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PERSONALISTIC PSYCHOLOGY OF
MANAGEMENT: AN OPTION FOR CRITICAL
MANAGEMENT STUDIES

Ryszard Stocki

Abstract
Critical management studies try to address many agament issues that traditional management studies
haven't been able to solve for many years. Intbisme we propose personalism to be an approaahniay
inspire critical management studies and offer nespectives.. We start with two philosophical papeme
addressing the problem of self-determination anel ¢ther the problem of communication. They show how
philosophical and anthropological concept influeache thinking in areas close to management stutliéth
the third chapter we enter the world of psycholagg may see how personalistic approach changesitive of
human predispositions and competencies. The fqager leads us further in understanding of humaimdpe
into the world of goal-setting and goal orientat®ornThe last three papers show CMS in empirical istudf
management practice. First it is the issue of wallated personal projects, then participative masiagnt of
project teams and finally research on trust witmcaisions on why employees either trust or do ngt ttheir
managers. In this paper | propose explanation hlosvpresented papers could impact the critical ngEmaent
studies and how to continue this approach.

Keywords: personalism, person, critical managemergtudies, personalistic psychology

Introduction

This issue of Nowy &z Academic Review is one of the rare attemptsiéa/\management
from a personalistic point of view. The domain otical management studies is slowly making its
way to Polish Universities and Business SchooloonL&ozminski Academy with its seminar on
Critical Organization Theory conducted by profess@asparski and Kien was the first and
probably most famous attempt which ended in puligshthe book edited by Kien and Kubin
(2004). Apart from the participants of the semiaad sociologists working on critical organization
theory, there are a few Polish scholars who arsistamtly flirting with this approach such as Koate
at the University of Warsaw, Jemielniak at Leon ziaski Academy, Poprawski at Adam
Mickiewicz University, Sutkowski at the JagielloniaUniversity and finally the group of
psychologists at the WSB-NLU in Nowya& (Stocki, Prokopowicz &muda, 2008). The fact that
critical management studies are almost nonexigtelfbland may be proven by the fact that out of 30
countries represented at the 6th Internationalida@titManagement Studies Conference at The
University of Warwick, UK, there was not a singipresentative from Poland. As this approach may
not be familiar to some readers, let us start witfuote from an overview of the field (Adler, Fasbe
& Willmott, 2007, p. 120).

Critical management studies (CMS) offers a rangealtérnatives to mainstream
management theory with a view to radically transfiolg management practice. The common
core is deep skepticism regarding the moral ddbditgi and the social and ecological
sustainability of the prevailing forms of managemand organization. CMS’s motivating
concern is neither the personal failures of indreidmanagers nor the poor management of
specific organizations, but the social injusticed agnvironmental destructiveness of the

! dr hab. Ryszard Stocki, prof. WSB-NLU, Wydziat Blsglogii, Wyzsza Szkota Biznesu — National-Louis
University, rstocki@wsb-nlu.edu.pl.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 4



NOWY SACZ ACADEMIC NNl

broader social and economic systems that these geeand organizations serve and
reproduce.

As we can see from this short introduction to fle&lfcritical management studies put
practical applications and consequences of the gasment theory very high at stake. It does
not mean, however, that it is focused on critidedory. It also reflects on organizational
behaviour, industrial relations, strategy, accounting, infation systems research,
international business, marketing, etc. One ofrtf@n areas of criticism for CMS is the
instrumentalism of organizations which fetishiizpsofitability and performance targets
(Adler et al., 2007). Personalism, as revealecha Christian doctrine was one of the first
social approaches that openly criticized instruraleatientations of early capitalism, let us
only mention the encyclical letter of the Pope @b Rerum Novarunl891) and other that
followed it — Pius XI'SQuadregesimo Ann(931), John Paul Il'saborem exercend 981),
Solicitudo rei socialis(1987) Centesimus Annugl991) It is not surprising that main
overviews of CMS (Adler et al., 2007; Mills, Simnor& Mills, 2005; Alvesson and
Willmott, 1992, 2003) do not view this personal®itical approach as part of CMS, probably
because the catholic church is criticised for asriprchal practices (e.g. Mills et al., 2005).
The situation is somewhat similar to that of ce@m@pivism or employee ownership having
bad reputation in late Soviet Bloc countries. Im quest for truth we should try to overcome
such prejudices.

The present volume proposes several concrete hotascritical management studies
and psychology may gain if they include personalisitineir research.

The heritage of Karol Wojtyta

The pontificate of John Paul Il and documents lgaesl as the head of the Church
somehow shadowed the philosophical works of KaroftWa written before he became the
Pope. The publisher of the English translation isfrhain philosophical work The Acting
personhas even put John Paul Il in pontifical clothestlos cover of this book, although the
book was first published almost 10 years before beeame the Pope. Certainly this
association with papacy does not make the way teopalistic thought of Wojtyta easier
among critical management scholars. It is a pigcause apart from setting philosophical
fundamentals for key concepts that could be apphe@MS, he devoted the last chapter to
what he called “Outline of participation theory” @jyta, 1985) and which has direct
relevance to management studies. His main poisttivat participation was not a value that
may or may not be applied but rather the defingegudre of a human being. So it is not in the
domain of ethics but ontology. Interestingly, timsint of view has its sound support in
cultural anthropology with hunter-gatherers as xamgple of highly participative and sharing
humans (Erdal, 1999).

Naturally Wojtyta's approach to participation haeéa consequences for the teaching
of the Church about women. INulieris dignitatem(1988) he reinterpreted St Paul's
statement that “man is his wife's head”. Althoughhas not equalled men and women in
their access to priesthood, his many actions havtaioly made the task easier in the future
(Accottoli, 1997). Two of the authors in this volardirectly refer to Wojtyta's revolutionary
philosophical work.

Self-determination

Self-determination, the key concept for Wojtyta,oskd also be one of the key
concepts in critical management studies if we wamtenrich them with personalist
perspective. The first author Rostworowski (20020 knew Woijtyta personally before he
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became the Pope is one of the scholars who trielevelop and explain Wojtyta's thought.
This mainstream management studies are based Itariain perception of the human being
as homo oeconomicus. Homo oeconomicus is deternbgegconomic laws. But even in
many approaches to management people are determisiedically, biologically, socially.
Self-determination assumes that human beings iin Yeey essence (noumenal) are free to
determine themselves. This has enormous consequ@rcmanagement theory and practice.
The author develops and explains the concept oathe In mainstream management studies
we often talk of behaviour (which may be determjnesthd human resources (human
determined and perceived as an element of buspressss). Act is specific for humans but
first of all it is based on will. It is the elemany unit of self-determination. When behaviour
is substitute with act, nothing is the same agaiorganizational theory and practice.

One of the things which are never the same is tlmpgse of the organisation.
Instrumentalism of the organizations is reflectadseeking and leading to goals outside,
while personalism would also see the goals of fedfitment. This is another theme of
Rostworowski' s paper.

Homo communicans

In the second paper of the volume B (2009) develops Woijtyla's thought into the
area which has the greatest impact on people'sy@aerlife — media communication.
Existence of many organizations is based on thgénthey create in the media though both
corporate and product advertising. Communicaticadse one of fundamental internal aspects
of management. By referring to Wojtyta's conceptszbz defines communication as an act.
The situation with communication is analogous &t thf personalism. We are communicating
by our nature. If communication is an act we cpeak about integration of the person in
communication and transcendence of the personnmumication. What is important here,
the main condition of successful communication rigtht If we take this reflection on
communication into the field of management stueiesend up with practices like open book
management (Stack & Burlingham, 2003 ;Case, 1968bd the form of organizational
communication that best fulfils the personalisssamptions of homo communicans. This is
why in CMS we may take advantage of person bdssaty of communication.

Personalistic psychology

Mainstream psychology is similar to mainstream nganaent studies in restricting the
reflection only to limited scope of phenomena, rhaito those which are empirically
verifiable. The problem with empirical, and partamly experimental verification is related to
determinism. It is much easier to verify empirigaileterministic phenomena than those that
are self-determined. This is why contemporary stagam psychology is closer and closer
to neurobiology. This is why management practitrsrend theoreticians are prone to rely on
mainstream psychologists. In this way one maiastréheory supports another. In the search
of personalistic approach to management studieqrogose several papers of psychologists
who find inspirations in person oriented psychology

“Back to the future”

The third paper by Uchnast (2009) starts with aeraew of personalistic or person
oriented psychology. This overview itself may beiaspiring input for questioning many
management studies propositions. But the authordégedo come back to the works of
William Stern to 1938 to be able to develop futprespect for personalistic psychology.
Stern hoped to develop “a science about the pesganis able tchave experience”In this
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sense his approach is closer to Wojtyla's anthogpolthan his later followers Uchnast
overviews in the introduction. Drawing on Sternsagpt as well as Goldstein's human
predispositions in abstract behaviour, Allport'sspaal knowing subject and Deci and Ryan's
self-determination theory, Uchnast presents his omwdel of the dimensions of the structure
of natural dispositions of the human person asoagtive agency subject. The model grasps
much more than the author enumerates. It graspiutitamental way of building character.
It reflects the main dichotomy between “to be” dtalhave”. It finally helps us to overcome
the controversy between determinism and self-detésm. As on one extreme we will have
persons who are more self-determined and on ther tahs self-determined. On one extreme
we have personal life in a convergent world of ealleading to introceptive, proactive, and
cooperative personality on the other extreme \ifal in the biosphere leading to general
personal orientations toward self-protection aetf-defence. This distinction based on
personalistic psychology may have many consequefaesinderstanding phenomena of
organizational citizenship behaviour, psychologmahership, psychological participation in
what the organization is doing etc.

Subjectivity in goal orientations and self-determimtion

The paper of Trzehska (2009) views a topic more elementary thandetiérmination
— mainly the subjectivity. Before self-determiatiis possible, there must be the subject.
Drawing from motivational research on goal orieiotatthe author proposes four goal
orientations: learning orientation, avoidance ma#on, self-enhancing ego orientation and
self-defeating ego orientation. Although the autboes not state this these would be more
elementary processes that are responsible for |a&df-determination and character
development. Goal orientations are different matétons of subjectivity. What is important
for critical management studies is the process aking one's identity through cognizing
oneself and developing self-knowledge and self-amess. The personalistically oriented
management theory should also include those presegs management. Mainstream
management theory and practice would either igsaod issues as self-knowledge and self-
awareness or place it in private life domain.

Empirical verifications

We started with philosophical foundations, thenevieying to show implications for
the theory, finally, in the last part of the volume presented three papers which were
attempts to verify empirically the concepts of perism in organizational context. We
should be aware that this is stiirra incognita as any act which is not totally determined is
not easy to study. Each of the papers present dfeetit approach to studying persons
acting in organizational context.

Personal projects

Work related personal projects are the first obsioeflection of self-determination.
They may reflect real participation that is fulfémt of our personal nature. The study
conducted by muda (2009) and presented in his paper is a pg®Enof new methodology
that maybe useful for the studies of person in @amzation. It is not unimportant that the
method is intuitively understandable for anyone Vilas experience in project management.
Unlike many primitive methods of analysing and nging time allocation so popular in
many software, this method starts with values amduch allows much deeper analysis of
self-determined acts. The method yields huge amotirtata that maybe used in critical
management studies. The results presentedniyda are encouraging future research they
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confirm the truth about human nature we postulat@earsonalistic approach. Participative
projects lead to self-realization more often than-participative projects as well as they are
more controllable and perceived as more likelyrtd with success.

Project teams — defining effectiveness

Pyrkosz in cooperation withmuda (2009), propose another interesting approach t
studying effectiveness of person-oriented, parditye management. They first gathered
declarations of what is the team members' prefemeshagement style — autocratic or
participative, and then observed the group in actmfind out that the declarations do not
overlap with the behaviors. It is symptomatic howimstream management theory influenced
the thinking of the researchers. Although the tsscbnfirm the superiority of participative
management because, as predicted, members ofieatitie project groups were more
satisfied with the task they performed, and rembrtée more positive mood after the
experiment while members of autocratic groups wess satisfied and reported a more
negative mood after the experiment. In spite of the researchers seem a bit disappointed as
contrary to the hypothesis, no significant effeatseffectiveness were observed. Mood and
emotions influence our life in the long run. Thegyrend up with differences in many areas
including health and well-being of the participaats was found by Erdal (1999). Yet short
term effectiveness measures, the mainstream measilecting the instrumental approach to
organization are still prevailing in our minds€mne of the tasks of Critical Management
Studies should be finding holistic measures of rgangent in the long term perspective and
in the wide perspective. Something started by Eesal reflected in multiple bottom lines
approach.

Truth and its substitute

The acting person can act only in the contextad response to values. One of the
values is truth. The importance of truth was fouadbe essential in communication and
Drozdz's (2010) paper shows how important it is. We dddere that what Dealz finds
crucial in media communication is also true in ing¢ organizational communication. What
happens if there are no data available in orgapizalt context, or the information, if
provided, is not understandable. The truth is swst by trust. Prokopowicz's (2009) paper
in this volume is devoted to trust. Trust is besapmore and more important as long as the
management systems become more and more complexasatmhg as there is no direct
contact of subordinates with their bosses. No wotiten that the phenomenon of trust finds
it way as the key, if not the most important, aspgananagement. Trust Index is the main
measure of so called “Great Place to Work” a ragkaf companies which care for their
employees. Prokopowicz deepens our knowledge sefabpect of management and what is
more, proposes further development of trust theorie

Conclusions

In the present volume we have made an interseadfowhat has to be done to
introduce personalism to Critical Management Studi€irst we need deepening of
anthropological and philosophical thought in theaaof management. As we have Acton
Institute in economic and political thought, we dea similar institution to develop
personalism in management. Two papers by Rostwd&io(2909) and Dradz (2009) are
good examples of what kind of writing is requirdere. Then we need good disciplinary
research based on personalistic thought. Papeklufast (2009) and Trzetska's (2009)
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papers are good examples of how it should be dopsychology. The same should be done
in other domains related to management — systere®ryth sociology, macro- and
microeconomics, etc. Finally we need empirical figation of what personalism means in
practice. Zmuda (2009), Pyrkosz arkinuda (2009) and Prokopowicz (2009) show how it
may be done. There is a long way ahead. We hopeever, that with the readers of this
volume, who are convinced by our arguments, we sghayv critical management scholars a
new, interesting and promising research area.
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Abstrakt
Krytyczne badania w zakresie zadzania staraj sie odnig¢ do wielu zagadnie z zakresu zagzizania, z
ktorymi tradycyjne badania i teorie zadzania nie mog sobie poradzi od wielu lat. W tomie tym proponujemy
aby personalizm stat sipodejciem, ktore mee zainspirowd wielu i da* nowe perspektywy wielu krytycznym
badaczom zarmizania. Zaczynamy od dwoéch tekstow filozoficznyddden dotyczy samostanowienia
(Rostworowski 2010) drugi problemu komunikacji (REy 2010). Pokazuj one jak pajcia antropologii
filozoficznej mog wptywa’ na mylenie w dziedzinach bliskich studiom krytycznyma/Ner artykutem Uchnasta
(2010) wkraczamy w zakres psychologii izemy zobaczyjak podejcie personalistyczne zmienia sposob
patrzenia na predyspozycije i kompetencije. Artykzbbiiskiej (2010) prowadzi nas dalej do rozumiefiaata
stawiania celéw i orientacji na cele. Trzy ostatméksty pokazyj CMS w badaniach empirycznych praltyki
menederskiej. Pierwsze jest to partycypacja w zazaniu projektami osobistymi zyganymi z prag (Zmuda,
2010), nasipnie zarzdzanie zespotami projektowymi Zmgm mniej lub bardziej partycypacyjnym pdadegm,
w kaicu jest to problematyka zaufania i rola zaufanizavz;dzaniu. W tym wgpnym artykule proponajco
przedstawione artykuty mogtyby wfii@lo krytycznych studiow zadzania.
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SELF-DETERMINATION
THE FUNDAMENTAL CATEGORY OF PERSON
IN THE UNDERSTANDING OF KAROL
WOJTYLA

Tadeusz Rostworowski

Abstract
The concept of self-determination is the centraégary of person in the understanding of Karol Wajt He
perceived and developed it thanks to the applicatiba phenomenological method so that in thededicription
of experience gained by man one arrives at the eoahbases of man himself.

Keywords: experience, act, self-determination, trut.

Introduction

The concept of self-determination itself is oneehaiused in philosophy., particularly
in relation to anthropology. It does appear, howewethe field of the political sciences, and
in particular in psychology. It is in this very dert that one may find references that talk of
the self-determinationof the nations of the European Union. Raising thestjon as to
whether, following the signing of the Lisbon Treathie states joined by such a political
system have not lost or given up a part of thieattfality of self-determination for
themselves, or whether this is not the case.

It follows to state, however, that this concept sd-called self-determination
functioned much earlier and continues to fully fume within psychology (Moller, Deci, &
Ryan, 2006; Ryan, Rigby, & Przybylski, 2006) ). i our intention to present the
philosophical conception dfelf-determinatiohin the thought of Wojtyta. For him this is a
key concept within personalistic anthropology (Wiajit 1974, 1978) one which he was to
construct for many years.

In his main philosophical workhe Acting Persdnwhich arose during the course of
debate during the Second Vatican Council, he deeel@an entire theory of this concept. To
which he was to return often in later years andnugbich he based the views he expressed
already as Pope John Paul [This is at the same time his very original cdnition to the

2 Tadeusz Rostworowski, Ph.Desuit University of Philosophy and Education Igaanm, Krakdw
rostworowski.t@gmail.com

% In General Encyclopedia of Philosophy (Powszechna/Bopedia Filozofii 1995), published in Lublin,
there is no entry foself-determinationThis is a characteristic state of affairs for t@cept does not fit within
the Thomist philosophical categories representethéy ublin School. SimilarlySlipko, an extremely good
Thomist ethicist, never involved himself in thisncept.

* The most important of Woijtyta’s philosophical werldsoba i czynhas already many editions (Wojtyta, 1969,
1979, 1981, 1982, 1983, 1985, 2000).

® Characteristic is that more often than not Johul Raeferred to the concept of self-determinatisithin the
central catechesis, when he presented his theoloiipe body. John Paul 1l (1979 — 1983). See:
www.vatican.va/.../john_paul_ii/audiences/catecheaggnesis/documents/hf_jp-ii_aud_19800213_ en.html —
01.12.2010.
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development of personalistic anthropoldgin this article the method applied will be that
designated by the author himself, only after whigtthere be room for the second stage i.e.
the assembly and presentation of the general thed@gif-determination

In the workThe Acting Persothe way of presenting and conducting analysisisd
with the phenomenological method. This means thatamalyses are based on man’s
experience. This experience becomes the startiitg pnd area of analyses condudtéthe
basic question which initially appears is the faliog: is the describing and interpreting of
that which man has experienced something upon theabis of which one may come to the
noumenal bases of man as an individual

The concept of experience

How does Wojtyla understand experience and whatghenological method does he
apply as description and interpretation?

