on Performance and Commitment

-‘-

‘General cognitive ability has a strong positive effect on Task Performance. However,
the correlation s higher for jobs that are more complex than average and lowe for jobs
that are less complex than average. The effects of general cognitive abilty are near
zero for Citizenship Behavior and Counterproductive Behavior

-‘-

‘General cognitive ability has a weak effect on Affective Commitment, Continuance.
Commitment, and Normative Commitment. The desire to remain a member of the
‘organization is not influenced much by cognitive abily.

I, s oo conston 501 g

Represents a moderate correlation (around 30 in magnitude).

[ L ——

Sources: Boudreau, J. W.. W. R. Boswell, T. A. Judge, and R. D. Bretz. (2001). “Personality and Cognitive Abiity as
Predictors of Job Search Among Employed Managers.” Personnel Pchology $4, pp. 25-50; Colarel, S. M., R. A.
Dean, and C. Konstans. (1987). “Comparative Effects of Personal and Situational Influences on Job Outcomes of New
Professionals.” Journal o Applied Prychology 72, pp. $38-66: Dickier, D. N.. M. Roznowski, and D. A. Harrison. (1996)
“Temporal Tempering: An Event History Analysis of the Process of Voluntary Tumover.” Journal of Appled Prychology
81, pp. 705-16: and Schmidt, . L. and J. Hunter. (2004). “General Mental Ability in the World of Work: Occupational
Atainment and Job Performance.” Journal of Personallty and Social Pyychology 86, pp. 162-T3.
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quite familiar to you and because it largely reflects general cognitive ability.** Most colleges and
ted States take these scores into account when deciding which students to
admit because they believe that higher scores increase the chances that students will be successful
in college. But does the SAT really relate to how well someone does in college? Many of you are
likely to be skeptical because you probably know someone who did extremely well on the SAT
but performed poorly as a college student. Similarly, you probably know someone who didn't do
that well on the SAT but who performed well as a college student. Indeed, it is true that certain
tendencies (such as working hard, setting high personal goals, and staying organized) and choices
(such as which courses to take) play a nontrivial role in the grades earned in college.”' However,
asit turns out, the SAT is actually good at predicting college performance above and beyond these
factors. Students with higher SAT scores tend to perform much better in their first year of college,
end up with a higher cumulative grade point average, and have a higher likelihood of graduating.*2
The same finding applies to predicting success in graduate level school as well. The Graduate
Management Admission Test, or GMAT, is similar to the SAT in structure and content, and stu-
dents who score higher on this test prior to admission o graduate school tend to achieve better
grade point averages over the course of their graduate program.**

So what explains why general cognitive ability relates to task performance? People who have
higher general cognitive ability tend to be better at learning and decision making (which we cov-
ered in detail in Chapter 8). They're able to gain more knowledge from their experiences at a
faster rate, and as a result, they develop a bigger pool of knowledge regarding how to do their jobs
effectively.** There are, however, three important caveats that we should mention. First, cognitive
ability tends to be much more strongly correlated with task performance than with citizenship
behavior, and the relationship between cognitive ability and counterproductive behavior is essen-
tially zero.** An increased amount of job knowledge helps an employee complete job tasks, but
it doesn't necessarily affect the choice to help a coworker or refrain from breaking an important
rule. Second, the positive correlation between cognitive ability and performance is even stronger
in jobs that are complex or situations that demand adaptability.  Third, people may do poorly on
a test of general cognitive ability for reasons other than a lack of cognitive ability. As an example,
people who come from economically disadvantaged backgrounds may do poorly on such tests,
not because they lack the underlying cognitive ability but because they may not have had the learn-
ing opportunities needed to provide the appropriate responses

In contrast to relationships with job performance, research has not supported a significant
linkage between cognitive ability and organizational commitment.” On the one hand, we might
expect a positive relationship with commitment because people with higher cognitive ability tend
10 perform more effectively, and therefore, they might feel they fit well with their job. On the other
hand, we might expect to see a negative relationship with commitment because people with higher
cognitive ability possess more job knowledge, which increases their value on the job market, and
in turn the likelihood that they would leave for another job.5* In the end, knowing how smart an
employee is tells us very litle about the likelihood that he or she will remain a member of the
organization.