So what is experience? First it follows to saglaiVojtyta, that it is a great cognitive
process. Within it man is the object and subjecthat same time, the subject of his own
cognition. This is based on empiric moments. Irheafcthese man resides, for it is precisely
thel am me alonghat is contained in every experience. Experieacd the same time tied to
understanding. It has its moments and its conynuitherefore, here the matter concerns
experience as a great cognitive process for mam, laing linked with understanding.
According to Wojtyta what should be understood? &istbod was to be: ‘intellectually to
grasp the essence of a thing or the connectiomgebetthings’'(Wojtyta, 1985, p. 46).

It is with exactly that understanding of the prexebased on experience and its
understanding that links the phenomenological ntethat the author uses. It follows to here
make it clear at the very start that Wojtyta was a@henomenologist, one who would have
based his whole way of thinking and analysis of ezigmce on phenomenology as a
philosophical system. He fully uses the phenomegiodd method as an instrument in his
work and research. Which is why he wrote: ‘I untlrd through this reduction
(phenomenological reduction) an operation conduttetthe fullest and at the same time the
most significant visualisation of a given contefWojtyta, 1985, p.100). Therefore equally a
phenomenological method thus understood allows@geasp and fundamentally capture the
facts given within the experience. And hence hdesrabout the said in another place: ‘A
great service may be given in this case by the @inenological method as well as the ability
connected with it to exactly exploit the experiesthdata’ (Wojtyta, 1985p. 165).

The experience of act
In the description of this experience the mattenceons chieflyact. ‘There is no

proper expression in English for this notion; iflvee instructive to see how the same notion
can be expressed in other languages. We may takexample, the Polish word <czyn>, and
the German <die Tat>. They do not identify fullythvithe French <acte humain>, or the
Italian <atto umano>, whose terms are literal ti@mens of the Latin <actus humanus>, but
not necessarily inclusive of the latter tewhen it relates metaphysical depth of the latter
term when it relatesto the objectivization of the dynamism proper tonnae person. The

® 1t would be worth comparing the concept of selfedmination with what Boros (1962, after Boros, 4p7
writes about death being the fullest decision ohma

" According to Woijtyta ‘It follows to commence frothe experience: of that whidg$; of that which isof that as
is, and of that as it appears without any condgmpriori imposed either on the thing experienced or the
experience solicited for it (Stycze1980, p. 269).
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Polish term <czyn> seems to be equivalent in cdanten<actus humanus> just like the
German <die (menschliche) Tat>, although in a dbffié languagefrom more
phenomenological The shade of meaning on the term <czyn> is egpef Polish through

a distinct verb <dziate> (the Latin equivalent being <agere>), also themedziatanie>
which expressed different kinds of activity, for ialin reason one speaks for instance of the
activity of animals, whereas <czyn> indicates akttSt. Thomas expresses in his <actus
humanus> as well as in his analyses of <volontariufwojtyta, 1976, p. 27Q)For an act
given in experience constitutes to some extentraew through which the author desires to
peer into the depth of the individifaln Polish as equally in German the warct represents
an activity appropriate only for man as an indiatun the spirit of these languages one may
say that only the activities of man may be termedet. And since this is the activity of a
person then it always possesses a moral dimenSiwat. is to say that the activity of an
individual is always good or bad, and thereforésinever morally indifferent; it is never
devoid of these values.

We commonly say in colloquial languagefulfil an act What does this common
saying of ours, one functioning in colloquial laage, mean? Within it an act becomes
connected with the dimension of fullness; with rieés in the dynamic dimension, where
fulfilment is an approach towards it but is equalbt fulfilment. Manthrough his acts arrives
at this fullness, though also refutes it, leadingunfulfilment. Which is some kind of
existential destruction, negation. And here thergea the question: when does an act of man
lead to fulfilment, speaking in languagean fulfils an actand when does that not happen?
One may most generally say that in the case of IK&lgjtyta manfulfils an act, i.e. reaches
fulfilment when the act within his structure appeasself-determinationlf this is not the
case then it leads to unfulfilment or the destarctf fulfilment.

Self-determination appearing in the fact of the expriencel want.
What is self-determination?
In analysing the experience of man’s activities o1&y state that | experience my own
activity in particular in two basic dimensions:
1) The first is the activd:act, | am the cause of my actionits performer;
2) And secondly | experience thabmething is merely happening within mgover
which | have no influence.

Within me myself there are played out many dynamoxesses, over which | have no
influence, which within me merely take place, thake place beyond the threshold of my
consciousness. However | am aware of these pracedsm | direct somehow the
magnifying glass of my consciousness on them. dtdsirs also when they stop to correctly

8 ‘How to see one’s very self? How to manifest oif@ds it like a mirror in which one can see, vieseme
window where ‘my world’, my ‘I’ will be drawn bacfor me? Inact it is such a mirror, such a windoWejtyta
answers. This window is act, mine for you, younsyfourself. Yet in order to see in it one needgdm as if an
ability to read this mirror, to look through thisndow. Only then will it manifest itself to me mykedo you
yourself, to we ourselves, to people, personsrodgh a limited ability to read one will see at mosly some
coloured picture on the glass. With a good abiliy window becomes increasingly transparent for¢aeer.
One does not notice the window slowly, one sedssimaight ahead — although not without it — aspars
world’ (Styczer, 1980,p. 269).

° | fatto fondamentale .o agisco — l'uomo agisceci permete di afferrare e comprendere, e anclure in
modo evidente, la transcendenza dell'uomo (dellsop@) nell'azione. Sembra che l'interpretazioagizionale
dell'agire umano, dell'attca¢tus humanysnon ne manifestasse la transcendenza nel sudicigm proprio.
L'interpretazione tradizionale dell'actus humaneg®e dell'atto della volonta, interpretato — ceimomodo
eccelente — come atto fondamentale e fonte ddpevsi dell'uomo verso il fine” (Wojtyta, 2003).
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function and when there appears, for example, pagome absence or disturbance within
these regularities.

Whereby for what | am the instigator | am at thene time responsible for. Which
means that | am responsible since | committedatvéler the degree of this responsibility is
dependant and connected with the personal maufritye act. As equally the total
consciousness of its commitment. Yet for that whscherely happening within me,
dynamism in the dimension of activation, | bearesponsibility for it whatsoever. | am not
answerable for all processes when they are beymnthteshold of my consciousness.

Here there appears a new dimension which is theenoof will. Thisl want. | fulfil
that which it, will, indicates for me. As equallhe determination which I myself have
achieved as the undertaking of a concrete actyveteritself from will. Ultimately will
indicates the dimension of freedom. Without it gteing would become simply an
activation, that is merely what happens in me, avieich | have no influence whatsoever.
While the designatiohwant, | can — | don’t have to, but | want, | am notded, this is not
happening merely within me, this | want to occur, that is my will which expresses my
freedom.

Transcendence of the individual

Freedom and man’s will point at the same time &dimension of his transcendence.
Why? | transcend myself (trans — scendere) strifdmgome aims — goods which are beyond
me, but which are also within me myself.

In philosophical language the meaning of the winathiscendencés bound with the
crossing of the border of one dimension into anotii@ée very word trans — scendere, as
breaching/crossing, to go beyond afready spoken of It is this transcending of one
dimension into another that Wojtyla calls horizéritanscendence. He goes even further in
his analyses speaking and writing equally abouicadrtranscendence. What does this mean?
It plays itself out internally, of the person hirfises an individual. It, in transcending its very
self, strengthens itself at the same time. Forsitthe fruit of self-determination as an
expression of objectivation within the orbit of thghere of, i.e. of pure subjectivity. This
objectivation derives from the fact that self-deteration has a cognitive character striving
towards a truth about oneself and in oneself. ‘& using in the present exposition the
phrasewith reference to truthpossiblyassigned to truthThese expressions convey reality,
and this is the idea, for we discover within theernal dynamic a relation to truth which is
something else than the relation to the things edird, something deeper than this. The
relation to truth is not exhausted within the stuoe of wanting as intentional act, it does
constitute, however, the enrooting of this veryiadhe individual. Every act of wanting, as
it is a settlement or selection displays its depewcd on the person. One may refer to this
dependence as dependence in truth (Wojtyta, 1985, 1

In fulfilling an act,in other words approaching fulfilment, being a parsvho acts, it
is exactly through this acting that one becomethatsame time more human, for through
acting one reaches fulfilment, one becomes futfille one’s action and through it as a person
himself. Therefore to be a man — an individual, dmeeEomes at the same time this by
achieving its fulfilment specifically through aatio

But in order for me to understanmyself what is expressed by the terself-
determinationl first must possess myself and control myself.réfwe the first task aelf-
determinationconcerns me myself, in the dimension of verticahsicendence. ‘The simple
experiencd wantcannot be correctly interpreted within the dynaemtirety of man if we do
not take into consideration within it the said specomplexity peculiar to the person that is
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brought about by self-possession. Only upon sugioanding is self-determination possible,
while every true humahwantis this very self-determination. It is this notthe content of an
experience plucked from the dynamic structure efgarson, but as the content deeply rooted
in this very entirety (Wojtyta, 1985, p. 132).

And then may | only, that is to say when | cont&ate my very self, within the
dimension ofself-determinationpresent my very self as a gift to another, as éguan |
accept another as a gift; at times a difficult dechanding present!

The theory of self-determination

Self-determinatiompoints to the internal structure of an individuahich hides and at
the same time appears in that very dimension oémeipce that is the fadt:want. This talks
of the determination directed towards one’s owieriot, it is based oself-possession and
self-control In reality this is the case, for man in order taide about something must earlier
possess it. Within this process sélf-possessiomobody is able to replace anyone. | may
merely decide what it is | possess in reality. Ef@e equally in order to decide about one’s
very self, one needs to first possess the saidcéidmresults that we talk of self-possession.
For | must control that which | possess in mydelfents experienced reveal this fact in a dual
form: he who controls- the aspect more dominatinghat is controlled- the aspect more
objective. However here the matter concerns theatibption which is played out internally
of the subject, therefore it is equally closely mwected with the subjective dimension i.e. with
the dimensionl which rules. This is bound to consciousness wittiia dimension of
experience. Within this internal structure of mars tobjectivation that is characterised by
self-determinations inseparable from cognition.

Also thereforeself-determinatioras thatunceasing process of objectivation of that
which is subjective within the internal structuré man, constitutes that entry into
subjectivity. ‘It follows to note that the tergelf-determinatiorpoints at the same time to that
the deciding (and acting) is itself only a subjeet the persondl as a subject determines its
very self. Consequently in this dynamic relatibe saidl becomes the subject for its very
self — the subject of will as the ruler of the di#eg subject’(Wojtyta, 2000, p. 484).

For an act, as a conscious action of man mamnifggself in experience, as opposed to
thatwhich only happens within hirhas its roots in the will which finds its expl&ioa in the
freedom:l want — | am not forcedrherefore also an analysis of act, in its rich aachplex
reality, must reveal one of two fundamental pointanely the volitive dimension, to speak in
a more precise way the dimension of freedom forildevidual. For it is in this very point
that the person is revealed in the least completg and it is this that constitutes the bases of
self-determination‘The discovery of freedom at the root of an indial's causativeness
allows us all the more to fundamentally understarah as adynamic subject (Wojtyta,
1985 p. 148).

The transcendence of a person displaying one’sfoeedom is both the motor as well
as the source of his dynamism. This is first ottal dynamism which is played out internally
within man, only later does it manifest itself asact, through which it realises itself or not.
Therefore equally this insane emphasis seff-determinationas an essential category of
person, within which there has to be fulfilled theepest of his existential fate, is especially
needed by the person himself.
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Abstrakt
Pojecie samostanowienie jest centralkategory osoby w ujciu K. Wojtyly. Uchwycit i wypracowat je ¢ki
zastosowaniu metody fenomenologicznej, tak by wpshym opisie przgwanego déwiadczenia cztowieka
dotrze® do podstaw ontycznych cztowieka.
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HOMO COMMUNICANS — PERSONALISTIC
DETERMINANTS OF COMMUNICATION
IN CONTEXT OF MEDIA

Michat Drozdz*

Abstract
The aim of this article is to present the commutiicaprocess as an act of a person who, as a corioatimgy
being, constitutes himself the basic criteria amtiedminants of communication. It means that comoation as
an act of human being is above all personally dateed. Therefore, speaking about communication, we
understand it mainly as a manifestation of humatiorelity, as a process of communicating in thetegnof
human rationality, as an intrapersonal, interperabior collective process. In this article, abové ale try to
use the universal meaning of the ‘person in théattnd to accommodate the scheme of thinkingaagding
of Woijtyta to the analyses of the presence and aorimative acts of a person. Following this pointvaw, any
communication, even through media, is an act of@sgn and a participation in communication relasowith
other people. Also our analyses endeavor to benanwanication study through the prism of a persoriefRiag
to the aforementioned Woijtyta's thought, in thersewf our analyses we will try to show that a harbaing is
an integrating subject of his communication ade@gtand a platform of integration of intersubjeetimedia
activities. Therefore, it can be said that a pershomo communicuandhomo communicanand, conversely,
thathomo communicughat becomelomo communicanis a person.

Keywords: communication, person, media, philosophgf media, personalism

Introduction - homo communicans

Every communication process has Maas its creator, actor or participant. Every act
of communication is an act of a person and in esaach act other people take part as well,
according to the nature and the character of timenmanication. The basic thesis underlying
our reflections is the statement saying that a niemg homo communicanand homo
communicusis a person. Boethius once defined this elemgrirath about a man as a
person, with the help of the notions of profoundteat, by describing a human being as a
rationalis naturae individua substantiRegardless of various attempts to define humargbe
descriptively?, which show different dimensions of humanity andicate its elementary and
constitutive features, man is a rational and freebject, being the centre of reference for
values and experiencing them” (Stynz&993, p. 19). It means that a man as a persthreis
subject of communication.

The aim of this article is to present the commatiin process as an act of a person
who, as a communicating being, constitutes himsedf basic criteria and determinants of
communication. It means that communication as an ofichuman being is above all

% dr hab. Michat Dradz, prof. WSB-NLU, Wydziat Psychologii, Wygza Szkota Biznesu — National-Louis
University, midro@wsb-nlu.edu.pl.

1 polish word ,cztowiek” used in the original texdfers to both men and women, so similarly the wordn” is
obviously meant by the authors in this volume fer& both sexes with no sexist (editor's note).

12 Every philosophical current has worked out its ommthropological concepts, starting from the aricien
description by Thales, to the effect that man jsm&rocosm”, through Pascal’s vision of man as tfeshaking

in tr)le wind”, to contemporary projects of man losthe chaos of the universe. See also Szewczy88(18.
41n
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personally determined. Therefore, speaking abominconication, we understand it mainly as
a manifestation of human rationality, as a pro@#éssommunicating in the context of human
rationality, as an intrapersonal, interpersonataltective process. In this article, above all,
we try to use the universal meaning of the ‘persothe action’ and to accommodate the
scheme of thinking and arguing of Woijtyla to thelgses of the presence and communicative
acts of a person. Following this point of view, agmmunication, even through media, is an
act of a person and a participation in communicatelations with other people. An act is —
following Wojtyta's definition — an entirely consmis and free action of a man. It can be said
that an ‘act’, ‘action’, ‘fulfilment via action’ @ closely connected with what we call
“personal communication” (Wojtyta, 1979a, p. 32; W&, 1976, p. 53-59; 1979c, p. 273-
301; Woijtyta, 1993; Buttiglione, 1997; Smolka, 20@»krywka, 2000; Podgdérecki, 2000, p.
23-29; Filipiak, 2003, p. 13-53). Personal commanan is to some extent a condition of the
media communication. In this article we try to shand justify this elementary thesis.

It seems that the concept of a person in the a&iaborated by Woijtyta contains a
great heuristic, analytic and argumentative poatidr analysis of communication processes.
This concept has not been ‘used’ in any way inghigosophical analyses of communication
and mediality. We can surely say that a man’s sxaficommunicative character. It is an
elementary media act because it becomes the fimstium’ of a person that communicates
and, what is more, even transcends himself thrahglact. The notion of ‘act’ contains rich
content explications, including communicative ortest not only explain the nature and the
character of human action but, most importantlyp ahdicate the subject of this activity. This
explanation of the profoundness of the content bliman act is at the same time a gradual
revelationof the reality that a human being is. ¥aj maintains that a human being
experiences in himself what is ‘internal’ as wedlvahat is ‘external’. Both the former and the
latter can be consciously and freely communicabteugh acts (Wojtyta, 1969a, p. 37-38).
The direction of Wojtyta’s research is relativelpwvel in comparison with traditional
ontological approachesoferari sequitur esge Traditional philosophy of Aristotle’s and
Thomas Aquinas’ explained humagere— we can add here humeommunicare- as human
esse However, Wojtyla states thassereveals itself byagere “An act assumes a person” —
writes Woijtyta. This approach was popular in ma®yds of knowledge on human activity,
especially in ethics. Ethics has always beena sei@tout acting that assumes a person: a
man as a person. In this study we are going torsevinis approach. Namely, it will be the
study of an act that reveals a person, a studyparson through an act’(Wojtyta, 1969a, pp.
14, 29-30; 34-35; 1976, pp. 5-39; 1969b, pp. SKxkyvalczyk, 1995, p 25). Also our analyses
endeavor to be a communication study through thempiof a person. Referring to the
aforementioned Woijtyla’s thought, in the courseoaf analyses we will try to show that a
human being is an integrating subject of his comoation activities and a platform of
integration of intersubjective media activities.eféfore, it can be said that a persohamo
communicusandhomo communicanand, conversely, thdtomo communicuthat becomes
homo communicars a person.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 18



NOWY SACZ ACADEMIC NNl

Communication as a person’s action

An act is — following Woijtyta’s definition — an ergly conscious and free action of a
man. In the philosophical tradition ita&tus humanuthat is the equivalent for the English
word ‘act’. Additionally, it should be emphasized that if amymmunication is to remain, the
work of man should not extend the boundarieaadfis humanusAn act is simply an activity
characteristic of a man as a person. If the exmmesstus humanushows this activity as
some ‘becoming’ on the ground of the potentialityagersonal subject, then at the same time
the notion of act introduces us to an extremelygemand rich world of man’s
communication. It can be said that ‘act’, ‘activitypecoming’ are most closely connected
with all those things that relate to a man presautacting in the media spade.

The notion of ‘act’ contains rich content explioat relating to the communication
space. Man not only cognitively enters the world¢@ihmunication and finds himself in this
world as one of the essential elements of the gs®B=egoing on there, but also becomes
aware of his own active participation in the wasfccommunication and media. It can be said
thathomo communicusecomediomo communicangor consciousness not only reflects but
also in a special way makes it internal, i.e. imddizes what it reflects and provides it with
room in the ‘I’ of a person. According to Wojtytair-a man it is possible to experience what
is ‘internal’ and what is ‘external’ as well. Botie former and the latter can be consciously
communicable (Wojtyta, 1969a, pp. 37-38)

Man acts not only consciously and in a free walyabgo according to self-reflection,
which means that he is aware of the fact that le@msciously. Therefore, man is aware of
his action and of himself as the personalistic scthpf act. Man is aware of the act and its
subject in their dynamic correlation (Wojtyta (1269%p. 33-35). More on selected typologies
of communication acts can be found in Stewart (2pp235-161) and &tki (2000, pp. 51-

89). In Woijtyta’s thought, a reversal of perspeesican be noticed, which is interesting from
the methodological point of view. On the one haiajtyta makes the inner human
experience, acts of consciousness and freedom whbitdtitute the basis for the ethical
action, a point of departure. On the other, metajsyof a human being, in the discussion
conducted in such a way, becomes the destinatimt*pdHowever, we can still encounter

the opposite direction in Wojtyta’s thought. A pemgranscending himself in his act is a point
of departure, whereas different types of interpeascelations and communication are an end.
These two perspectives always show a human beitigeioentre. In whatever way we
approach communication processes or media spgare, will always be a man in their

centre. A human being appears as the main basithanmdain principle of communication
ethics. Accepting a human being as the main bagthacs can become the common platform
for constructing media deontologies for many ratlaxiological orientations. The basis
should be understood in a threefold way: as thebetg, the way, and the end. A person and
his transcendence is at the roots of ethics becaaseas an acting subject experiences the
foundations of his activity, experiences his ragity and freedom. an as a person is also a
way of respecting the dignity of every other perdarthis sense it becomes the basis for

3 In our former analyses we demonstrated that megimmunication has features characteristic of
interpersonal communication. The latter notwithdtag, media message is a communication processiichva
man is present together with his act (Wojtyla, 1#86%ee also McQuail (2001, p. 97n).

1 Interioriation is very well dealt with in the pdyalogy of communication studies, e.g.: Ratajczall an
Zabierowski (2001, pp. 89-98); Lindsay and Norma®84, p. 7n; 1977).

'3 The first part of our study has show the domiriantlencies in contemporary theories of media. These
first and foremost pragmatic-functional, constrdsti, structuralist and post-modernist approach#gf which
are characterised by negative attitude towardsnaphysics of a person. Lack of these referened®sthem
as if suspended in the anthropologic-axiologicadi\{®lecki, 2000, pp. 90-119).
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ethical valuation. And finally, man is the end dfies oriented at his self-realization and
improving his humanity.

Man as a person is himself the basis that undifferent elements and qualities: the
spiritual and the material spheres, rational free@nd biological instincts, different attitudes,
experiences, values, contexts and the like. Despée dichotomic or alternative character
man is a personal unity in the way that all thdsenents, being sometimes pairs of opposite
qualities, form one structure of humanity on thrersgth of the personal essence of man.an is
a unity of the spheres of the spirit and the boBgth these spheres are integral and
constitutive elements of the human being, regasdlet whether they aredefined and
explained on the notional or methodological babise spiritual aspect of a person expresses
itself through the body and due to this integrifyaoperson, human communication in the
broadest meaning of this word is possible at albove all, we talk about media
communication, though it consists of other formgafimunication, for instance: expressing
opinions, communicating cognitive acts, body lamguacommunication, communicating
feelings, communicating values and so on. A siniplé very important thesis can be put
forward that media communication is possible beeanan as a personh®mo communicus
and homo communicanat the same time. It should also be indicated thas man’s
rationality that is at the bottom of man’s commuation abilities and at the same time it is the
basis for ethical valuation.

Communication — a person’s transcendence “in truth”

Each communication process must be performed imatiinesphere of truth, which, in
other words, means that no communication is passifithout reference to truth We can
therefore say that an act is fully human and comaation is fully human only if they are
sirue”. The guarantor and the source of that tnstla person’s transcendence in the truth.
Understood as a dynamic property of a person, ¢deamtence may be partly explained by
comparison to the dynamism of nature. The abilitydecide about oneself needs to be
respected and put higher in regard to any condittbnhhuman communication. That
supremacy, which takes its origin in the possipiit human self-possession, allows people to
transcend all their limits. Rejection or denialtioht superiority causes man to reduce himself
to perform the role of the object of external iat#rons or the subject of acts determined by
or conditioned by instincts (Wojtyta,1969a, p. 12h)the first case, we are dealing with the
person acting in action itself or through actiongctu persong in the other, we consider the
person asndividuumwho functions through his response and actiodiiduum in actl If
in any theory of the media this operationimfactu personds rejected or denied, man will
reduce himself merely to the roleiaflividuum in actuln this way man will deprive himself
of what is fully human, and thus he will becomeyoalnatural ,individual”. For every act,
including all types of communication, the right darla for man is to meet and implement
personal actions, rather than actions of an indalidNo communication in the strict sense
can be realized where man is not able to submibWwis ,dynamics”, ,acts”, ,expressions”,
Lrelationships”, ,ties”, and other human activitigs his personal ,true self” (Wojtyta,1969a,
p. 125).

In the proper understanding of the basics of peisoommunication it is vital to refer
to two important phrases, namely: 'assignmentedriith ,and ,relation to the truth.” Both of

8 The discussion on this subject reaches quite aidee moment and is very diverse because maipisut
speak differently about the same matter, see $€if688, pp. 37-47), Jonkisz (1999), Jaskdta & &rlegyk
(2003), and Jabfski & Wygoda (2002).
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these phrases define the essence of the dynamiushwdn action. Relationship between the
act and the truth does not end in the structureatition, defined as an intentional act.
Basically, this relationship profoundly determiresot only in the psychological sense — how
deeply a given action will take roots in the persBach act of volition shows a peculiar
dependence on the person, because it is most pdifoconnected with resolving and taking
a decision. This particular dependence betweenrsopes volition and his essential being
becomes also a dependence on a person and oruthe,Dependence on the truth” — as
Woijtyla puts it — seems to finally explain a persamanscendence in the person in action, his
superiority in relation to his own dynamism” (Wddy 1969a, pp. 144-145).

Searching for the bases of personal communicatiamworth considering once again
.relation to the truth”, already mentioned here.elery process of communication there has
to be at least one moment of truth. It seems thatthis ,moment of truth” Wojtyta
understands the personal criterion of truth, whikhhe realization of the person in truth
(Siemianowski, 1986, p. 76-103; also, in a widantegt: Stycza, 1988, pp. 47-57). In other
words, we can understand “the moment of truth” hees \tery presence of a person in the
process of communication. Apart from being evidehg truth is an undeniable value of
human dignity. Without truth no communication od@gment or even forming an opinion
would be possible. Thus understood, ,the momemtuth” goes well beyond the authenticity
of the communication process, as well as beyondyewecessary criterion of truthful
communication. It transcends the subjective deteaints of communication, pointing out the
truth about the subject of communication, who isuanan being in his full dignity, and it
shows a person as the basis of every ethical ev@budf we refer to the human experience,
with particular emphasis on the experience of truthmorality, we will find there the
foundation of ethical decisions which are basednam’s relation to the truth about his own
dignity. “Thus there is no way in which individuahoices or decisions of human will are
always true. The same applies to communication. (are often wants something that is not
really good and he often chooses what isn’t regdlgd. Such a solution, however, or such a
choice cannot be regarded as a mistake, (...) astakaitakes place in human thoughts, not
in human will. A solution or a choice that takeslaes subject something that is not real good,
especially if it is made against what has alreaglgnbacknowledged as real good, bears all
resemblance of guilt and is evil.

However, this very reality of guilt and moral ewhown from the experience of
morality emphasizes even stronger the fact th&iuman volition the relation to the truth as
well as interior dependence on that very truthlvgags present (Wojtyta, 1969a, p. 1465.”
taking a decision or making a choice were not basethat “moment of truth”, or, in other
words, were those choices or decisions to be tak#rout any reference to the ,moment of
truth”, the whole ethos of human action, all theratity space which forms a vivid reality to a
person — all this space would lose its sense ampopa. It is important for that reality to
discern between moral good and evil. Indeed, iigortant to discern between moral good
and evil. The distinction is not only based on tékationship of man to the truth, especially
truth about himself, but, indeed — in communicatwmderstood in a wider sense — it
significantly expands the relation to the truthshmort, to distinguish between good and evil,
which is so important for morality, and in its spaelevant also to the ethics of media, it is
assumed that cognition and volition of any objeatialized on the principle of the truth about
the real good of the very object. Knowing and wagptevil is always a destruction of that
relationship, and a more or less destruction ofsoogn humanity, because man cannot
destroy the truth (which dwells within him) aboug purpose and his dignity.
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Manifestatio of a person by means of communication

The basic thesis of Wojtyla's thought is the asgerthat “a person manifests himself
through act.” Human act reveals a person in mariclwis because Wojtyla regards the
experience of act as the basic human experiEntfeevery human act has relation and
communicativeness inscribed into it and if commahan is the basic human act,
consequently — in the spirit of Wojtyta’s thoughtit—follows that every single type of
communication reveals and manifests man as a passarell. In other words, man manifests
himself as a person in communication processesiwsdpelieves that every act is at the
same time a person’s experience. An entire humang Iparticipates and most fully expresses
himself in an act. An analysis of an act can theesdlto obtain a picture of man which
contains various aspects and dimensions of humateage. Human act is a reality that can
be experienced in two ways. First, it is experiegh@®m within, the lived-through and
conscious side; second, it is perceived from withdoth by the acting person and other
people. An act is thus perceived as a phenomeralbggality which stems from experiences
of a perceiving awareness, and as an ontic, olbsgeetnd ethical reality, for it also undergoes
ethical evaluation based on objective criteria (Wdaj 1969a, p. 29n).

Personalistic communication is — generally spaakin an expression of human
causality. Man is the creator of and the participam communication processes.
Communication processes do not occur in isolatiomfman, but against an entire dynamism
of man and in strict, organic connection with higt.is all about intentional dynamism,
which is given to us in total human experience. albthat constitutes it finds its reflection in
consciousness. For instance, the entire vegetdyinamism characteristic of the human body
does not find its reflection in consciousness. &irly, not all facts which constitute total
human dynamism are consciously experienced (.apebheless, the dynamism characteristic
of man not only finds the basic reflection in canssness, but man is also aware of the major
directions of his dynamism, which is connected wétkperiencing them. After all, man
experiences acting as something essentially diffeh®m happening” (Wojtyta, 1969a, p.
62). A genuine personalistic communication becopwssible due to the fact that man as a
person is to be characterized by means of caugsityliar to himself. With reference to the
analogy of being, it is possible to view both hunaation and whatever happens in man, as a
fulfillment of a certain potentiality. The first agell as the other are a realization, or — to use
Aristotle’s expression — a dynamic unity of act gudentiality. Since communication issai
generispersonalistic ,coming out” beyond a man and towadsther man, then a man can
Lransmit” to others the whole human dynamism,eet#d in his own action. Additionally,
the acting man (announcing or getting into conteat) transmit and manifest himself, both in
what constitutes the context and content of himacnd in what “happens” in and next to
him. All of this takes place on the grounds of hamationality, i.e. in a free and conscious
way® Man thus manifests himself in communication preessn an entire complexity of his
world of values, but — above all — in his persastali dignity and merit. The statement is
primarily of use in interpersonal communication{ biso pertains to media communication,
in which — as we keep trying to demonstrate — martigpates and is constantly present.

17 A lot of factors were decisive in this case.dems that the time of the influence of the Margitcept of
act in Poland was not insignificant. Wojtyta's cept formed a strong and efficient polemic with tieical and
practical Marxism. Wojtyta definitely rejects thamowed concept giraxisthat was favoured by Marxism, and
demonstrates the human act to be a deep persanadiatity, which is worthy merely of man, who its@
capable of “participating” in acts of other peo®e also Wojtyta (1979b, pp. 9-20), Niemiec (32994, pp.
179-182).

'8 On psychological aspects of communication andiasee more in: Chio (1998, p. 14n) also see erges
publications on the psychology of media, [onliredcess: 14.06.2010, http://www.apa.org/divisions/al.
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Accordingly, media communication has a human dinmnsbecoming a space of and for
human acts, which in turn reveal his personalisgit. Man’s manifesting himself by means
of communication processes can become an apprepliatform of ethical evaluation of any
and very human act which takes place in the spboedia communication.

Personalistic communication is an expression ofmdmu causality. It is worth
mentioning here that broadly understood commuruoathas two objective structures
inscribed: that “man acts” and that “something laggpin man”. The structures determine
two basic directions of the dynamism characteriefianan. The directions are in a sense
contrary inasmuch as in one of them what becomesated and realized is communicable
activity, whereas in the other its inaction andspaness. If the latter is perceived as such by
other persons, it can be understood as a resigniation human communication activity or as
the attitude of a simple media consumption.

It is also worth a mention that all that is ,p&sSiin man is connected with
communication processes. Following Woijtyla, two extp of passiveness can be
distinguished which can be expressed in the folhgventences: “there’s something going on
in a man” and ,there’s something going on with antn&olloquially, the sentences are often
used interchangeably; not infrequently when we thay there’s something going on with a
man, do we mean that there’s something going anrman. Properly speaking, however, the
phrase what happens ,with a man” points at hisivetg something from the outside. It is
such a kind of passiveness that can even be anestemtetermining the shape of
communication. Man is then not the dynamic subpédtappening whose origin is in him, but
rather an object to which another subject or evestleer force (e.g. media technology) does
something and he is only affected. Such a typeastipeness manifests itself particularly in
every media manipulation or in media consumptiatesses.

The other expression, “there’s something goingrnoa man”, introduces us to the area
of human secrets, which can be revealed only wherstibject himself has evaluated these
experiences, introduced them within his own consmess and is willing to entirely or at
least partly transmit them outside. The transmmsssousually executed in communication
processes, with the help of media, which of theinmature belong to external determinants
of communication. In this context there appearseatire area of various types of media
content creation, transmission and reception debamis. These determinants largely shape
media communication, co-create media space asasgetiondition ethical evaluation of the
processes that actively take place therein. Ittbaa be seen that the two objective structures
of human communication, i.e. the fact that it isafimwho acts” in media space and the fact
that “man passively lets things happen in himséifiye not only practical consequences as
far as the functioning of media is concerned, mgspss also their axiological consequences.
They form the actual platform of ethical evaluatiamich — after all — is accomplished in the
context of what pertains to both human action ansbimething “happening” with and in man
(Wojtyta, 1969a, pp. 62-65; Czarniecki, 2001, pgn;3Gajda, 2002a, pp. 45-77).

Communication as rooted in the rationality of a peson

Communication is a conscious act of man. What isetnman as a person is also
aware of his action. Man not only acts consciouBly, is also aware of acting consciously.
Human communication is — generally speaking — edrout in the space of rationality. It is so
because consciousness accompanies human actiom wiaoks to it can manifest its
personalistic roots. The manifestation is somehoscribed in any and every type of a
person’s mediality. Consciousness has its congirantl identity, which are different from the
constitution and identity of every human act. Maodsciousness and freedom, i.e. human
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rationality, constitute a ground for human act$éorooted in, including all communication
processes.

Each process of communication stems from ratipnand leaves a “trace” of its
presence in human consciousness. Consciousnesa@ates an act and reflects it when it is
born and carried out. The proper function of comssness is the cognitive function.
Consciousness recognizes and reflects what “happeasman”, as well as what a man
“acts”. The “happening” and “acting” can be transsible, that is communicable to other
persons (Wojtyta, 1969a, pp. 35-38)The fact that communication is rooted in the radiity
of a person means also a connection between coroatiom and autonomy of a person.

Autonomy not only pertains to consciousness lsd & man’s freedom and its role in
shaping both a person and his acts. Man’s inned&m is reflected by means of his acts,
which is to say by means of human communicationeidrfreedom — according to Wojtyta —
“manifests itself (...) not so much as an internalgarty of an act carried out by a person but
as a property of a person who is capable of conmgiticts only because he is in possession
of such a property. This relation can be reversdy to assert that it is a person who becomes
manifest by means of will — and not only will — aimda person. Every act confirms and
simultaneously reifies this relationship, in whielil demonstrates itself as a property of a
person” (Wojtyta, 1969a, p. 109). A person — tharks his freedom — becomes a
communicable reality. This dynamism of man, whicmsists in self-revealing himself as a
person by means of his own action, makes up thearautonomy.

Autonomy is connected with an entire dynamism ahpof a person’Seri. Thanks to
the fieri communication is also possible. Thisfieri of a person who has his own ontic
distinctness as well as axiological dimension. @né the other dimension point at morality
as the natural area of human action. Both emphé#s&zeoral character of human action and
contain elements of ethical normativeness. It gm®nd any doubt that autonomy, which is
expressive of an entire dynamism of a person’sdfyeg is a complex reality. A person is
someone who owns himself and, simultaneously, samado is owned only and exclusively
by himself. Self-possession as a peculiar structpraperty of a person manifests and
confirms itself in action by means of free will. Nalso reveals itself by means of
communication, which is a peculiar way of humariasctA simple experience of “I want”
cannot be read properly unless the entire dynagaility which is self-possession is taken into
consideration. Man can “acquire” a lot and he can a lot, too. He also can — to a larger or a
lesser extent — become “appropriated” by media,ethe becoming much less himself and
restricting at the same time his freedom of actleelf-possession is also connected with the
other inner relation that takes place in the vénycsure of man as a person, and concurrently
most strictly bound up with man’s will and inneeédom. It is an inner ability of a person to
execute self-control. On one hand, it enters thigeedynamism of a person; on the other, in
the person’s all manners of communication. The greren the one hand — respecting his
entire complexity — executes self-control; on thieeo, the person is someone who he himself
controls. This self-control, as a person distingimg property, assumes self-possession and
constitutes its larger reification (Wojtyta, 1969%@,. 109-111).

It seems useful to our analyses to recall heret Wlacel wrote about ownership in
“To be and to have”: “Actually, everything boilswlo to a distinction between what one has
and what one is. The trouble is, it is unspeakalffjcult to express it in a conceptual form,
which should, after all, be possible. What one lammprises most evidently something

9 |f consciousness and its cognitive skills becdmany way distorted by media, we deal then with a
broadly-understood manipulation, e.g.: Lepa (1$923n).
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external in relation to one’s ‘I'. This externality not complete, however. In principle, what
one has is things (or whatever can become sinoldhihgs, and to such an extent that this
similarity is possible). Strictly speaking, | canlp have what exists (...) independently of
me. In other words, what | have becomes added tonmeeover, the fact that something is
owned by me is added to those properties, qualeies that belong to the things that | have. |
only have what | can (...) dispose of; in other woidasmuch as | can be treated as a force,
as a being equipped with potentialities. Only wiva¢ has can be passed on” (Marcel, 1986,
p. 1345°. All that means that a man can transmit, commu@iaéno he is and what he has.

Media communication is most frequently considarethe context of transmission or
message. The message, however, does not depletetahef communication processes, as
has already been remarked. Both personalistic canmation and media communication are
complex processes which contain a wide range dtiogls and interactions of various
character. Man communicates mainly himself as ageendowed with a personal quality
and dignity in media space in which alsammunio personarums accomplished. Autonomy
and self-possession, which are in a way two dinogrssof a person’s autonomy, reveal and
manifest the order of ,being a person” as wellresdrder of the person’s rational uniqueness,
which cannot be closed up in patterns of objedifieedia world. In other words, media
communication is rooted in the rationality of a gmr and the subjectivity of human action
originating therefrom. Therefore, the foundatioriseducation and of the role of media in
education must also be of rational and subjectingracter.