APPLICATION: SELECTING HIGH

COGNITIVE ABILITY EMPLOYEES

Given the strong relationship between general cognitive ability and job performance, it isn't
surprising that many organizations apply the content of this chapter to hire new employees. As
an example, consider how Google goes about hiring employees whom it believes are the best and
the brightest. To attract intelligent people to apply for a job, the company placed billboard:
Silicon Valley and Harvard Square with the brainteaser, “first 10-digit prime found in consecu-
tive digits of e.com.” (The “€” in the question refers o the transcendental number used as the
basis for natural logarithms, and the first 10-digit prime number in this string turns out to be
7427466391.) People who solved the brainteaser went to the website where there was a more
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difficult brainteaser. Solving that one resulted in Google asking for the person’s résumé.* The
company also developed something called the Google Labs Aptitude Test (GLAT for short) and
published it in magazines that smart techies might read. The GLAT is similar to the SAT and
includes questions such as, “How many different ways can you color an icosahedron with one
of three colors on each face?” Google used the GLAT to attract people who are smart and who
are interested in the types of problems in the test. The people who are ultimately brought in for
a job interview typically face 10-person interview panels and are confronted with very difficult
questions. People who apply for a technical job might be asked to solve math algorithms and
answer technical questions about software and computer networking“* It's also likely that they Il
be asked brainteaser questions that rely upon both general intelligence and the originality facet
of reasoning ability. For example, “How many golf balls fitin a school bus?" and “You are shrunk
to the height of a nickel and your mass is proportionally reduced so as to maintain your original
density. You are then thrown into an empty glass blender. The blades will start moving in 60
seconds. What do you do?"! Although you might not look forward to the prospect of having to
answer these types of questions in an already stressful job interview, other companies such as
Microsoft use a similar approach to hire highly intelligent employees, 5o it's something for which
you might want to be prepared.**

Of course, companies outside the high-echnology sector are also interested in hiring employ-
ees who have high cognitive ability, and applicants for jobs in many of these companies are given
a cognitive ability test as part of the selection process. One of the most widely used tests is the
Wonderlic Cognitive Ability Test, a 12-minute test of general cognitive ability that consists of 50
questions. It's been in use for several decades now and has been given to more than 120 million
people by thousands of organizations.** From the example items that appear in Figure 104, you
should be able to see how the items correspond with many of the cognitive abilities that we've
described previously.

People who take the test receive one point for each correct response, and those points are
summed to give a total score that can be used as a basis for selecting people for different jobs. The
Wonderlic User's Manual offers recommendations for minimum passing scores for different job
families, some of which are included in Table 10-3. For example, a score of 17 is the minimum sug-
gested score for an unskilled laborer, a score of 21-which is the average for high school graduates
and corresponds to an Q of approximately 100~is the mini score for a firefighter.
A score of 28 is the mini score for upperlevel managerial and executive work and
around the average for all college graduates.

Chances are you'll hear about the Wonderlic Cognitive Ability Test every March and April
‘This is because the National Football League (NFL) administers the test to players who enter
the draft, and teams consider the scores when selecting players. One question that people always
debate during this time is whether scores on a test of cognitive ability are relevant to a football
player’s performance on the field. Although supporters of the Wonderlic's use in the NFL argue
that cognitive ability is necessary to remember plays and learn complex offensive and defensive
systems, many people wonder how the ability to answer questions like those listed in Figure 104
relates (0 a player's ability to complete a pass, run for a touchdown, tackle an opponent, or kick
a field goal. Moreover, detractors of the Wonderlic wonder why a poor score should overshadow
a record of superior accomplishments on the playing field. So who's right? Well, the results of
at least one study indicate that a player's Wonderlic score does not predict subsequent perfor-
mance in the NFL and that this effect is not influenced much by the position of the player being
considered.**