Integration of a person in communication

Man lives in a rich area of values; what is more, ib the subject of ontic and
gualitative values through which he realizes humature. Man and the community of
persons not only dwell in a world of values butstfiand foremost, they participate in it. The
participation emphasizes the subjective dimensfdmuman activity in relation to a world of
values. What is more — owing to that participatianhuman being can fully develop. A
human being can also — by means of various wayidonalistic communication — pass the
values onto other persons. The problem of valudstlagir transmission has been the subject
matter of a wide axiological reflection, especiahythe last century. In many studies of the
kind the world of values used to be treated eitikera reality subjectively generated by and
dependent on man or viewed in such abstract tetrat it ceased to have any vital
connections with a person. In the first case, we g@eak about extreme subjectivism and
axiological relativism; in the other, about variaypes of axiological idealisms. Discussion
over the status and nature of values is still oparglving a lot of philosophical orientations
and generating various types of theoretical attisu¢Finance, 1968, p. 2671).is moving

% Marcel also analyses the possibility of commutiicavia body. He writes: ,| cannot focus my atient
upon what, strictly speaking, is ,my body” — comyréo the body as a thing which a physiologist mamind —
without stumbling against an almost inscrutablecemt of ownership. Can I, after all, say that mgyas such
is a thing? If | treat it like a thing, then who anwho treat it like that? In the end — as | wrotéMetaphysical
Diary’ (p. 252) — we reach the following stateménty body is a thing, | am nothing’. Idealism widll back on
the statement that ‘I’ is an act which constitutes subjective reality of my body. Is it not a amajr’s trickery?
— I would add. | am afraid so. Between this idealsnd pure materialism there is only one differesocenehow
vanishing (...). It is the difference in the mannéreducing man (...). Isn’t killing oneself dispogiof one’s
body (or one’s life) in the same way as one dispagfewhat one has, that is, of a thing? Whatevahas
inscrutably mysterious relation between one’s Hdaoneself? Isn’t it clear that the relation is damentally
different in the case of a person who refusesltdknself because he does not claim such a raghhe does not
belong to himself? Do we not notice that underndaith— as it were — minute difference of phradimgre is an
unfulfillable chasm which can only be examined sbgpstep” (Marcel, 1986, pp. 134-135). See alsojtyio
(1979a, pp. 285-299).
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over to the world of media, which, after all, ares@ace where values are communicated.
Regardless of many dimensions of that axiologicdémic and its argumentation, we make
an assumption that ontic values upon which we qQadily focus here are of objective
character and are included in the subjectivity ahm

The world of values is integrated with the persamature of man. Values can be
passed onto others so long as they are endowedhethuality of objectivity and, secondly,
provided they are integrated with the person whesea them on, who communicates them.
The ethical value is not a subjective construcfafinstance, human emotionality, but it is a
value in itself, endowed with the quality of objedy. It is also necessary to notice another
important factor of ethical values, that is, thailbjective rooting, their integration with man
as their subjective carrier. A value then beconmersonalized”, which does not mean that
ethical value gains the status of an anthropoldgintic value; rather, it means that man as a
person becomes a subjective platform of integratiaiues rooting, and the space for them to
be realized. Values “personalized”, that is, linkedegrated with a human being in such a
way can be, directly or via media, communicatedttwers. Depending on what kind of ethical
values are “personalized” in man, we can speak tagtbical integration or disintegration of
man.

Apart from a lot of connotations, the notions oftégration” and‘merging”, have in
the first place, an ethical and legal resonandeicitintegration seems to point at no so much
making a whole of what used to be separated, boérat a realizing and manifesting of the
wholeness and unity of the world of ethical valeesthe ground of man’s subjectiveness
(Wojtyta, 1969a, pp. 202-203) as well as an unfajdof man’s integrity in the world of
values.

It seems that in order to better comprehend waeggmal participation in values is and
what communication of values is, it may be necgssamrefer to the original concept of a
person’s integration in act, which was put forwdrg Wojtyta. Following his line of
reasoning, we once again start from “a man’s eepeg”, from the fact that a man “acts” and
“‘communicates” within the area of that action. Thigerience reveals a person’s causality,
based upon rationality, which reveals the freedmah eonsciousness of a person in action.
The experience that man is “the author” of an aciddions the action and differentiates the
action as an act of a person from all other nunmeenodications of human dynamism. All that
takes place within man as a subject, highlightsrewere strongly the dynamic peculiarity of
an act shaped by the world of values. To put @ ghfferent way, it is in and through his act
that man articulates what values are importanhior and what values are realized in him as
well as which of them he passes onto others.

The notion of integration is also connected with hotion of a person’s transcendence
in the action. The thought was particularly strdskg Wojtyta. ,In a sense, we deduce the
notion of integration from the notion of transcende — he wrote — as the former is
complimentary to the latter, whereby we can grasp determine the other necessary aspect
of reality contained within the experience ‘mansactt is necessary as without it, the very
transcendence would hang in a structural emptirt&sisg even further back, to the issue of a
person’s autonomy, we deduce the notion of integratrom reflections on the issue of
causality and subjectivity of the human “I” in tlagtion. Man experiences himself as the
author of his own action; as a result, he is its ®wbject. He also experiences himself as the
subject although experiencing subjectivity is diéi@ from experiencing causality. Man also
experiences himself as the subject of whatever drappn him. Experiencing subjectivity
always contains a kind of passiveness; experiencagsality is active to the very core —
which is exactly why it constitutes human actiorevirtheless, every act contains a certain
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synthesis of causality and subjectivity of the hamia If, then, causality is, as it were, the
area for a person’s transcendence to manifest,itsebjectivity fulfills the same role in
reference to integrity” (Wojtyta, 1969a, p. 201).

Running the risk of a generalization, it can lsest that an integration of values also
takes place on the ground of personalistic subjégtilt is thanks to this that a person
becomes not only a carrier of values, but he can pérticipate in them. Experiencing values
becomes connected with recognizing values. A peisanground integrating the axiological
sphere with the sphere of intellectual cognitionttBcognitive grounds form the foundation
of man’s self-knowledge, in which all is about mamderstanding himself, about a kind of
cognitive permeation, of both the very one and uaigalue — &ui generisvalue — that is the
very person, and of all other values which servpeeson’s integral development. Self-
knowledge is a cognitive act; consequently, it otijies the totality of value experience,
allowing man to recognize them more accurately (Waj 1969a, p. 38). One concept is
worth emphasizing here, namely that any anthropotbgt disregards values is incapable of
providing and expressing the entire knowledge alnoam, naturally within the limits of its
methodological competence. Similarly, the same learsaid about theories of media. The
concepts of media which on principle exclude thmlagical dimension of the media space
cannot constitute an appropriate ground for etracalyses. As A. Szostek rightly observes,
even though morality and man are two differentitieal it is morality that cannot function
without man and that cannot be considered in separkom man. Man lives in the space of
morality. “Morality is a certain property of a humaction — and of man himself, who
becomes good or evil via his acts. Man, on therdtlaed, is not a property of morality; he
constitutes a more autonomous reality, albeit mddats structure. And he manifests himself
by means of communication” (Szostek, 1980, p. 28/at needs to be added here is that all
this occurs thanks to a person’s integration inaton, who in turn communicates — via the
action — the world of values integrated with it.

A person’s integration in the action takes plate¢hie area of natural determinants of
human life, which is to say in determinants of sleenatic as well as psycho-spiritual spheres.
In no way can they be regarded as determinantsumiah life; still, they form appropriate
framework of a fully human action, in which the ripial sphere remains independent of the
somatic sphere, of which it is in command. Bothdpkeres are open to external interactions.
There is no doubt nowadays that media can more macke efficiently influence man,
affecting positively or negatively the two sphecéshis life. Therefore, man either becomes
integrated or disintegrated in the media space.

Disintegration of a person in communication

The notion of ,integration” and the process of grsion of a person in
communication is connected with the notion of “disgration” (Wojtyta, 1969a, p. 213).
Man can also become an integrational ground farvehties, that is he can become ethically
disintegrated. Discussing the meaning of a personégration, Karol Wojtyta also touches
the other theme, namely disintegration. He not a@gls with the analysis of the very term
“disintegration”, but above all with the analysi§ the entire reality that comes with it.
“Disintegration” is an ambiguous term. It pertaitts various fields of human social and
cultural activity, and to analyses referring to lampersonality in the first plaééMost often
it is used within the area of psychology, where tiwenis made even about so called positive

2L See more on positive disintegration combined \ittheory of communication: Korporowicz (1996, pp.
57-77).
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disintegration. In such various contexts symptorhdisintegration are observed to arise in
what in any way deviates from human normality ourigble to reach & It seems that the

colloquial — and at the same time scholarly becaggied in various specific fields of

knowledge — meaning of disintegration is the basie. In the context of ethics, disintegration
always has a negative resonance. Inner disintegratbuld mean a person’s integrating of
anti-values whereas outer disintegration is notrefge but manipulation. Both, however,
pertain to the inner sphere of man.

The basic meaning of disintegration is to be ueced in the context of the basic
meaning of integration. “That basic meaning of gnétion — Wojtyla writes — is always in a
way a person’s integration in the action and resiamnstrict relation with the structure of
ownership and self-control, which is so essentalaf person. It is a structure fundamental to
being oneself even though it becomes accompligheah iact and in an act it manifests itself.
What we call psychological personality or morahiedl) personality is in relation to the very
being a person something derivative, secondarysamehow aspectual. Integration — as well
as disintegration — in the basic meaning is heceimsidered in relation to the basic structure,
and not only in relation to derivative structureem though we use these terms as pertaining
to those structures as well (...). In this waynthey disintegration in the basic meaning of the
term will be understood what becomes exposed irsthecture of self-possession and self-
control suitable for a given person as a lack decten that very structure” (Wojtyta, 1969a,
p. 205). A person’s disintegration can be accorhplisin two fields or dimensions. The first
of them is the inner, basic dimension. It is cone@ovith a man’s relinquishing his own
ability to self-own and self-control. In the cadebasic disintegration man as a person seems
to be devoid of the abilities of his own accord,ibtegrating within himself and passing on
anti-values. The other type of disintegration isaof external character and results from a
negative, communicative external interaction. Inhsa case man becomes disintegrated as a
result of external manipulation in which media peri a more and more efficient role.
Generally speaking, a person’s disintegration tommunicative act is merely a distortion
and destruction of values with which the act isremied’

Thanks to the autonomy in truth man owns and otstrimself. Disintegration means
a kind of — more or less profound — incapabilityegecuting self-possession and self-control
by means of autonomy. Furthermore, a disintegnaéegon is unable to subdue himself to the
truth itself and to communicate positive valuesfdots and lacks of value integration in a
person become, consequently, defects and lackseitammunication of these values. The
inability to properly execute autonomy on the pEren person leads also to a weakening of
the capability of self-cognition as well as of tteeognition of the world of values, which will
finally negatively reverberate when it comes to thmlity of human action. Disintegration
also negatively affects the criteria and the verycpss of ethical evaluation and also the

22 \Wojtyla puts it in the following way: ,In this fmulation an integrated man is simply a normal nan,
disintegrated one — is abnormal or not fully nornfalquestion arises what these scholarly disciglivew as
norm, that is the measure of human normalcy. Iinsethat the measure is to a large extent accepteitively:
simply, a sane mind will immediately distinguishtwseen a normal person and one who is abnormal toguite
normal. Disciplines dealing with human personadithased on such an intuition of a horm — have ladm to
examine very thoroughly particular symptoms of misgration in an appropriate dimension. The din@nss
expressed by means of the term ,psychological peddg”, which is profoundly penetrated by man'’s nalo
personality” (Wojtyta (1969a, p. 204).

2 «Cases of such profound and thorough disintegnadire very well known to exact sciences; they hisee
their psycho-medical qualifications. It is theset$athat we refer to here, in a manner of speakingvay of
example, since we are not after a very diversifiednomenal description, but after a formulatiorthef basic
meaning of disintegration. This meaning — as hemadly been stated — is connected with the dynatmictare
of a person” (Wojtyta (1969a, p. 205).
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possibility of making right choices. “The term ditggration leads to a better understanding
the basic meaning of integration, i.e. the aspét¢h® dynamic reality of a person that we
want to have designated by means of the termQiverse dynamisms appropriate to man in
the somatic layer and in the mental layer of higurah potentiality are involved in human
action. Every act is a kind of “merging” them (Wdgt, 1969a, pp. 205, 210). This merging,
pertaining also to the merging of values and oa@egrdue to man’s capability of autonomy,
helps him shape and develop, not only the intedratarld of positive values but, above all,
the integrity of a persofiMan is always the subject of all communication psses. They
will be efficient and ethically right so long asethfoundation is a value-integrated human
being (Szlaga, 1996, p. 150).

Conclusions

Man is a source of communication, which meanshiatan rationality is inscribed in
the very nature of communication. The necessargemee of man in the communication
space means that the basic dimension of all theepses taking place therein should be the
human dimension, the dimension of humanity. It ienf here that a simple and yet
fundamental conclusion can be derived, namely ti& dimension demands ethical
evaluation. The presence of man in the communicamace implies the need for ethics on
the one hand, and, on the other, points to the neny, to his dignity and merit as the basic
norm of ethical evaluation. The notion of humamndgis a term applied in many fields. It is
used in anthropological, psychological, sociolobarad moral perspectives. Human dignity is
easier to experience and to sense than to peregigtedescribe because it contains such
contents as: veneration, respect, good fame, reputaesteem, prestige, honor, human
qguality and the like. Man as a person possessastyligvhich determines his personal
quality, the latter being comparable with nothitgee For any ethics of communication, it is
of fundamental significance whether and to whaemeiit takes into account that constitutive
and indispensable foundation of human dignity.

2 Analyzing the meaning of integration Wojtyta seerio understand the notion in Aristotelian and
Thomistic terms. In his explanation Wojtyta useseth other terms, namely: “reactivity”, “vegetatioahd
“reproduction”. When man runs short of life-givimgtegration, then he pushes himself or is pushedthgrs
into the sphere of reactivity. “In the constitutioh human organism the ability to react to stimalidirectly
connected with the nervous system, which ‘servies’whole body and determines particular directioh#s
reactive dynamism as well as the somatic potetytialhich lies at its roots” (Wojtyta, 1969a, pp.32224).
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Abstrakt
Czlowiek jestrodiem komunikacji, to znaczie w sam nature komunikacji wpisana jest ludzka racjonaitio
Konieczna obecnd cziowieka w przestrzeni komunikacji sprawia,podstawowym wymiarem wszystkich
proceséw w niej zachogeych powinien k¥ wymiar ludzki, wymiar czlowieczgtwa. Obecnt czlowieka w
przestrzeni komunikacji z jednej strony implikuggrpeke etyki, a drugiej strony wskazuje na samego czkayie
na jego godn&’ i wartosé, jako na podstawogvnorme wartasciowania etycznego. W toku prezentowanych
analiz staramy i pokaza, iz osoba ludzka jest integagym podmiotem witasnych dziatkomunikacyjnych
oraz platforng integracji interpodmiotowych dziatamedialnych, dlatego tena@na powiedzié, ze osoba jest
homo communicus i homo communicans i odwroteidyomo communicus, ktére staje Bbmo communicans
jest osoh.
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HUMAN PREDISPOSITIONS AND PERSONAL
COMPETENCES

Zenon Uchnaét

Abstract

The topic of personal psychology is presented fagperspective of achievements in humanistic psggyalM.
Kinget), proprium psychology (G. Allport), persoisit psychology (J. DuBois), and also with refererto the
assumptions of the Self-Determination Theory oDEci and R. Ryan. Nonetheless, a particular subgdct
interest are the assumptions of W. Stern’s persstialapproach crucial in psychology and its way of
psychological interpretation of natural, human pmral predispositions, which are the basis of dgwelent of
personal competences to perform specifically humativities. With reference to W. Stern’s conceptibrihe
person as the subject of psychological analysiprdsent a model of the dimensions of the structfre
dispositions of the human person as a proactivgestibNext, | point to the possibility of formulagi research
hypotheses and their empirical verification in tiseope of individual differences between empirically
distinguished character types, which are describfidr Stern as determinants of personal life o/dgions in
the dimension of cooperation — self-preservation.

Keywords: agency subject, character, person, persaiity, personalistic approach, personal disposition

Introduction

The topic of the human being’s personal naturé s¢iéms to be rather a subject of
philosophy than psychology. Modern academic psynglsince the time of Wilhelm Wundt
(1832 — 1920), most often treated as one of theralasciences, has been oriented to a great
extent at describing and explaining biological amgironmental determinants of human and
animal behavior. An exception to this was the wafk William Stern, especially his
handbook:General Psychology from the Personalistic Standp@lew York, 1938). G. W.
Allport (1953) promoted this kind of approach inrgmnalistic psychology, describing himself
as “person-centered”. In the years 1950 — 1970retheas a significant increase of
psychologists’ interest in the topic concerning tfegson in the wide trend of humanistic
psychology. C. Rogers (1955) formulated the chgilem questionPersons or sciencekle
also made an attempt to establish empirical fouodstin professing academic personal
psychology, which he presented in the work under ribtable title:Becoming a Person
(1961). M. Kinget, cooperating with Rogers, madeediort to systematize the views of
representatives of the humanistic orientationjrgjathe following: The focus of humanistic
psychology is upon specificity of man, upon thatchihsets him apart from all other species.
It differs from other psychologies because it viawan not solely as a biological organism
modified by experience and culture but as a persosymbolic entity capable of pondering
his existence, of lending it meaning and direct(®nget, 1975, p. v).

Among specifically human personal characteristi€égiget distinguished: reflective
consciousness, historical and prospective awarergeeasense of time, and symbolic capacity
as a key to man’s uniqueness, culture making, petspnal creativity, freedom and
responsibility, self-transcendence, ultimate concand religious behavior.

25 PhD, prof. Psychology Department, WSB-NLU, zuch@assb-nlu.edu.pl
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In the 1990’s, James Dubois adopted a personaégiicoach in psychology imhe
Nature and Tasks of a Personalist Psychol¢d995), published under his editorship. The
assumptions of this approach were published iridima of an appendix to the book published
under J. Dubois (1997) which was titled?Hilosophical Principles of the Institute for
Personalist Psychology (IPR)The ten principles of IPP are: (The nature of evidendg..),
as any way in which a truth reveals itself (...) ase capproaches peculiarly personal
phenomena such as love, freedom, ethical actiahreligious practice; (2Human beings as
personal beings...) must not be viewed simply as “higher animddst must be seen in their
specifically personal dimension; (3he spiritual dimensiorf the human person; (4)he
objectivity of values (5) Rationality It arises from the ability of persons to trangten
themselves and respond to reality appropriately) Human freedom (7) Moral
responsibility (8) The religious dimensign(9) The limitations of the human persofi0)
Society and the familyHuman beings are social by nature, and develogllectually,
spiritually, emotionally, and morally within a vaty of social settings. (Cf. Uchnast, 2002).

However significant the assumptions of personatpsipgy formulated by M. Kinget
are, as well as of the founders of IPP, it nones®lseems that we still lack a coherent
psychological theory on the basis of which the plas¢d trends in psychological research can
be realized, research hypotheses formulated amtedt@sth the aid of empirical methods. |
believe that the propositions of William Stern (187 1938) in this respect, presented in
General Psychology from the Personalistic Standp@Wew York, 1938), are still valid. In
the introduction to this work he stated that havefrto develop psychology as a science about
the person who is able tave experience

William Stern’s conception of psychology as a sciee of the human person

Stern (1923, 1930) stated that the category ofopeemables a holistic understanding
of the complexity of the living being as a unityrmultiplicity (unitas multiplex)of physical,
vital, psychic, and specifically human, that isirisgal characteristics. This unity, according
to Stern, is formed and perfected in the processtefaction of the living being with its sur-
roundings. Thus, assuming the conceppefsonas the primary determinant of a psycholo-
gical research perspective, Stern (1938) descitizedfollows:

The “person” is a living whole, individual, uniqustriving toward goals, self-
contained and yet open to the world around himsleapable of having experience. (p. 70)
Commenting on the above description of the perStern drew particular attention to the fact
that he considers all of the characteristics ofgleson as a living whole, with the exception
of the predisposition tdhave experiencess compulsory, that is, as a result of either a
biological or psychic mechanism in reactive beheior merely in the release of internal
psychophysical energy. Meanwhile, the predispasitmhave experience prerequisite for
differentiation and development of specifically hamm personal dispositions that are
manifested in the ability to recognize meaningfbieats or situations in life which are
possible to achieve in one’s environment. Thisighi$ interpreted by Stern (1939, p. vii) as
a characteristic of an overall orientation of trergon to close or distant aims which are
objectively meaningful to him, or a challenge possdthe environment. Therefore, in his
view, the ability tohave experienceorrelates with a specifically human opennesshio t
surrounding world, which affords an increase inhbotternal coherence, and one’s own
ability for their adequate realization.

The human persomhaving experiencef objectively meaningful purposes in the world
surrounding him, reveals volitional dispositions r@alizing them, even in situations of
encountered difficulties or obstacles. Of particidmnificance for Stern in this regard were
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observations of the developmental process of HKldler, who from the age of 18 months
was deaf and blind. Stern (1905, 1910) statedahatning point in her life was the discovery
of the ability to communicate with her environmémtough the sense of touch. Developing
and improving this ability, she ceased to be hygtara and difficult to raise, learned sign
language and verbal language, and successfully ledeadpher higher education. Not only had
the coherence and direction of her inner experietttanged, but also her surrounding
world. In her original world of casual and chacositmuli and experiences, the scope of a
convergent world of meanings, values, goals, aralleiiges had become distinguished and
expanded. Helen Keller, as a living personal whekech was co-created by the world of
possessed experiences and her world of meaninglempes, objectives, and ways of their
realization, was for Stern convincing evidence mdafically human personal abilities, which
could be manifested and actualized in a manner uadeqin interpersonal and social
relationships. The human person thus appearsiagas multiplexconsciously developing in
the process of convergent interactions with therenment.

Kurt Goldstein’s concept of specifically human predspositions in abstract

behavior

The conception of personal dispositions as destrdimve can refer to the natural
human approach tabstract behavioas conceived by K. Goldstein, which manifestdfiise
the ability to broaden the scope of freedom in chogp a preferred and suitable way of actu-
alizing oneself in a given situation, to go beyahd limitations of a specific situation, and to
think in terms of “possibilities”.

Goldstein (1940, p. 62), a psychiatrist, found teatients with a damaged brain reveal
a complete dependence on immediate stimuli of titereal environment. These patients
seem to be so fused with their surroundings thia,dnimals, they are not able to maintain a
distance in relation to them, to separate themsefu@m them. The result is not only a
“shrinking” of their personalities, but also of their worldeofperiences. Goldstein referred to
this kind of behavior asoncrete behavior

Meanwhile, the functioning of healthy people, adiog to Goldstein, is characterized
not only by broadening the range of perception amdlerstanding it from different
perspectives, but also of the ability to evaluate select a strategy that is most adequate and
effective in the realization of chosen objectiv@sldstein described such behavior as either
abstract behaviorpr anabstract attitude

Goldstein mentioned that he had doubts about theotishe word "abstract" in this
instance. Nonetheless, according to Goldstein, dbstract attitude enables a broader
comprehensive understanding of the range of behawiod thus broadens the range of
possible choices of more appropriate behaviorgivan situation.

Furthermore, Goldstein concluded that the absatittide is one of the primary forms
of organization of behavior of every normally fupncing, healthy human person. In this
sense, actions of a specific nature performed bgadthy human individual, i.e., of one free
of organic brain damage, have their origin in tb#ity to assume an abstract approach to the
whole of one’s situation, the choice of approprifitens of behavior, and control of their
course. Nonetheless, in situations of particulsk to the individual, a healthy person may
also reveal a tendency for specific behavior whiodgause of the exceptional nature of those
situations, Goldstein described as “catastroplactrens.”

A total distinction and qualitative differencesween these two forms of organization
of human behavior were the subject of particulapleasis on the part of Goldstein (1940, p.
60): Even in its simplest form [...] abstraction eparate in principle from concrete behavior.
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There is no gradual transition from the one todtier. Abstract attitude is not distinguished
only by a greater degree of complexity by introtigca new factor determining behavior; it is
actually a completely different activity of the argsm.

In any case, Goldstein also mentions that somehyepkople exhibit a tendency for
specific forms of behavior. However, these persdrise need arises, are also able to move
to a higher level of organization of behavior tigatharacteristic of an abstract attitude. On
the other hand, for pathological individuals, i.éoy patients with brain damage, it is
completely impossible to achieve, even in situaiarhere they are provided with external
assistance in this regard. Moreover, Goldstein dotimat in healthy individuals specific
behavior is, in a certain way, based on the abitityan abstract attitude with reference to a
given life situation. Thus, he regarded it as aidbasecondition for every specific human
behavior.

Gordon Allport’s conception of the personal knowingsubject

Allport (1988) considered certain important elenseoit psychological analysis of the
personal ability to have experience in his own eption of personality development as a
process of becoming an individuality through thualization of that which is most personal
(the proprium). Allport distinguished eight functions of theoprium a sense of one’s own
body, a sense of identity, self-love, the extendeli, being rational, self-image, personal
aspirations and being a knowing subject, whiledgarded the last function of the proprium —
being a knowing subject — as the central and marsigmal function of the self.

Having distinguished between the (first seven)edédht functions of the proprium
(and we can regard all as particularly our own),caa considered whether the subject has
been exhaustted. Do we not also have a cognitife- seknowing entity, which is beyond all
the other functions of the proprium and keeps anaythem? (p. 46)

We learn not only things, but also the empiricaitsr of our own proprium. It is | who
has bodily sensations, | sense my own identity fooma day to anothel,am awareof my
will power, the expansion of my own self, of my owationalizations, interests and
aspirations. So when | think about the functionsngfproprium, | easily see that they occur
together, and sense that they are closely relateddnitive function itself (Allport, 1988, p.
47, emphasis by ZU).

Of particular importance is the fact that Allpoegarded the subjective cognitive
function of the proprium as the central functiontiké human personality. Its development,
according to Allport, is prerequisite for such cemgtion of all the functions of personality,
and ultimately the human being as a living wholepacific human person, has a sense of
being an agency subject.

The individual may therefore possess a sendewing experienceather than being
only an expression of a casual course of sensatiotise stream of consciousness — in as
much as he accepts the various aspects (functmnB)s own personality (proprium) and
treats each of these functions as a partial mdatfea of himself and a co-created personal
coherence and unity in multiplicitygitas multiplex

The Sdlf-Determination Theory of E. L. Deci and R. M. Ryan

Deci and Ryan (1985, 2000) stress the importancthefprimary nature of intrinsic moti-
vation, referring to K. Goldstein’s (1938, 1940)ganismic approach in the psychology of self-
actualization, and R. White’'s conception (1959)the# need for abilities as a basic category in the
psychology of motivation.
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Intrinsic motivation stimulates and maintains spoeus behavior, action motivated by
curiosity, novelty, importance of challenges antspeally meaningful activities, expanding the range
of one’s abilities to act effectively, or simplyofn the satisfaction of acting effectively in a eant
direction and in a certain way. Meanwhile, extermaktivation is stimulated directly or indirectly by
external factors that control the way and directérbehavior not only through coercion or passive
imitation of patterns, but also through a mechanigimcausal conditioning, that is, by selective
rewarding or punishing.

Intrinsic motivation, according to Deci and Ryars, éxpressed in three basic
psychological needs: autonomy, competence, antarthips with others (relatedness), i.e.
bonds, belonging, and community with others. Dewelg and meeting all these needs,
according to Deci and Ryan, is prerequisite fommardevelopment and a well-being.

The basic distinguished needs are treated in the &>complementary, and therefore
their adequate development and realization are raditon for the growth of internal
integrity. For example, the need for autonomy iilfed and developed not only with the
increase of one’s independence from others andsomeh sense of authorship, but also
because of the need for adequate relationshipsothirs, through an increased capacity for
cooperation and responsibility for competent redion of undertaken roles and commitments
towards others.

The Human person as an individual structure of pogbilities of actualizing

oneself and development in a world of values: Towds a synthesis

Referring to W. Stern’s psychological approachhte human person, | describe him
not only as a living entity, but also as a conssibuman existence, an individual structure of
possibilities of different ways of experiencing mems and activities in the world lived by
the person, possessing natural abilities to maintaernal coherence and openness to the sur-
rounding world, to actualize his developmental pb#ities and improvement of his activity
in relation to preferred values and objectivesgeeslly in dialogical interpersonal and com-
munity relationships.

Personal abilities are defined as basic human aafpotentialities in adequate
personal experience and action whose actualizatdndevelopment depend particularly on a
given person's own activity in the world he expeces.

Thus, in understanding the human being in termisiohatural personal dispositions,
we define him not so much in terms of categoriedimjuished in a given philosophical
system which define the essence of human naturerdiber in terms of his specific
dispositions in ways of being, whose actualizabomhibition, or their development depends
to a great extent on their subject, i.e. the spep#rson. Therefore, personal dispositions are
considered as basic and natural as those whictles@ibed in general psychology as human
dispositions for abstract behavior (K. Goldsteor) human innateniversal grammarwhich
is the basis for the development of language dipos for symbolic communication (N.
Chomsky, 1957).

Below (Fig. 1) | present a model of the dimensiaisthe natural structure of
dispositions of the human person as a subject tpgria the surrounding world, oriented at
an increase of internal coherence and at effecégbzation of meaningful goals, values, and
challenges of the surrounding world.

The proposed model of the structure of natural aiigwns of the human person
should be read from the center, i.e. assumingéhé&a position of the subject possessing the
ability for different ways of having experiencesdaaction (agency subject). Such an entity
should not be understood as a kind of homunculusnental apparatus, of which Freud
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wrote. The personal agency subject is a living,ciamal whole, a symbolic existence

(Kinget, 1975), a living individual Gestalt, int@lty coherent and open to the same as
others. The psychic and personal dispositions wtdokcreate him are integrated and
organized by the personal agency subject. Dispositof the person, as understood from this
primary perspective, therefore, are those whichattéeng person has at his disposition, i.e.
which can be used by him in terms of realizing @mnefd objectives or undertaken tasks and
challenges of life.

INTROCEPTIVE , PROACTIVE , AND COOPERATIVE PERSONALITY

f

PERSONAL LIFE IN A CONVERGENT WORLD OF VALUES

I

PERSONAL DISPOSITIONS FOR: PR S Ik -~

» Spontaneous and volitional activity; gl AN PSYCHIC DISPOSITIONS FOR:

* Intentional behavior, self- "\, * Reactive or expressive behavior;
transc_endence and participative ", « Unconditional and conditional
behawqr; - ,I The person as an \_ learning mechanisms;

« Introceptive openness to object : ’

personal world and social culture,;\ object valence.
« Basic personal needs for: \ /

* autonomy, \ ,

e competence AN 7

* relatedness. s .7

VITAL LIFE IN THE BIOSPHERE

valence and symbolic values in the agency subject E- Openness to autistic or heteristic

GENERAL PERSONAL ORIENTATIONS TOWARD
SELF-PROTECTION AND SELF-DEFENSE

Figure 1. Dimensional model of the structure ofunalt dispositions of the human person as a praacetgency
subject. (Drawn up by ZU)

The human person, with the ability to have expeeeaf possibilities, to realize his
potential either through actualization of his psgcand biological dispositions, or through
actualization of his own personal dispositions t@e@eptive openness to the world of values,
shapes the volitional dispositions proper to hifskls individual character. W. Stern
distinguished two main orientations of characteithis respect as a basis for determining
psychological differences of individuals: (a) ottigion to self-protection and self-defense in
the world which is strange, dangerous, or threatgrio oneself, and (b) orientation to
introception of the sense of symbolic values in saerounding world, establishing close
relationships and interaction with others, and Binginess to take on challenges of life. Stern
(1938, p. 439) regarded these two personality tatems as a basis for a typology of
character, distinguishing three basic types: thestau (self-preservation, self-development),
heteristic (hypertelic, syntelic, ideotelic), amdroceptive character as an ideal type.

Stern’s typology was of theoretical and intuitivature. Nonetheless, with the help of Uch-
nast’'s Action Styles Questionnaire (KSD), one catirtjuish similar types of character in
the dimension of interaction — self-protection. @utly, empirical verification is being con-
ducted of the diagnostic effectiveness of KSD drelrheasurement of personality correlates

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 37



NOWY SACZ ACADEMIC NNl

of empirically distinguished character types (Udtn&2008; Brachowicz and Chemperek,
2009; Bulzak and Celska-Miszczuk, 2009).

Conclusions

However much the topic of personal psychologyiiststing ignored in textbooks of
general psychology, more and more attention is dogiaid, nonetheless, to its essential
significance in developing a more holistic appro&zhhe human being as a specific, and in
many respects, unique subject of psychological arebe Furthermore, psychologists are
increasingly aware that if we make the human thogest of psychological research, he would
have to be considered in his ecological niche, inethe context of the world he experiences,
because he is not only formed by environmentaboras and cultural factors, but he can also
be an active participant, or even a co-creatorrdtbes, we should bear in mind that these
particular elements of psychology as a sciencé@htuman person, defined more specifically
by W. Stern, can be a particular source of insjpinator the development of psychology as a
science going beyond the analysis of specific dyastates, their structures and functions,
towards psychology as a science of the human pevduich can have at his disposition the
experience of his habits or personality traits fraqerspective of undertaken tasks or chosen
objectives. Moreover, he can also be guided byrsesef commitment or responsibility
towards himself or others, for their adequate zedilon.
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Abstrakt
Problematyka psychologii osoby prezentowana jegpierav z perspektywy aginie¢ psychologii humani-
stycznej (M. Kinget), psychologii proprium (G. Alifa), personalistycznej (J. DuBois) oraz w odreegi do
zalaen E. Deciego i R. Ryana Self-Determination Theorgniviej, szczegdlnym przedmiotem zainteresowania
s¢ W. Sterna zakenia podejcia personalizmu krytycznego w psychologii i jegos®b interpretacji psycholo-
gicznej naturalnych ludzkich dyspozycji osobowy®hnawizzaniu do Sterna koncepcji osoby jako przedmiotu
analizy psychologicznej prezentuinodel wymiaréw struktury dyspozycji osoby ludzia&p proaktywnego
podmiotu dziatania. Nagbnie wskazy na maliwosé formutowania hipotez badawczych i ich empirycznej
weryfikacji w zakresie @hic indywidualnych ngdzy empirycznie wyoebnionymi typami charakteru, ktére
okresla sie za Sternem jako wyznaczniki osobowych orientagjiowych w wymiarze wspoétdziatanie —
zabezpieczaniegsi
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GOAL ORIENTATIONS IN THE CONTEXT OF
HUMAN SUBJECTIVITY

Monika Trzebiska®

Abstract
The purpose of this article is to present goal otéions in terms of manifestations of human subjieg.
Subjectivity is a collection of attributes that meakperson influence the way of his or her ownoasti These
attributes belong to the cognitive, emotional, watibnal, and executive spheres. Goal orientat®a good
example of a complex construct, covering all trgdeeres. Goal orientation is a way in which an uidiial
interprets, evaluates and reacts to achievemenasdns. Four goal orientations are distinguishéshrning
orientation, avoidance orientation, self-enhancagp orientation and self-defeating ego orientatibhey are a
combination of two forms of achievement motivafagrproach and avoidance) and two orientations urttier
competence definition adopted by subject — egduautent and task involvement.
The article presents the possibilities of conclgdim subjectivity on the basis of the structurgal
orientations and analyses the opportunities andstamts related to regarding the goal orientaticas
manifestations of subjectivity.

Keywords: human subjectivity, goal orientation

Introduction

Defining and operationalization of subjectivity stitute an unquestionable challenge.
Problems with the definition of subjectivity traat# into problems with studying them.
Subjectivity, defined mostly as a set of attributean be studied by identifying and
understanding these attributes. Since subjectiistymanifested, among others, in the
cognitive, motivational, and executive spheresyfdawicz, 2008), it is worth looking for
constructs covering all these areas. One exammeddf a construct may be goal orientation.
The developing trend of research on motivationedraations provides a number of important
characteristics and research tools that can beingbd study of subjectivity.

The purpose of this article is to present goalrdagon in terms of manifestations of
subjectivity. The article starts with the definriof subjectivity adopted by the author. Then it
presents a selection of the most significant stutiehe field of goal orientation. In the next
part, the opportunities and constraints related régarding the goal orientation as
manifestations of subjectivity are examined andpihgsibilities of concluding on subjectivity
on the basis of the structure of goal orientatienpaesented.

The Essence of Subjectivity

The category of subject is quite often identifiedlma human being - a man who
exists and who acts. Where there are several grepahat make up this ‘existence’ and
‘action’, subject provides integration and subs&trir synthesis. In the process of subject’'s
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cognition, we are dealing with these specific props while subject is located, it is hiding
beyond them or it manifests via them. However, rtfesst complete manifestation is through
action. Subject is therefore the source of its @epees and activities, it fulfils them and
manages them (Majczyna, 2000). The nature of sulgexharacterized by such properties as
concreteness, individuality, separation, autonomythorship, temporality, integrity and
originality, and thus the unity and uniquenessutijact (Majczyna, 2000).

Subjectivity is a collection of attributes that neak person influence the way of his or
her own actions (Jarymowicz, 2008). The developneésubjectivity is related to the man’s
ability to cognize himself and the developing delbwledge and self-awareness. Self-
knowledge and self-awareness make adopting atsittm&ard oneself possible, articulating
intentions to change oneself possible. The complericcuracy and thoroughness of self-
knowledge may be different, so that objectives peisby subject may be implied by its
different areas and aspects. Self-knowledge anftagereness are manifestations of
subjectivity in the area of cognition — they armamg others, ways to make one’s identity
more complete. They may also be used to build #&reld visions of self (Jarymowicz,
2008).