Before closing, we should mention here that the use of cognitive ability tests for hiring pur-
poses may unintentionally discriminate against groups of individuals who, for a variety of reasons
that we discussed earlier in this chapter, tend to score lower.** A great deal of rescarch has exam-
ined this issue and has concluded that although these tests are not technically biased because they
do not underpredict the job performance of disadvantaged groups, they should be used cautiously.
especially in situations in which a diverse workforce is desired.* One way of accomplishing this is
to use a combination of hiring tests. In addition to, or instead of, a test of general cognitive ability,
a company could use a battery of tests that measure narrower cognitive abilities and noncognitive
traits such as emotional intelligence and personality.”
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Sample Wonderlic Questions

FIGURE 1

Which of the following is the earliest date?
A) Jan. 16,1898  B) Feb.21,1889  C) Feb.2,1898 D) Jan.7,1898  E) Jan. 30, 1889

2. LOWisto HIGH as EASY isto 2,
A) SUCCESSFUL ~ B) PURE  C) TALL D) INTERESTING  E) DIFFICULT
3. Afeatured product from an Intemet retailer generated 27, 99, 80, 115 and 213 orders over a 5-hour period.
Which graph below best represents this trend?
A 8 e o €
4. What is the next number in the series? 29 41 53 65 77 2

A75 B)88 89 D98 E) 99

5. One word below appears in color. What s the OPPOSITE of that word?
She gave a complex answer to the question and we all agreed with her

Ajlong B better  C) simple D) wrong ) kind

o

Jose’s monthly parking fee for April was $150; for May it was $10 more than April; and for June $40 more than
May. His average monthly parking fee was? for these 3 monts.
A)$66  B)$160 ) $166 D) $170  E) $200
Ifthe first two statements are true, is the final statement true?
Sandra is responsible for ordering all office supplies.
Notebooks are office supplies.
Sandra is responsible for ordering notebooks.

~

Ayes B)no ) uncertain

Which THREE che

WL

Which THREE of the following words have similar meanings?
A) observable  B) manifest  C) hypothetical D) indefinite  E) theoretical

®

es are needed to create the figure on the left? Only pieces of the same color may overlap.

©

10. Last year, 12 out of 600 employees at a service organization were rewarded for their excellence in customer
service, which was 2 of the employees.
A1%  B)2% 3% D4% E) 6%

Answers:

1.E, 2E 3.0, 4.C 5C 6D, 7.A 8BCD, 9.COE, 10.B

Source: Wonderlic WPT—Sample Questions. Reprinted with permission of Wonderlic Inc. Copyright 2007 Wonderlic
Inc with permission.
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It may also be possible that organizations could deemphasize cognitive ability when hiring, and
instead, train employees in the cognitive skills needed for the job. Although this type of training
isn't something that boosts IQ scores, it has been shown to enhance important mental skills, as
well as increasing confidence and performance in a variety of tasks.

08 MINIMUM SCORES
Mechanical Engineer 30
Attormey. 29
Executive 28
Teacher 27
Nurse 26
Office Manager 25
Advertising Sales 24
Manager/Supervisor 23
Police Officer 22
Firefighter 21
Cashier 20
Hospital Orderly 19
Machine Operator 18
Unskilled Laborer 17
Maid-Matron 16 |

Source: Wonderlic Cognitve Ability Test and Scholasic Level Exam: User's Manual. Vernon Hill, IL: Wondertic Cognitive
Abilty Tes,Inc., 1992, pp. 28-29. Reprinted with permission.

Takeaways

10.1 Ability refers to the relatively stable capabilities of people to perform a particular range of
different but related activities. Differences in ability are a function of both genes and the
environment.

10.2 Cognitive abilities include verbal ability, quantitative ability, reasoning ability, spatial
ability, and perceptual ability. General cognitive ability, or g underlies all of these more
specific cognitive abilities

10.3 Emotional intelligence includes four specific kinds of emotional skills: self-awareness,
other awareness, emotion regulation, and use of emotions.

10.

b

Physical abilities include strength, stamina, flexibility and coordination, psychomotor
abilities, and sensory abi
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10.5 General cognitive ability has a strong positive relationship with job performance, due
primarily to its effects on task performance. In contrast, general cognitive ability is only
weakly related to organizational commitment.