Human subjectivity is manifested not just in thegmitive sphere, but also in the
emotional, motivational, and executive ones (Jawyiop, 2008). In the emotional and
motivational sphere it allows for assessments tfasel the world, defining the criteria of
good and evil, guiding by one’s own will in makimigcisions, formulating objectives and
plans and anticipating their consequences. In xleewdive sphere, in turn, manifestations of
subjectivity may include the ability to self-conitieind perpetration, managing self and one’s
development, and responsibility for one’s own awi@arymowicz, 2008).

Achieving the status of subjectivity depends on tlewvelopment of intellectual
capacities, thus enabling transgressions thatesigmed to increase personality, manifested,
among others, by deepening self-awareness andcadlfel (cognitive and causal)
(Jarymowicz, 2008). Personality fundamentals aldmivons of the subject, which consists of,
among others, increasing motivation.

One of the manifestations of subjectivity couldtaely be a goal orientation — a
construct in the field of psychology of motivatidhat contains not just motivational
components, but also cognitive, emotional, exeey@wnd social ones.

Goal Orientations - Characteristics

Goal orientations concepts have grown on the basisresearch on learned
helplessness and achievement motivation in childfeschool age (Dweck, 1975; Nicholls,
1975, 1984). Dweck (1975, 1986) found that chilgreho do not differ in abilities, reacted in
a different way to failures at school. Some chidieehaved in an adaptive way — they
attributed failure to insufficient effort (while nmaaining it or intensifying it), tackled
successive challenges, had positive expectatiotiserCchildren, however, adopted non-
adaptive pattern of behaviour — they treated failas a result of lack of competence, they
avoided challenges, decreased their endurance &od, evhile maintaining negative
expectations.

At the same time, Nicholls (1975), while analyzingptivation of achievements
amongst pupils and levels of personal goals, digtlahat they define success differently.
Some define it in relation to their previous ackieents, whilst others take achievements and
level of performance of others as a benchmark.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 41



NOWY SACZ ACADEMIC NNl

The analysis of research results, which were #séslfor distinguishing two groups of
students: focused on assessments and on the lgarooess, leads to similar conclusions
(Eison, 1979 cited in Payne, Youngcourt and Beauy®007; Eison, 1981).

Currently it is believed that the implicit theoriesintelligence operating in the field
of knowledge (Dweck, 1986; Elliott and Dweck, 198&) responsible for the above-
mentioned differences in the way of defining thgeotives, responding to success or failure,
or for accepting certain goal orientation. Theseotles, which normally operate at the
preconscious level, are the cognitive structureghvplay an important role in directing and
shaping human behaviour. Taking into account theerosn of the implicit theory of
intelligence, humans can be divided into incremeatad entity theorists (Dweck, 1986,
1991). Entity theorists believe that intelligensefixed and immutable, while incremental
theorists believe that intelligence and competecae be developed through efforts one
undertakes.

Nicholls (1984), in turn, attributes the differesde the used goal orientations to the
concept of abilities adopted by subject. The fitess differentiated one, states that an
individual determines the level of current capasitand the difficulty of the task by reference
to its current knowledge and level of performan&ecording to the other, differentiated
concept, an individual identifies those propertresomparison to other people - members of
the normative group. When a man describes his dagsm relation to himself, the perceived
difficulty of the task is directly proportional tine probability of failure in this task. At the
same time, the more difficult the task is and therareffort it requires, the higher the level of
competence felt after reaching success. When degfian individual’'s capacities compared to
the normative group, the difficulty of the taskdstermined based on the performance level of
others. An individual experiences the high levelcompetence if the execution of the task
takes less time, is of better quality and requiss effort than that of other persons.

The consequence of an individual's acceptationna of the theories of intelligence
(Dweck, 1986) or the concept of abilities (Nichpll984) is the goal orientation that is
relevant to it. When a man is looking for an oppoity to demonstrate skills in relation to
members of the normative group, it reflects the egeentation, also known as the
performance orientation (Elliott i Dweck, 1988). ellego orientation is more likely to be
adopted by entity theorists. However, if an indiatidefines its skills by comparing to itself,
we are talking about task orientation, in otheaglalso known as learning orientation (Elliott
and Dweck, 1988), or mastery orientation (Ames amcher, 1988). This orientation is
consistent with the definition of intelligence bgiacknowledged by incremental theorists.

Ego orientation and task orientation, though itlitiaegarded as the ends of one
continuum, are independent from each other andeparate dimensions (Ames and Archer,
1988). Although the ego orientation and task oatoh allowed for accurate differentiation
of people with respect to tasks they preferred,réselts suggested a need for an additional
distinction within the ego orientation. The esseatego orientation is to direct attention to
oneself and to how others perceive us, to involvgrnresocial comparison and assessment of
competence in relation to standards (Skaalvik, 19%has been proven, however, that this
orientation is not homogeneous. But within it, tether, different with the quality of the
manifestations and the goals pursued may be disthgd. (Skaalvik, Valas and Sletta, 1994,
cited in Skaalvik, 1997; VandeWalle, 1997). Thef-sehancing ego orientation is an
orientation, which focuses on being the best arel dbsire to demonstrate one’s own
competence. The self-defeating ego orientatiom@acterized by avoiding demonstration of
low competence and avoiding environment’s negat@actions. Adoption of the self-
enhancing ego orientation is associated with s@agycfor an opportunity to confrontation,
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and the experience of being competent is shapedalhyering positive feedback from the
environment. This orientation is also called prpesformance goal orientation (Elliott and
Harackiewicz, 1996; VandeWalle, 1997). In conttasthe self-enhancing ego, there remains
the self-defeating ego that avoids confrontatiohilevgaining the sense of being competent
by protecting itself from negative feedback frone tanvironment. Another name of this
orientation is avoid performance goal orientatioBlli¢tt and Harackiewicz, 1996;
VandeWalle, 1997)

A similar dimension, but within the task orientatjdhas been identified by Skaalvik
(1997). Assuming that a task orientation denotesgstgerception as a means of learning
through factorial analysis, Skaalvik found thatoalgithin this orientation tendencies both to
drive and to avoid, known respectively as: taskemation and avoidance orientation can be
identified. The task orientation is characterizgdhlilesire to develop one’s own skills, search
for challenges and the feeling of competence is b effect of overcoming difficulties and
achieving a higher level of certain skills. Avoidanorientation, in turn, focuses on avoidance
of work and of making any effort. It is associateith reluctance to engage in tasks,
irrespective of their nature.

Finally, four main goal orientations have beenidgiished (Cury, Elliot, Da Fonseca
and Moller, 2006; Elliot and McGregor, 2001; Haraekicz, Durik, Barron, Linnenbrink-
Garcia and Tauer, 2008; Skaalvik, 1997), which areombination of two forms of
achievement motivation (approach and avoidancegribesl by Atkinson (1964 cited in
tukaszewski and Daiski, 2004) and two orientation under the competedeénition
adopted by subject (Nicholls, 1984; Dweck, 198@pge involvement and task involvement. It
should be however noted that some researchershaento apply the three-element concept,
with regard to only one aversion orientation (Muana and Elliot, 2009; Seijits, Latham,
Tasa and Latham, 2004; Yeo, Sorbello, Koy and $mR008).

Although initially goal orientation was treated ratatively stable characteristics of an
individual, today it is understood that they maydaoth a dispositional, trait-like and a state
form, which is confirmed by research results (Payfmungcourt and Beaubien, 2007). Goal
orientation as a disposition affects situationaémsation adopted by subject in the specific
natural or experimental context. It is not, howeube only factor determining the type of
situational goal orientation. Other variables ecgntext, the definition of the task, the
presence of the audience or the system of penaltiesewards are also of great importance.
Ego involvement is also encouraged by e.g. competisituation, the presence of the
audience, stimulation of social self-awarenessefindion of the tasks as the fitness one. Ego
involvement enhances the external attributions.kTiasolvement occurs more often in
situations of learning, in the absence of commetiind enhances making internal attributions
(Nicholls, 1984).

The relationship between dispositional and situtioform of goal orientation is
shaped like with other psychological constructshsas self-efficacy, self-esteem, anxiety
(Payne, Youngcourt and Beaubien, 2007).

In conclusion, the goal orientation focuses on lamwindividual interprets, evaluates
and reacts to situations related to achievemenige¢R, 1986). All types of goal orientations
are independent from each other, and they are aepaonstructs. The adopted goal
orientation is a function of psychological charastecs of an individual and the features of
the situation or the environment. An individual akyi adopts the goal orientation it prefers,
but distinct features of the environment may caadepting the orientation to fit the
environment (Ames and Archer, 1988). Adoption & fpecific goal orientation is associated
with adequate patterns of emotions, cognition aakabiour. It is also associated with the
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choice of suitable tasks and activities in whichimgividual is involved (Cury, Elliot, Da
Fonseca i Moller, 2006). What an individual setsgasls depends on his or her beliefs
regarding their own potential to achieve these gy¢striving to change the status quo versus
maintaining the status quo), the socialization essc (self-improvement orientation,
competition or conservative performance, or sonmel kif stagnation), on the characteristics
of an individual (e.g. the degree of susceptibititlyanxiety, tendency to self-concentration,
etc.) (Tokarz and Katfeska, in press).

Goal Orientations as a Manifestation of Subjectiviy

As already stated, subjectivity manifests itself @ognitive, emotional and
motivational, and executive spheres (Jarymowicf)820In these areas, goal orientations
might be observed and based on this, subjectivightrbe determined and concluded on. In
the cognitive field, this is, first of all, self-neciousness on which a preferred goal orientation
is based. All orientations differ, however, in sms of self-knowledge. While the task
orientation is mainly based on self-observation &ndwledge of one’s past achievements
(see Bbel, 2009; Niedwienska, 2009), ego orientation focuses on the infaonaderived
from public sources (see Kossowska &ndeja, 2009).

Adoption of the ego orientation makes us focus e dpinions of people from our
social environment. These are not just people enntbrmative group (e.g. classmates for a
student), but also persons who may express a lgrapimion regarding the competence, such
as a teacher. Adopting the task orientation allago focus on the self — one may exactly
watch one’s own achievements, analyze them, ewlalatl compare with past experiences.
To achieve a sense of competence it is not negessagnter into any social interaction,
which is necessary with the ego orientation. Itustiphowever, be noted that the peculiarity
described here relates to the area of self-knoweddnich is base for the goal orientation.
Preferring single goal orientation and focusingaonadequate source of self-knowledge does
not make that all other areas of self-knowledgebaik based on the same principles.

In the emotional sphere, domination of negative tane and defensive tendencies
that are present mainly in the self-defeating egentation and the avoidance orientation may
lead to limitation of the development of subjedinviarymowicz, 2008). The self-defeating
ego orientation and avoidance orientation are taigé positively with the fear for failure,
and negatively with competence expectancy (Ellimd &hurch, 1997). The self-enhancing
ego orientation is also correlated positively wigar for failure, however, it has positive
correlation with competence expectancy. The tasgntation is correlated positively with
competence expectancy and is not related to fedailare (Elliot and Church, 1997). Taking
into account the emotional correlates of the go@ntations, it can be concluded that the
approach orientations and, in particular, the tasilentation, will be conducive to the
development of subjectivity, because of the slighteonnection with the defensive
tendencies.

One of the manifestations of subjectivity of actie; the growing motivation
(Jarymowicz, 2008). Taking into account this crder it can be stated that the task
orientation is evidence of a higher level of depeb@nt of subjectivity than the ego
orientation. The task orientation has featurehefgrowing motivation - the objective here is
to achieve a standard of excellence, transcendneds mwn barriers and acquisition of new
competences. Adopting the ego orientation will ealagusing on the social assessments, and
skills development and knowledge acquisition does matter a lot, in fact. The task
orientation, as the only one, is transgressive tioag dictated by it are implied by a
conscious, reflective evaluation, and one’s ownigilees. It is the task orientation that best
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becomes an inseparable part of the assumptionsheftiansgressive model of man
(Kozielecki, 2007; Tokarz, Trzelska and Piechota, in press). According to this eptc
man is aware of choice, is an inner-direction systthe source of behaviour, an internal-
growth-oriented perpetrator.

In the executive sphere, such manifestations as athibty to self-control and
perpetration, manage oneself and one’s own devedopnand responsibility for one’s own
actions, are also extremely conspicuous amondsiot@asnted persons. Task-oriented persons
undertake activities which they are interestedHaréckiewicz, Barron, Tauer, Carter and
Elliot, 2000) and are not dependent on externahrda/such as those who are ego-oriented. It
should however be noted that the task orientatrah self-enhancing ego orientation have a
similar impact on self-motivation and commitmentgerform the task, and are associated
with the same, promotion self-regulatory focus i@Eland Harackiewicz, 1996). This may
mean that in the executive sphere, the task otientand the self-enhancing ego orientation
yield similar effects, and the differences betwtem are not significant (Tokarz, Trzaska
and Piechota, in press).

Furthermore approach orientations, compared wighatioidance orientations, exhibit
greater diversity of manifestations in the exeaiphere (Tokarz, Trzetska and Piechota,
in press). Avoidance is associated with a cleagation of action, while the pursuit leaves a
range of options by which they might be implemenddtivation to avoid is usually stronger
and more intense than the approach motivation Keran2005). Avoidance is related to
evolutionary trends aimed at eliminating hazardsti%tion to avoid is more homogeneous
and distinct than approach motivation. Avoiding, any form, has the same effect - an
individual shuns the situations in which it maytteés competence. The approach, in turn,
may take various forms (e.g., overcoming difficesti or demonstrating one’s own
achievements to others), and yield different rasuhich ultimately come down, however, to
obtain a sense of competence and self- esteermgadtance.

Dispositional form of the goal orientation certgielxpresses human subjectivity much
more than the situational form. Presenting spedifpositional goal orientation is primarily
determined by an individual and its psychologicalgerties, not by the task itself, the context
or a system or external positive and negative oeteiments. For dispositional goal
orientation, manifestations of subjectivity in tbegnitive sphere, as well as self-knowledge
and self-awareness are primarily responsible (Payfeeingcourt and Beaubien, 2007).
While, therefore, dispositional goal orientationdaconduct that manifests it provide an
important condition to draw conclusions regardingject and its properties, situational
orientation is a source of knowledge regarding ettbfo be treated with much greater
caution. Observation of behaviour in the task situashould therefore be supported by
thorough analysis of the environment in order ttedrine as precisely as possible whether
we are dealing with the expression of subject ptogseor with the response to the specific
situation. The impact of situational factors intfaetermines the extent to which the goal
orientation (which is an expression of personaigygoing to disclose.

Subjectivity is manifested by goal orientations different areas - cognitive,
emotional, motivational, and executive ones. Basedhe goal orientation (especially in the
dispositional form), one may conclude on the lew#l development of subjectivity.
Differences between the specific orientations deeedents and consequences indicate that
each of these orientations represents a differemh fof subjectivity, expresses different
characteristics of subject.

Judging on subject on the basis of the goal aateat, one should be aware of certain
limitations of such an operation. First, the goaéwtations can be both of dispositional and
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situational nature, which makes it necessary tt ltathe features of the environment before
drawing a conclusion regarding subject. Secondilg, goal orientations might be subject to
training (Stevens and Gist, 1997) — they can beutited and strengthened, and so, although
they are regarded as relatively stable charaaterist individuals, they may not be regarded
here as constant, which is typical for e.g. perbgnaharacteristics. Work on the
development of goal orientation can therefore |éadthe development of subjectivity.
Thirdly, the goal orientation can occur in peopledifferent configurations (Yeo, Sorbello,
Koy and Smillie, 2008) — despite the fact that we @sually able to extract the dominant goal
orientation, some other persons’ orientations magdmparatively strong, which means that
only the knowledge of the full configuration allows conclude on subject. Fourthly, it is
most commonly adopted, which is also confirmed hmy tnajority of studies (Dweck, 1975,
1986; Nicholls, 1984; Phillips and Gully, 1997; \d@mWalle, Brown, Cron and Slocum, 1999;
VandeWalle, Cron and Slocum, 2001), that the mdsamtageous and most adaptive is the
task orientation. Meanwhile, it appears that in sotontexts it is the self-enhancing ego
orientation which may bring better results and bmarbeneficial to an individual than the
task orientation (Elliot and Harackiewicz, 1996;ndacks and Payne, 2007; Kohli, Shervani
and Challagalla, 1998; Leondari and Gialamas, 2802er, Dwyer and Alford, 2006), which
also makes the unequivocal determination of subjgctmore complicated. After all it is
flexibility, self-control, ability to manage onetswn activities and to pursue designed goals
that is regarded as manifestations of subjectivilprymowicz, 2008). So if an individual
notes that self-enhancing ego orientation wouldrbéhe specific situation more effective
than the task orientation, then it can provide enak of a high level of development of
subjectivity, manifesting by the ability to matcppaopriate resources to the goal pursued.
Apart from the adopted goal orientation, the sufgemotivation, which stays behind such a
decision, must also be taken into account.

Goal orientations, as constructs of complex natweemanifestations of subjectivity
rich in information, and hence a source of knowkedfout subject. Detailed analysis of the
goal orientation, knowing its capabilities and liations, can be an important complement to
the diagnosis of human subjectivity, not only iskigituations.
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Abstrakt
Celem niniejszego artykutu jest przedstawienie riddeji na cele w kategoriach przejawdéw podmiotéaiio
Podmiotowd¢ jest zbiorem atrybutow, ktére sprawdiaie osoba wptywa na sposéb wiasnego funkcjonowania.
Atrybuty te obejmuj sferk poznawcz, emocjonala, motywacyja oraz wykonawcz Orientacja na cel jest
przyktadem zlaonego konstruktu, obejmugego wszystkie te sfery. Orientacja na cel to sppsé jaki
jednostka interpretuje, ocenia i reaguje na sy&agjazane z osignieciami. Wyr&niamy cztery orientacje na
cele: orientagl na uczenie gj orientacg na unikanie, orientagjna ego ofensywne i orientacha ego
defensywne. Orientacje te stangwiombinacg dwoch form motywacji oggnie¢ (dazeniowej i unikowej) oraz
dwéch orientacji wynikajcych z przygtej przez podmiot definicji kompetencji — zaamgaania ego |
Zaangaowania w zadanie.
Artykut przedstawia mdiwosci wnioskowania o podmiotovioi na podstawie struktury orientacji na cele oraz
analizuje szanse i ograniczenia Zxgine z uznawaniem orientacji na cele za przejawyrp@owaci.
Stowa kluczowe podmiotowd¢, orientacja na cel
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PARTICIPATIVE PERSONAL PROJECTS -
-A CHANCE FOR MEANINGFUL AND
FULFILLING OCCUPATIONAL LIFE?

WORK RELATED PERSONAL PROJECTS

ANALYSIS

GrzegorzZmudg’

Abstract

Although research on employee participation isrdéliest to many managers, psychologists, socidogisd
organizational scientists, studies on psychologiagpects of participation are not satisfactory. STipaper
presents an alternative approach to examining oizmional participation by using personal projects
perspective which allows to examine psychologisaleats of the individual person acting togethehwaithers
in the organizational context. The results implattparticipative projects lead to self-realizationore often
than non-participative projects as well as they arere controllable and perceived as more likelyeta with
success

Keywords: participation, participative management, job satgbn, Personal Project Analysis

Introduction

Employee participation has been in the scope ef@st of organizational researchers
for a long time. Glew, O’Leary-Kelly, Griffin andan Fleet (1995) find elements of scientific
reflection on participation in the book of Munsterty (1913) and reports of Hawthorne
Studies (Mayo, 1933; Roethlisberger & Dickson, 193 okopowicz, Stocki andmuda
(2008) date the presence of research on participatmnagement in the organizational
research mainstream in the fifties. Since then eygd participation has been of interest to
many managers, psychologists, sociologists andnagonal scientists (Heller & Yukl,
1969; Vroom & Yetton, 1973; Locke & Schweiger, 19719arrison, 1985; Wagner &
Gooding, 1987a, 1987b; Cotton, Vollrath, Froggagngnick-Hall, & Jennings, 1988; Vroom
& Jago, 1988; Cotton, Vollrath, Lengnick-Hall, & dggatt,1990; Leana, Locke, &
Schweiger, 1990; Pierce, Rubenfeld & Morgan, 19@bje, Bacdayan & White, 1993;
Wagner, 1994; Cheney, 1995; Glew et al., 1995; Mu&bStohl, 1996; Wagner, Leana,
Locke, & Schweiger, 1997; Cheney et al., 1998; ételPust, Strauss, & Wilpert, 1998;
Vandenberg, Richardson & Eastman, 1999; Forre20€0; Seibold & Shea, 2001; Perotin &
Robinson, 2002; Summers & Hyman, 2005). Despiefélat that research on participation
can be found in almost every field of contemporasychology (see: Cheney et al., 1998;
authors present other scientific disciplines wheedies on participation are also present,
including sociology, political science, economy.gté is hard not only to find conclusive
results on what the conditions or effects of pgyiton are, but also what participation is.
The need for adequate and conclusive studies diipation is growing even faster as we are
entering the time when many different companiesuadothe world achieve extraordinary
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results implementing total participation manageniére term was used first by Graham and
Titus (1979)). Companies like Semco, SAIC, Harlegvidson, SRC Holdings Corp. and
many others can hardly count on support from thensific field. The practice of
participative management seems to be a way ahedleofetical reflection and scientific
research.

Defining participation

There is a whole spectrum of different approacbesrgianizational participation that
stem from different assumptions, use different messand postulate different outcomes of
participation. Heller et al. (1998) write:

Definitions of participation abound. Some autharsist that participation must be a
group process, involving groups of employees amit thosses; other stress delegation, the
process by which the individual employee is givesater freedom to make decisions on his
or her own. Some restrict the term ‘participatiagn’ formal institutions, such as work
councils; other definitions embrace ‘informal peiggation’, the day-to-day relations between
supervisors and subordinates in which subordinatesallowed substantial input into work
decisions. Finally, there are those who stressggaation as a process and those who are
concerned with participation as a result. (p. 15)

Participation is not always even labeled as ‘pguditon’, sometimes scientists use the
term employee involvement, work democracy, empoweatnor self-directed work teams
(Cooper, 2002). The most popular approach usegipative decision making as a synonym
of participation (Locke & Schweiger, 1979). Thetéat approach very often excludes
delegation, although some scientists include their definitions (Heller, 1971; Cotton et al.,
1988). Dachler and Wilpert (1978) proposed four fedént orientations towards
organizational participation: production and effiity, democratic, human growth,
development and socialist. Summers and Hyman (2004je employee participation into
two groups — financial and work-related participati Financial participation involves
distribution of shares to employees or organizatmmbers and “concerns flexibility of pay,
where an element of remuneration varies with pabfiity or other appropriate performance
measures” (Summers & Hyman, 2005, p. 2). Authoveddi work-related participation into
two forms - individual vs. collective and direct.vidirect. Apart from these forms,
participation can also be task-related or strategid then ordered into communicative,
consultative or negotiative types. Heller et al998) analyze informal-formal, direct-
representative and financial participation. Apaonf the form of participation, the range of
issues is taken into account (IDE, 1976 after: étedt al., 1998). These issues can be
categorized according to time perspective (shonxtenedium-term and long-term) and to
subject matter (work/social conditions, personmel aconomic).

Disagreement among researchers starts with theliguneshether participation is a
“value-in-itself” or should be treated instrumehtas a means to a certain end (Heller et al.,
1998). The majority of scholars claim the latt@tasment is true. Locke and Schweiger (1979)
state that the role of participation is to conttéto organizational efficiency. Employees' job
satisfaction, self-realization and goal commitmarg also treated as a means to achieve
organizational goals. The reason why it is harddisieve consensus and advance research on
participation is probably that most of researchui®s on organizations and not on people, on
organizational effects and not on psychologicakatp

Heller et al. (1998) agree that it is logical inganizational research to take an
assumption that participation serves as a “meansd tertain “end”, however we have to
remember about other “ends” participation servdges€é “ends” according to Heller et al.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 50



NOWY SACZ ACADEMIC NNl

(1998) are the fundamental anthropological indigidand social functions. Lafferty (1979
after: Heller et al., 1998) writes:

Participation is a basic well-being. [...] Not to peipate in decisions which
symbolically control the emotional value (statweggdlity, worth, etc.) of my action world is
quite simply to choose a lesser degree of humahisifor both myself and community. (p.
10)

Similarly, Allport (1945 after: Heller et al., 19P8&tresses the importance of
participation: [...] people have to be active in ord® learn...to build voluntary
control...unless (a person) is in some areas egogedgand participant, his life is crippled
and his existence a blemish on democracy [...]. (H.12

Participation can be treated as a realization ofidru nature as it was understood in
philosophical anthropology of Woijtyla (1985) debed in details in Prokopowicz et al.
(2008). Wojtyla (1985) writes: (Participation) fsetperson’s transcendence in the action when
the action is being performed "together with othersanscendence which manifests that the
person has not become altogether absorbed by sotegblay and thus "conditioned,” but
stands out as having retained his very own freedbrchoice and direction - which is the
basis as well as the condition of participation.3g3)

Therefore the concept of participation that hasmgrout of the Wojtyla’s theory and
focuses on psychological aspects of participatsomore useful for our paper. In this paper
we would like to focus on a person acting in so@agjanizational) context and for that matter
we need a psychological definition of participation

Wojtyla’s definition of participation mentioned &ar points out some crucial aspects
of participation. First of all, it emphasizes thergpn as the subject of participation, then
participation is defined as “transcendence in tb&. ahen, asZmuda, Prokopowicz and
Stocki (mimeo) point out: “we have two importantdes of participation — one is the act
being performed “with others” and possible absorptand social play which may condition
the person; on the other hand, the second fordbeisreedom of choice and direction”.
Authors propose the definition of participation ttigipes from anthropological terms into
psychological ones:

Participation is the process of the person's indinl development in social
interaction which is conditioned both by social miegs (cognition) and voluntary (conative)
acts of the person.

This definition is very useful for this paper and wvill use it in the context of
organizational participation, with one exceptiomiwser. The implication that participation is
a process of the person’s development may leadotweptual confusion and make it
impossible to falsify hypotheses derived from thefirdtion. If we define personal
development as a condition of participation, wd wdver be able to prove that participation
may have any negative consequences — if somethieg @wry it is not participation.
Although we agree that participation is strictlynoected with personal development, self-
realization etc., we would rather treat these phesra as effects of participation, and the
relationship between participation and personalettgpment or self-realization should be
treated as a hypothesis (H2), not a definition. that reason we will exclude the clause: “the
process of the person's individual development”.Wdeld also like to make it more coherent
with Ryan and Deci’s (2000) concept of self-deteration closely related to participation
which is connected with both autonomy (full senselwice) and reflection. Therefore, we
propose that participation takes place whenever:

A person performs actions oriented towards comnmmdgn the social context (with
others) with the highest level of reflection andugunteed freedom of expressing one’s will.
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From this definition and the definition by Wojtyla, number of basic participation
conditions arise. Firstly, there must be a pers@m-agent that decides to participate or not.
Common good condition requires that an action isnded on achieving balance of individual
and organizational goals. There is also a socialextt — other actors, institutions etc. — that
may encourage or discourage and even make patimiganpossible. Participation is always
an act “performed with others”. The agent’s willthaugh crucial, is not enough to
participate, to some extent he or she is limitedth®y environment. It does not mean that
participation is possible in participative enviroemh only — people tend to break their limits
and for that reason can participate even when tiviraament is hostile to participation.
Some of such behaviors were described by LandyCamde (2007). Also Wojtyla's authentic
attitudes of protest and solidarity are exampleganticipation in hostile environment. To
participate considerable knowledge is required aldat, how and why something is to be
done. It cannot be a matter of reaction or uncanscibehavior but one that is based on
understanding the situation. That is what reflectsdands for. The freedom of expressing
one’s will means that a person is given an oppdastua act on his or her own without being
forced to do something. There must be considerateunt of autonomy included, which is
similar to Deci and Ryan’s approach to self-deteation. The definition we propose can be
easily applied to every field of human social atyiv family, school, politics and, of course,
organizational life.

Goals and Personal Projects

In Kelly’s personal construct theory every persemai“lay scientist” who observes
events, puts forward hypotheses (named personatroets) and always tries to anticipate the
future (Pervin, 2002). Through personal construotiividuals view themselves in their
context (Little, 2000b). The goal of every persento develop as adequate theories of the
world as possible and people do it by revisingrtipeirsonal constructs in the light of their
experience. A human is active, self-creating anplaging the world around him. Although
Little (Little, 1999a) agrees that humans are d@&s he claims that they are somewhat
selectively scientific. They are “specialists” wHsplay different attitudes towards different
ecological domains and objects. Some domains are mportant than others and people are
more affectively, cognitively and behaviorally eggd in some than in others. In his
personality theory, Little prefers using personabjgcts as analytic units instead of less
dynamic personal constructs. Personal projects“exéended sets of personally salient
activities in context” (Little, 2006, p. 423). Astlle (2007) explains “extended” refers to the
fact that projects are not momentary behavior byat extended temporally and spatially.
Personal projects are not single actions but ratheir interrelated “sets”. Projects are
personally salient because the person defines thedhis the “owner” of the projects.
“Activity” points out the conative aspect of profjgcand finally personal projects are always
performed in the specific “context” - physical, wwhl, social, organizational, historical etc.

Personal projects can range from trivial pursuitg).(preparing supper) to great and
long term plans (e.g. build civic society in my otny). They can be self-initiated or forced
by someone else, solitary concerns or shared comenis, isolated and not important or
complex and connected with the core of our lifet{&j 1989). Personal projects are described
by Little (1987a, 1989) as “natural units of an@y®r a personality psychology, that chooses
to deal with serious business of how people mutidieugh complex lives”. It is significant
for Little that every person when acting is a “sdb] to many different influences of both
intentional and contextual nature. Personal Prejant the way that people deal with various
influences (biological, cultural, environmentalcisd etc.). People plan and act to succeed in
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well-being. The content and the way people buidrthersonal projects tell us not only about
somebody’s peculiar views, skills and thoughts, also tells us a lot about the specific
environment a given person is embroiled in. Pakpnojects allow to understand human
behavior and attitude without distortions causedrhglitional methods. In Personal Projects
Analysis (PPA) people are treated like expertshamiselves and the role of the researcher is
to cooperate with subjects instead of treating thi&m the “objects” of investigation. PPA
ensures that human behavior is analyzed in thafgpeantext it occurs. Personal projects are
explicitly conative — they are volitional undertags and pursuits that have the meaning for
individuals. PPA takes into consideration the thet we are not only managing one project at
a time, but the whole set of them. In that way waynbe able to analyze effects of
participation on what people do, plan and think@ organizational context.

Personal projects in organizational life

As Grant, Little and Phillips (2007) write: (Persbrproject) serves as a conceptual
carrier unit and as a measurement unit that intigrimks persons and contexts. At work, the
personal project connects individuals to their gguand organizations by examining
individual pursuits that occur in conjunction withre directed toward, and are enacted on
behalf of other individuals, groups, and the orgation as a whole. That is, personal project
captures cognitions, affect, and behaviors thatieémice and are influenced by the contexts in
which they take place (Little, 2000a). (p. 223)

Another important advantage of personal projectsh& they are able to capture
personal saliency. Task, jobs and other organizaticequirements are something external to
the acting person (Taber & Alliger, 1995 after: @rat al., 2007). Personal projects represent
those actions that are created and performed byogegs and therefore are the most relevant
to employees’ experiences. People in the same aam and on the same position may
significantly differ in defining what specific aetiies their jobs consist of (Morrison, 1994).
Examining participation in the level of job assigems or certain tasks may not detect
relevant and important issues. Grant and his aglies write: Because employees can identify
the same actions at different levels, and reshagie tasks and jobs, assessing an employee’s
experience on the basis of an external definitiba task or a job may not accurately capture
the employee’s activities, pursuits, and experiencgonversely, a focus on the personal
projects of employees highlights the activities adsuits that are the most salient in their
work experiences. (p. 226)

It is important to emphasize that organizationa@tems and climate are very strong
environmental factors and, as a context to thegpetsactions, affect them in a significant
way. Therefore it is much easier to be engagedcénparticipative personal projects in a
participative company, although it is not nece$gampossible to have participative projects
in totalistic organizational environment. As Grattal. (2007) state, it is possible to use
personal projects to better understand organizatidimate.

Authors emphasize the fact that personal projactsthe best known compromise
between simplicity and accuracy. It allows to exanihe internal structure of actions
performed in the workplace which are less gendrah twhole jobs (and therefore it is more
accurate) but more general that tiny tasks (andishahy the method is more generalizable).
Personal projects “aggregate employees’ experigriogoersonally salient chunks” (Grant et
al., 2007).

Weick (1999, 2004 after: Grant et al., 2007) st#étas the way projects are formulated
has important implications for the meaning (sertbely are making of their jobs. Weick
(1999) described the case of firefighters who thetr lives while being on duty because they
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could not switch from “suppressing the fire” prdjecto “escaping the fire”. Grant et al.
(2007) argue that it is a set of personal, not &rprojects that shape the meaning of
employee’s action. It is important to discover whtkes the employee’s projects meaningful
and therefore what makes his or her work meanirggd whole.

Personal project analysis may contribute to on¢hef most important questions in
organizational studies in the last decade — whatctimditions of job satisfaction are. The
social ecological model answers that well-being ethe}s on sustainable pursuit of core
personal projects (Grant et al., 2007; Little, 28)00The basic well-being was proven to
correlate with project control, efficacy and absemdé stress (Slack-Appotive, 1982; Yard,
1980 after: Grant et al., 2007). Other factors tratsaid to influence well-being, directly or
indirectly, are goal importance, goal personal ingmace, success prediction, goal
commitment or competences.

When it comes to productivity it has been suggkedteat employees were more
productive when they saw productivity as a pathams achieving their own goals, and
projects that were leading to the productivity wesalient and important to them
(Georgopoulos, Mahoney & Jones, 1957 after: Grdnalg 2007). Probst et al. (1998)
discovered that residents and staff members whoeped that their organization supports
their autonomy and achievement of personal projpet® more effective in teaching. When
people are given freedom and can make real desisibout their job, their projects become
more manageable (controllable) which constitutesliasis for one of our hypotheses (H4).
Other factors that may lead to higher performarscerojects significance, excitement and
commitment.

Effects of participation

Despite the amount of research on patrticipatios, data regarding psychological
effects of participation are not satisfactory. Resk shows some impact of participation on
job satisfaction (Miles, 1965; Heller, 1971; Csistmihalyi & Rochberg-Halton, 1981),
general well-being (Stocki & Bielecki, 2007), mattion (Mulder, 1977; Deci & Ryan, 1985),
different aspects of personal development or fudgjl the high-level needs (Mendel, 2001).
Inconsistent and very frequently contradictory etfeof participation have been shown on
self-realization and self-fulfilment (Drehmer, Bélav, & Coye, 2000; Locke & Schweiger,
1979; Wagner & Gooding, 1987b; Leana et al.,, 19%@eresting research on effects of
perceived subjectivity (not the employee subjetstiper se) was conducted by Daniecki
(1998). Results show that perceived subijectivityy nmafluence productivity work in a
different way depending on employees level of etlanahired on different job positions.
The only consistent conclusion was that the moopleeknow about the company they work
for, the more they are willing to cooperate andehiwer tendency to confront.

The results of Cotton et al. (1988) show that défe forms of participation may lead
to different outcomes, very often inconsistent ganherally positive. Their research found
positive influence of different forms of participat on job performance, productivity, job
satisfaction, job involvement, motivation, idergdtion with organization and so on. This
research was however criticized by Leana et aB@)18tarting a discussion that “challenged
the very core of the meaning of participation” (@let al., 1995; p. 396). In a similar way
Wagner (1994) reanalyzed the Cotton et al. datdaited] to reach similar conclusions. There
IS no agreement supported by contradictory refitdifferent studies about outcomes of
participatory management. Heller et al. (1998) samime research on participation with the
claim that it has been shown to have neutral gh8l positive impact on company. As
Summers and Hyman (2005) write, there is plentyeskarch that found no association or
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even a negative association between the compafyrpamnce and participatory management
(ex. Kelly & Kelly, 1991; Ben-Ner & Jones, 1995; Wghan-Whitehead, 1995 after: Summers
& Hyman, 2005). Not only cannot the causal directimf the relationship be discovered
(Cooper, 2002) but there is also no simple answeahé question how participation works,
and the discussion on motivational vs. cognitivelaxation is still in progress (Wagner et al.,
1997).

Again, such discussion is strictly connected to th#erent views on whether
participation is a “means” or an “end”. It is ndtet goal of this paper to decide which
approach is more relevant but to show that diffeessumptions may move the scope of
research to very different issues. Some scholals vé then interested only in the
organizational effects of participative managemehtle others may want to focus on the
person and individual effects of participation.

For this study the results obtained by Latham aisd dolleagues are especially
relevant (Latham & Marshall, 1982; Latham, Mitch&llDossett, 1978; Latham & Saari,
1979a, 1979b; Latham & Steele, 1983; Latham, S#&&aari, 1982; Latham & Yukl, 1975Db,
1976). Latham and Yukl (1975b) proved in an expent among uneducated loggers that
participatively set goals were achieved more oftean goals assigned by supervisors. It led
authors to conclude that participatively set gokdad to higher goal acceptance and
commitment. In this study we would like to check atlter this will also be true for
participative projects employees pursue in thegaaizational life. We will examine to what
extent participative projects are more importamtdeople (H3), and are perceived as more
likely to be completed successfully (H5).

The effect of high performance presented in thernilssd studies was probably caused
by the higher, more ambitious goals set in thei@pdtive groups. The connection — the
higher the goal, the higher the performance — wasem in both laboratory (Locke, 1968)
and field experiments (Latham & Yukl, 1975a). Inotrver study Latham and Yukl (1976)
found no significant differences between perforneargoal acceptance or difficulty levels.
No differences on goal acceptance or satisfactietmvden participatively set and assigned
goals were found by Latham et al. (1978). To sunmeamost of Latham and his colleagues
studies showed that although participatively setlgcan lead to setting more difficult goals
and higher levels of performance of employeeseffects on performance are very often no
different from non-participatively set goals thae also difficult, specific and accepted by the
employees. Locke (1968) suggested that participatem be effective only to the extent it
affects a person's goals. If any other means nad/tle setting, accepting and commitment of
specific demanding goals, participation is irrelev@d.ocke & Schweiger, 1979).