10.6 Many organizations use cognitive ability tests to hire appli

nts with high levels of general

cognitive ability. One of the most commonly used tests is the Wonderlic Cognitive Ability
Test.
Key Terms
+ Ability p. 304 + Other awareness p. 31
* Cognitive ability p. 307 + Emotion regulation p. 312
« Verbal ability p. 308 « Use of emotions p.312
* Quantitative ability . 308 « Strength p.315
+ Reasoning ability p. 308 + Stamina p. 315
« Spatial ability . 309 * Flexibility p. 315
« Perceptual ability p. 309 + Coordination p.318
* General cognitive ability p. 310 *  Psychomotor ability P
* Emotional intelligence p.311 * Sensory abilities P.
* Self-awareness p.311 + Wonderlic Cognitive Ability Test p.

Discussion Questions

10.1 What roles do learning, education, and other experiences play in determining a person’s
abilities? For which type of ability—cognitive, emotional, or physical—do these factors play
the largest role?

10.2 Think of a job that requires very high levels of certain cognitive abilities. Can you think of
a way o redesign that job so that people who lack those abilities could still perform the
job effectively? Now respond to the same question with regard to emotional and physical
abilities.

10.3 Consider your responses to the previous questions. Are cognitive, emotional, and physical
abilities different in the degree to which jobs can be redesigned to accommodate people
who lack relevant abilities? What are the implications of this difference, if there is one?

10.4 Think of experiences you've had with people who demonstrated unusually high or low
levels of emotional intelligence. Then consider how you would rate them in terms of their
cognitive abilities. Do you think that emotional intelligence “bleeds over” to affect people’s
perceptions of cognitive ability?

10.5 What combination of abilities is appropriate for the job of your dreams? Do you possess
those abilities? If you fall short on any of these abilities, what could you do to improve?

Case: U.S. Marine Corps

The U.S. Marine Corps is a large organization with a highly recognizable culture that values
mental and physical toughness, pride, and character. However, with emerging technologies and
other geopolitical trends, the battlefield is changing in ways that have a number of important
implications for the type of individual who is recruited and trained to become a Marine. The
challenge confronting U.S. military leadership is how to cope with these changes in a way that
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LEARNING GOALS

After reading this chapter; you should be able to answer the following questions:

10.1 What s ability?

10.2 What are the various types of cognitive ability?

10.3 What are the various types of emotional ability?

10.4 What are the various types of physical ability?

10.5 How does cogpnitive ability affect job performance and organizational commitment?
10.6 What steps can organizations take to hire people wi

ith high levels of cognitive ability?
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| 1775, during the Revolutionary War, two battalions of

Marines were formed to support the U.S. Continental Navy
1 for tanding operations on shore. To help deal with increas:
ing conflict at sea and to protect expanding UsS. interests
abroad, the Marine Corps was established as a permanent
military force in 1798. Since then, the Marine Corps has
been involved in every major US. naval operation and, in
most instances, was among the first to see action. Today,
the Marine Corps is organized into three active divisions,
‘each with its own vessels, aircraft, tanks and artillery, which
can deploy on short notice, anywhere on earth. The Marine
Corps also provides security forces for naval bases, instal
lations, and diplomatic missions across the globe. There is
also a fourth Marine division that provides trained combat
and support personnel to augment the active divisions in
times of war or during national emergencies.

When asked to think about the job of a U.S. Marine, and
what type of abilties it takes to be successful, physical
strength and stamina might come to mind first. Even if you're
not a US. history or miltary buff, you might have watched
one of the many movies that depict Marines carrying heavy
Ioads over long distances or engaged in combat in the most

grueling of circumstances. You can probably envision how
traversing uneven ground littered with obstacles requires
flexibility and coordination. Finally, it's easy to understand
how shooting a firearm with accuracy requires good cor.
rected vision and depth perception, quick reaction time, and
the capability to keep one’s hands steady.

Of course, the axiom “every Marine is a rifleman” isn't
quite true anymore. Although Marines receive training in
the use of firearms and combat, there are many different
occupational fields and jobs in the Marines Corps beyond
those that directly involve physical warfare, and effective-
ness in these jobs depends on a variety of other abilties.
As an example, Marines involved in intelligence jobs may
depend on their reasoning ability and the ability to make
sense of information and pattems to draw conclusions. As
another example, success in engineering jobs may require
quantitative ability—specifically, the capability to select and
apply appropriate formulas and methods to solve math
ematical problems. Finally, the effectiveness of Marines
in police and corrections jobs may hinge on the ability to
read other people’s emotions and to hold one’s emotions
in check

303
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Few people have the phys
ical abilities necessary to
compete with professional
golfers such as Annika
Sorenstam, who is widely
considered to be the top
female golfer of all time.
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ABILITY

‘The topic of ability is probably already familiar to you. This is because “ability” is an everyday
word in our language, and we've all developed a pretty good understanding of our own abilities
Al of us have experience doing things that require different abilities, and we received feedback, in
‘one form or another, as to how well we did. So knowing that you're already familiar with the topic
of ability, why would we write an entire chapter on it for this textbook?

Well for one thing, there are many different abilities, some of which are important but might
not be as familiar to you. Another reason we've included a chapter on ability is, although it might
seem obvious that abilities are highly related to effectiveness in jobs, this relationship is truer in
some circumstances than in others. Finally, it may be useful to understand how organizations use
information about abilities to make good managerial decisions. Our chapter is organized around
these three issues.

Ability refers to the relatively stable capabilities people have to perform a particular range of
different but related activities.' In contrast to skills, which can be improved over time with train-
ng and experience, ability is relatively stable. Although abilities can change slowly over time with
instruction, repeated practice, and repetition, the level of a given ability generally limits how much
a person can improve, even with the best training in the world. One reason for this stability relates
to the “nature vs. nurture” question, an issue that has been much debated in OB (see Chapter 9 on
personality and cultural values for more discussion of such issues). So, are abilities a function of
our genes, or are they something we develop as a function of our experiences and surroundings?

As it trns out, abilities are a function of both genes and the environment, and the amount
attributable to each source depends somewhat on the nature of the ability. Consider for a moment
abilities that are physical in nature. Although training that involves weightlifting, dancing, and
swimming can improve a person’s strength, equilibrium, and endurance, there are limits to how
much improvement is possible. As an example, there are millions of people who take golf lessons
and practice their swing for countless hours on a driving range, yet the vast majority of these
people could never compete in a professional golf tournament because they just can't manage
1o consistently hit that lttle white ball straight or far enough. As an example of abilities that are
cognitive in nature, you likely know people who, even if they went to the best schools on earth,
would have great difficulty doing well in jobs such as theoretical astrophysics that require a lot of
brainpower.

For abilities that are more cognitive in nature, such as those we mentioned in the chapter open-
ing. it appears that genes and the environment play roughly equal roles.? However, differences in
cognitive abilities due to the environ-
ment become less apparent as people
get older, and this may be especially
true for the effect of the family envi-
ronment.’ As an example, though
neglect, abuse, and deprivation may
have a negative impact on how chil-
dren fare on standardized intelligence
tests, that negative impact does not
tend to carry over into adulthood.
Beyond the family situation, there
are some other factors in the environ-
ment that affect cognitive ability.* For
instance, the quantity of schooling
may be important because it provides
opportunities for people to develop
knowledge and  critical ~ thinking
skills.$ There's also evidence that our
JOHN GRESS. JOHN GRESS/Assciated Press choice of occupations may influence
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our cognitive abilities. Complex work develops and exercises our minds, which promotes higher
performance on intelligence tests.* Finally, certain biological factors are known to aflect cognitive
abilities negatively during childhood. Examples include malnutrition, exposure o toxins such as
lead, and prenatal exposure to alcohol. In fact, over the last century average scores on standard-
ized intelligence tests have risen significantly in industrialized countries as the quality and avai
ability of education and health factors have improved, and the complexity of lfe has increased.
For an example of abilities that are more emotional in nature, and how these might be influenced
by the environment, see our OB at the Bookstore feature.

.@ At the Bookstore

THE LAWS OF HUMAN NATURE
by Robert Greene (New York: Penguin Random House, 2018).

The truth is that we humans live on the surface, reacting emotionally
10 what people say and do. We form opinions of others and ourselres
that are rather simplified. We settle for the easiest and most conve-
nient story 10 tell ourselves. *

With those words, author Robert Greene setsup the question that
his book tries to answer—what if we could learn to understand what
makes people tick? Greene writes that humans are programmed to
respond to events with fairly predictable emotions, which in turn,
drive fairly predictable behaviors. These behaviors, in turn, serve
as events o which others experience and respond with predictable
emotions and behaviors. The problem is that we don't consider this
process when we're dealing with other people. Rather, we tend to
explain away emotions and behavior in the simplest of terms and
Chobers Publsing I react emotionally. Unfortunately, this approach often amplifies

rather than mitigates problems. Greene proposes that if we can learn
about human emotions and how they function, we can learn to apply this knowledge and become
significantly more effective and happy. In a sense, Greene is suggesting that we can become more
successful in life by working to increase our emotional abilities.

‘The following example illustrates the basic idea. When we propose a new plan, we often meet
resistance from the other party. Because we're inclined to attribute the resistance to inflexibility or
personal animosity, we become angry. The other party senses our anger and becomes more defen-
sive and resistant. Our anger increases, and 5o on and so forth. According to Greene, this cycle
can be avoided. If we understood that the natural reaction to an influence attempt is resistance,
and that the core of resistance is a concern for selfinterest, we could approach the situation as a
problem that can to be addressed strategically by expressing emotions that are more effective—for
example, by conveying a relaxed and positive demeanor and a genuine understanding and concern
for the other party's interests. Doing so would not only avoid the anger and all the baggage and
drama that follows, but it would also increase the chance that we gain support for our plan

‘The book is long and dense, but the basic idea is simple: If we understand how emotions drive
behavior and relationships, we can become more relaxed and more purposeful in the use of emo-
tions as a means of achieving our goals. Although this idea, and many of the specific suggestions
for applying it, may be useful in practice, it's important to keep in mind that despite decades of
research on the link between emotions and behavior, there i still much more to learn.

*Source: By Robert Greene. New York: Penguin Random House, 2018
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CHAPTER 10 Abity

WHAT DOES IT MEAN FOR AN

EMPLOYEE TO BE “ABLE"?

As the examples in the previous paragraphs imply, there are different types of ability. Whereas
the golf example refers to physical ability, the theoretical astrophysics example refers to cognitive
ability. In fact, there are many different facets of ability, and they can be grouped into subsets by
considering similarities in the nature of the activities involved. As we'll talk about in the sections
to follow, abilities can be grouped into three general categories: cognitive, emotional, and physi-
cal. As our OB Internationally feature illustrates, there may be some abilities that do not fit neatly
into one of these three categories. Nevertheless, all abilities refer to what people can do. That's
in contrast to personality (the subject of Chapter 9), which refers to what people are like or what
people will likely do. As with personality, organizational personnel and hiring systems focus on
finding applicants who possess abilities that match the requirements of a given job.

I Internationally

What makes some people more or less effective in culturally diverse organizational contexts?
According to some, the answer to this question is cultural intelligence, or the ability to discern dif-
ferences among people that are due to culture and to understand what these differences mean in
terms of the way people tend to think and behave in different situations. There are three sources
of cultural intelligence that correspond to the “head.” “body.” and “heart.” The source of cultural
intelligence that corresponds to the head is called cognitive cultural intelligence. This concept refers
to the ability to sense differences among people due to culture and to use this knowledge in plan-
ning how to interact with others in anticipation of a cross-cultural encounter. The source of cul-
tural intelligence that corresponds to the body is called physical cultural intelligence, which refers
1o the ability to adapt one’s behavior when a cultural encounter requires it. Finally, the source of
cultural intelligence that corresponds to the heart is called emotional cultural intelligence. This
concept refers to the level of effort and persistence an individual exerts when trying to understand
and adapt to new cultures.

Understanding cultural intelligence may be useful because it's an ability that can be improved

through training. A training program could begin with an assessment to identify sources of cul-
tural intelligence that may be weak. Consider, for example, an individual who is very knowledge-
able about the customs and norms of another culture and is very willing to learn more, but who
just can't alter her body language and eye contact so that it's appropriate for the other culture. In
this particular case, the aim of the training would be to improve physical cultural intelligence. The
individual might be asked t0 study video that contrasts correct and incorrect body language and
eye contact. The individual might also be asked to engage in role-playing exercises to model the
appropriate behavior and receive feedback from an expert. Finally, the individual might be asked
to take acting classes. Although an organization may rely on improvements in employee cultural
intelligence that result from exposure to new cultures and cross-cultural experiences, the costs of
poor performance in cross-cultural contexts can be significant for both the employee and the orga-
nization, and therefore, training on cultural intelligence may have great utlity.
Sources: PC. Earley and . Ang. Cultral Intelligence: ndiidual Inteactions acoss Cultures (Stanford, CA: Stanford
University Press, 2003): PC. Earley and E. Mosakowski, “Cultural Intllgence,” Harvard Business Review 82 (2004).
. 139-46; L. Imai and M.J. Gelfand, “The Culturally Intelgent Negotiator The Impact of Cultural Inteligenee (CQ)
‘on Negotiation Sequences and Outcomes” Organizational Behavior and Human Decision Prcesses 112 (2010), pp. $3-98;
MM. Chao. R. Takeuchi, and J.L. Farh, “Enhancing Cultural Intcllgence: The Roles of Implicit Culture Belifs and
Adjustment” Personnel Pychologs 70 (2017),pp. 257-92.
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CHAPTER 10 Abilty

COGNITIVE ABILITY

Cogpitive abiity refers to capabilities related to the acquisition and application of knowledge in @ 10.2
are very relevant in the jobs most of you will be involved  what are the various types of
with~that is, work involving the use of information to make decisions and solve problems.  cognitve abilty?
Chances are good that your cognitive abilities have been tested several times throughout your lfe.
In fact, each year millions of children in the United States take standardized tests of intelligence
at some point during elementary school, middle school, or high school.? Although you might not
remember taking one of these, you probably remember taking the Scholastic Assessment Test
(SAT). And though you probably thought about the SAT as a test that would have a major impact
only on where you could and could not go to college, the SAT is actually a test of cognitive ability.
You might also remember that the SAT included a variety of different questions; some tested
your ability to do math problems, whereas other questions assessed your ability to complete sen-
tences and make analogies. In fact, the different types of questions reflect specific types of cog-
nitive ability that contribute to effectiveness on intellectual tasks. Table 10-1 lists many of these

TABLE 10-1 | Types and Facets of Cognitive Ability

TYPE MORE SPECIFIC FACET JOBS WHERE RELEVANT

Verbal Oral and Written Comprehension: Business executives;
Understanding written and spoken words | police, fire, and ambu-
and sentences lance dispatchers; clinical
Oral and Written Expression: psychologists

Communicating ideas by speaking or writing
50 that others can understand

Quantiative | Number Facilty: Performing basic math Treasurers; financial man-
operations quickly and correctly agers; mathematical tech-

Mathematical Reasoning: Selecting the right | nicians; statisticians

method or formula to soive a problem

\g | Problem Sensitivity: Ur g when i :sur-
there is a problem or when something may | geons; business execu-
go wrong tives;fire inspectors;
Deductive Reasoning: Applying general judges; police detectives
fules to specific problems forensic scientists; car-
Inductive Reasoning: Combining specific | toonists; designers

information to form general conclusions
Originality: Developing new ideas

Spatial ‘Spatial Orientation: Knowing where one is | Pilots; drivers; boat cap-
relative to objects in the environment hotographers; set
Visualization: Imagining how something wil | designers; sketch artists
ook after it has been rearranged

Perceptual | Speed and Fiexibilty of Closure: Making | Musicians; irefighters;
sense of information and finding patterns | police officers; pilots; mail
Perceptual Speed: Comparing information | clerks; inspectors

or objects with remembered information or
objects

Sources: Adapted from Fleishman. E. A., D. P. Costanza, and J. Marshall Mies.“Abilties In An Occupational Information
System for the 2Ist Century: The Development of 0°NET, edited by N. G. Peterson. M. D. Mumford. W. C. Borman, P. R.
Jeanneret and E. A. Fleishman, pp. 175-95. Washington, DC: American Psychological Association, 1999; and O*NET
‘Website, The O*NET Content Model: Detailed Outline With Descriptions. Accessed May 20, 2009. htp://wiw.onetcen-
terorg/content huml/ La%d=1#cm_La.