We agree with the statement that participation f@yeffective to the extent that it
affects personal goals. Contradictory results olethiby Latham and his colleagues may be a
result of a limited understanding of participatitwey apply in their studies. The participants
of their experiments could only participate in seftbehavioral goals (levels of performance)
not the more general goal itself, the way it shdagdconducted, not to mention the influence
on more crucial aspects of organizational life. Glew et al. quoting Wagner (1994) write:
limited participation gives limited effects. Theas®n is that people in most of organizations
do not participate in every aspects of its funatign Although there are some organizational
systems that support participation, others do aatf] even if a system is participation-
oriented, not everybody in the organization pgsates. People have different attitudes and
different work-related goals that are differentnfrahose listed in a job description. For
example somebody can be responsible for a custsereice and has a lot of more specific
tasks, but all of these tasks are then processeahbymployee who sets specific, personal
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salient goals or projects. The approach that facwse organizational outcomes or treating
partial participation as if it were the ultimaterfp@pation, ignores the fact that everything -
organizations, job descriptions, sets of tasks juss an environment for the acting person.
That is why organizational studies on participatiaih to understand its real nature, ignoring
an individual person in the research process.

It is also important to clarify that although it possible that in a given time and
circumstances a person can participate in evergcagih organizational life on a regular basis
(total participation), it is also possible that argon participates only in some aspects of
organizational life while not in others. In a siariimanner it is possible that in organizations
that support participative acts some people witl perticipate as well as it is possible that in
totalistic organizations some people may find a waparticipate. From that statement our
first hypothesis (H1) arises - people at the same &re engaged in actions or projects out of
which some can be participative and some non-p@ative regardless of what organizations
they work for. Organizations and people acting wittheir borders cannot be treated as if
they were either 100% participative or 100% nortip@ative. It is the acting person in the
specific context who participates in some aspedtorganizational life and does not
participate in others. Therefore the most adeqgappeoach is the one that allows to examine
psychological aspects of the individual person nactitogether with others in the
organizational context. Brian Little’'s perspectiok personal projects and personal projects
analysis (Little, 1983, 1987a, 1987b, 1988, 198831 1998, 1999a, 1999b, 2000a, 2000b
2001, 2005; Little, Lecci & Watkinson, 1992; Litte Ryan, 1979; Little, Salmela-Aro &
Phillips, 2007) that grew from an attempt to intggrKelly’s (1955) theory and his view of
people as “scientists” with ecological perspectivepersonality development seems to be the
best suited to our assumptions.

Hypothesis
After defining participation as actions orientedvéwds common good in the social
context, with the highest level of reflection anghganteed freedom of expressing one’s will,
and taking into consideration the described charetics and links between participative
character of personal goals and their psychologicdatomes, we propose the following
hypotheses:
H1. People will be engaged at the same moment ith Iparticipative and non-
participative projects.
H2. Participative projects will lead to self-realiion more often than non-participative
projects.
H3. Participative projects will be perceived as enonportant for the person than non-
participative projects.
H4. Participative projects will be perceived as encontrollable than non-participative
projects.
H5. Participative projects will be perceived as enlikely to lead to the success than non-
participative projects.

Method

Participants
13 people (out of 44 invited) from different compentook part in the study. The
basic demographic data is presented in Table 1.
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Table 1. Demographic structure of the sample

Demographics Category Frequency
Gender Female T
Male 6
Age <25 3
25-26 5
>26 5
Education High school 3
MA 10
Tenure <1 year 3
1-2 years 7
>2 years 3
Measures

Modified Personal Project Analysis (PPA-M) inventoflittle, 1989, 2007) was
applied during the study. It was, such as in theimal version, divided into four main phases:
1. Project Elicitation Lists; 2. Project Rating Megs; 3. Phrasing Level Analysis; and
4.Cross-Impact Matrices. The list of modificatiomsludes new dimensions reflecting our
study purpose. The dimensions are described bétavticipants rated their project on these
dimensions on the scale from 0 to 10 and each girogéed as 6 or more was categorized as
participative, as well as each project rated aslBss was categorized as non-participative.

Participativeness of personal projects

According to the definition of participation we a&pted earlier, we will measure the
participativeness of the project using the scalessisting of autonomy, self-efficacy,
reflection, responsibility and common good (oriehtg the person's and company’s good).
Projects are participative when all of these cood# are fulfilled (score 6 or more on the 10-
item scale in each condition), and non-participativat least one of them is not fulfilled.
Below we describe how each of these aspects wasumesh

Autonomy

As autonomy we understand the autonomy of choi@ adrtain personal project. It is
measured by the answer to the question “To whagnéxdid you make the choice to be
involved in this project on your own? Are you wiljly engaged or does somebody else want
you to do this?”. Subjects were answering usind gdint scale, from 0 — “I'm conducting
that project only because of another person omafather person” to 10 — “I'm conducting
that project completely on my own free will”.

Self-efficacy

Self-efficacy is strictly connected to the possipibf doing something, performing an
act, having an influence. In this study it is meaduby the answer to the question “To what
extent did you decide yourself what, when and howdd@ when conducting this project?”.
Subjects were answering using a 10 point scalen flo— “All decisions were made by
someone else” to 10 — “I completely decided abletrealization of this project”.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 57



NOWY SACZ ACADEMIC NNl

Reflection (Big Picture)

Reflection in our understanding is similar to tlencept of Big Picture which is also
connected to the general knowledge about consegqs@icsomebody’s action. It is measured
by the answer to the question “To what extent do possess knowledge about where to
place the particular project in the “Bigger Pict@®o you know why you are involved in it,
what are the effects for others and the compangt wehgoing to be done with the effects of
your efforts and who will be responsible for thavén if you are the main beneficiary)?
Subjects were answering using a 10 point scaley fie- “I don’t know anything about it” to
10 - “I have complete knowledge about it”.

Responsibility

Responsibility is directly connected to efficacydareflection. A person can be
responsible for something if he or she is conscafuke consequences of an action and can
really decide about what and how he or she canltds. measured by an answer to the
question “We are dealing with responsibility onljxem we have both complete knowledge
and decision-making powers to perform a certainoactin other cases responsibility
disperses or disappears. To what extent are yqomsgle for conducting each project?”.
Subjects were answering using a 10 point scale) fic- “I'm not responsible at all” to 10 —
“I'm completely responsible for this project”.

Interests achieved — subject and the company

Every work related project serves some interespersonal, organizational or both.
Subjects were asked two questions. 1. “To whatneéxdees the realization of this project
serve your own interests?” (answers on the scal€T@is project doesn’t serve my interests
at all”, 10 — “This project serves my interest tgraat extent”), 2. ,To what extent does this
project serve your company’s interests?” (answara gcale: 0 — “This project doesn’t serve
my company’s interests at all”, 10 — “This projeetves my company’s to a great extent”). If
the answers to both questions were 6 or higher,classified it as a “common good”
achievement, if it is high on personal interestsl dow on company’s interests it is
“individualism”. The opposite situation is “totatis. When both scores are low it means that
such a project is either nonsense or has morenmman with a play than a job.

Importance for the subject

Importance is one of the most common dimensionBRA. It was measured by the
question “Some personal projects are very imporfantus, while others are almost not
important at all. How important is a particular jeai for you?” (answers on the scale: 0 —
»This project is not important at all” to 10 — “Tdhproject is very important”).

Control

Control over the project is measured by the questide control some of our projects
in 100%, while others are not controllable at ait smay be the case of coincidence or some
constraints made by others. To what extent do yantrol each project?”. Subjects were
answering using a 10 point scale, from 0 — “I dofeel any control over the project” to 10 —
“l feel complete in control over this project”.

Success prediction
Perceived probability of finishing the project widuccess was measured by the
question “Even at the beginning of the project ortle level of planning it is possible to
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predict its chances for success. In your opinioill, tve project result in success?”. The
subjects were answering using a 10 point scale) e- “I'm completely sure the project will
not end with success” to 10 — “I'm completely stire project will end with success”.

Difficulty

Perceived difficulty of each project was measuréith the question ,Personal projects
range from very easy to very hard. How difficulteach project for you?”. Subjects were
answering using a 10 point scale, from 0 — “Thigjgut is not difficult at all” to 10 — “This
project is very difficult”.

Self-realization

Self-realization connected to each projects wassared with the question ,To what
extent do you self-realize yourself as a humandeonducting particular projects? Subjects
were answering using a 10 point scale, from 0 —tflwting the project | don't self-realize
myself as a human being at all” to 10 — “Conductihg project | completely self-realize
myself as a human being”.

Procedure

Subjects were asked to fulfill the modified verswinBrian Little’s Personal Project
Analysis Inventory. In this study we have provigeatticipants with an electronic version of
PPA in the form of a MS Excel spreadsheet. It tdroat to be a very difficult task for the
subjects — it required reflexivity and a great defainental effort as well as from 1 to 2 hours
to fill out the electronic questionnaire that wastsvia email. As a result only 13 out of 44
participants sent back filled questionnaires, whitdde a significant part of data useless and
forced us to reconstruct measures. During the relsgaarticipants were provided with an
instruction on the nature of personal projectsjtamtthlly, every question in the questionnaire
had a short instruction and an explanation. Paditis received information that it is
advisable to fill in the whole document during osession, if not possible to save the
document and come back to completing it as soqossible.

During the Projects Elicitation List phase partamps were asked to list up to twenty
work-related personal projects. Subjects were asttddcus on the work domain and were
given freedom to generate projects that are comdeegith their current job and occupational
life. In the second step subjects were asked tk gic projects that would be the best for
anyone interested in understanding their situatilrganizational context. In the second
phase of the PPA participants rated projects ttegly delected in the first phase on different
dimensions that are valid for our study. Resporglevere asked to rate each project on a
scale from 0 to 10 for each dimension.

The third phase was Phrasing Level Analysis. Tha gbthis module of PPA was to
discover the inner context of the projects. Perspngjects can vary from very simple (at
molecular level — like “wash my hands”) to very qaex and important ones (at molar level
— like “encourage people to be better for othersigturally, most of the projects occupy the
middle level between these two extreme ends. Ib riiethod it is done by left and right
“laddering” procedure. Starting with the projecorfr the list generated in the first phase,
respondents are asked “Why?” they are engagedjivea project. They write the answer to
the right of the project description. This is thestf step of the ladder. Then we keep asking
“why?” until respondent will tell us that he readnie core value. In the same way we could
ask the question “how?” but that element of thecpdnre was not used in our study.
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The fourth phase — Cross-Impact Matrices is thé past of PPA and concentrates on
discovering the outer context of projects. Respatslemay rank whether a given project has
positive or negative impact on other ones (usiraesfrom -10 to +10). Due to confusion this
part of the method resolved on the subject andllitat be used in further analysis.

After the whole procedure subjects received anrmétion with a request to send the
Excel spreadsheet back via email.

Results

Hypothesis testing
Hypothesis 1

According to the score on six scales - autonomyf-effcacy, reflection,
responsibility, personal interests and companyrésts — participative and non-participative
projects were identified. Projects that scored 6mamre on the 0-10 scale on each scale
included were labeled as participative, those wisichred less than 6 on at least one scale
included were labeled non-participative. From altaimber of 72 projects (11 people picked
6 projects, 1 person picked 4 projects, 1 persakepi 2 projects) 23 can be classified as
participative and 49 as non-participative. As wesent it in Table 2, only three participants
are engaged in non-participative projects only,ddrer participants evaluated some of their
projects as participative and some as non-partiggpaThe sample size used in the study is
insufficient to draw general conclusions from, duduggests that participants indeed can be
at the same time engaged in both participative reovdparticipative projects. For complete
list of participants’ personal projects see Table 3

Table 2. Participative and non-patrticipative prgeamong participants
Participant Number of participative Number of non-
projects participative projects
1 0 6
2 2 4
3 4 2
4 0 2
5 1 3
6 2 4
7 4 2
8 2 4
9 0 6
10 2 4
11 2 4
12 3 3
13 1 5
Sum 23 49
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Table 3. Complete list of personal projects

Participative projects

finish my application; be a good lawyer; be morfe&tfve; read carefully all emails worth readingganize
closed case folders; spend more time on learnakg; part in the students contest of data baseXihdg read
and process “Thinking in Java” book; take part rentrainings; take part in the project concerning
methodology of X*; design own analysis connectethwlifferent scores; use own ideas to make motief
educational data; deepen experiences with Javddienm; strengthen the knowledge on programmingdy an
coding; study; go to England; work on my Englisht to act impulsively; increase professional quedifions
(ACCA); learn English (B2/C1); finish my postgradeistudies; self-development in data processing;

Non-participative projects, common-good oriented

pass the examination; read more expert literaturderstand QTP better; test current project; cadpewith
universities; promote exact sciences among younglpewrite technical specification; get promotgédt a
rise; work in department of X* - to get new ideasl anore money; gain extraordinary experience inéAgi
methodologies; assemble didactic materials; cleaguage exercises database online; participation i
conferences for teachers; work out the skill ofdimting difficult conversations; get a manageriasifion;

Non-participative projects, totalistic

take care of educational needs in the company;awgand finish the project; recalculate scores Wweelesign
research, analyze data and write reports; presgatabncerning X*; do desk research; translate;

Non-participative projects, individualistic

finish my PhD dissertation; set up the publishiogs$e; earn more money; move to X* and find a béuter
there; collect more information on how to set uppenpany; publishing market analysis; change my fotye;
educational program for students interested inrinédics; pass CAE exam; use more of the compangisk
funds (sports); take part in project X; balancekiamd personal life; learn Italian; find additiofalb; double
up earnings; work on own development path; findraktive position in the company; find alternafpasition
outside the company; change the job;

Non-participative projects, non-sense

get promoted for a position of contributor and tisenior developer

* removed to ensure anonymity

Hypothesis 2

The means and standard deviations of the selfzag@in in participative and non
participative projects wergl = 8.91 SD=1.12) andM = 6.96 ED= 2.87). A two-tailed t-test
showed that this difference was significatf69) = -4.14,p < .001), Levene’s test indicated
unequal variances=(= 12.05,p < .001). It is noteworthy that although particigatprojects
lead to self-realization in a more significant wye mean for non-participative projects is
also high. Detailed scores are presented in Tabled4.

Table 4. Self-realization and participative and-painticipative projects — means and SD

Projects’ Std. Error
participativeness N Mean SD Mean
No 49 6,9592 2,86472 ,40925
Yes 23 8,9130 1,12464 ,23450
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Table 5. Self-realization and participative and4painticipative projects — means and SD

Levene’s Test
for Equality of

Variances t-test for Equality of Means
95% Confidence
Sig. Std. Interval of the Diff
F Sig. t Df (2- I\éﬁ?n Error :
tailed) ' Diff. Lower Upper
Equal variances 12,052 ,001 -3,149 70 ,002 -1,95386 ,62041 -3,19123 -,71649

assumed

Equal variances

not assumed -4,142 68,567 ,000 -1,95386 ,47167 -2,89493 -1,01279

Hypothesis 3

The means and standard deviations of the importéorcthe person in participative
and non participative projects wevke= 7.96 SD = 2.05) andVl = 6.86 SD= 2.68). A two
tailed t-test showed that this difference was sigiificant (t = -1.911,p = .061). Detailed
scores in Table 6 and 7.

Table 6. Projects importance and participative r@owkparticipative projects — means and SD

Projects’ Std. Error
participativeness N Mean SD Mean
No 49 6,8571 2,68483 ,38355
Yes 23 7,9565 2,05555 ,42861

Table 7. Projects importance and participative raowkparticipative projects — t-test

Levene’s
Test for
Equality of
Variances t-test for Equality of Means
. 95% Confidence
. Sig. Mean Std. Interval of the Diff.
F Sig. t Df (2- Diff Error
tailed) ' Diff. Lower Upper
Equal variances
assumed 1,584 212 -1,737 70 ,087 -1,09938 ,63295 -2,36175 ,16299
Equal variances
not assumed -1,911 55,137 ,061 -1,09938 /57517 -2,25198 ,05322

Hypothesis 4

The means and standard deviations of the contm the project in participative and
non participative projects weh = 8.61 SD= 1.27) andVl = 6.31 SD= 2.39). A two-tailed
t-test showed that this difference was significé(89) = -5.328,p < .001), Levene’s test
indicated unequal variancds £ 6.01,p =.017). Detailed scores in Table 8 and 9.
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Table 8. Perceived control over the project antippative and non-participative projects —
means and SD.

Projects’ Std. Error
participativeness N Mean SD Mean
No 49 6,3061 2,39099 ,34157
Yes 23 8,6087 1,26990 ,26479

Table 9. Perceived control over the project antippative and non-participative projects —
t-test.

Levene's Test
for Equality of

Variances t-test for Equality of Means
Sig std 95% Confidence
: : Interval of the Diff.
F Sig. t Df (2- I\éﬁ?n Error
tailed) ' Diff. Lower Upper
Equalvariances o o)1 517 4330 70 000 -2,30257 53181 -3.36323 -1,24191

assumed

Equal variances
not assumed

-5,328 68,808 ,000 -2,30257 ,43219 -3,16480 -1,44034

Hypothesis 5

The means and standard deviations of the succedsalplity of the project in
participative and non participative projects wite= 7.91 SD = 1.56) andM = 6.91 SD =
2.38). A two-tailed t-test showed that this difiece was significant(62) = -2.112p = .039),
Levene’s test indicated unequal variandes=(7.28,p = .009).. Detailed scores in Table 10
and 11.

Table 10. Perceived success probability and ppéitie and non-participative projects —
means and SD.

Projects’ Std. Error
participativeness N Mean SD Mean
No 49 6,9184 2,37905 ,33986
Yes 23 7,9130 1,56417 ,32615

Table 11. Perceived success probability and ppaiiie and non-participative projects — t-
test.

Levene's Test
for Equality of
Variances t-test for Equality of Means

. 95% Confidence
Sig. Mean Std. Interval of the Diff.

F Sig. t Df (2- Diff Error
tailed) ' Diff. Lower  Upper
Equal variances
assumed 7,277 ,009 -1,825 70 ,072 -99468 ,54504 -2,08173 ,09238
Equal variances no
assumed -2,112 62,137 ,039 -,99468 ,47104 -1,93624 -,05311
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Discussion

Organizational aspects of participation are a subpé scientific inquiry more often
than its psychological outcomes. The literature pamticipative personal projects is not
existent, thus our discussion will have more gdndraracter.

The PPA method seems to be very promising in rekear participation. Surely there
is a need for more in-depth research on a largapkathat would allow to conduct analysis
on the level of “set of projects” (person), not freject itself. It would make it possible to
compare employees according to their educationyrégrbusiness branch etc. The study
suggests that people, no matter whether they recipport from organizational systems or
culture or not, can conduct participative projgetssumed in hypothesis 1). Such approach is
useful to explain inconsistent and very often caditttory results of studies on participation.
It would also explain why only fully participativerganization can produce effective and
efficient work environment as some studies sugg&immers and Hyman, 2005). When we
perceive organizational systems in the variety aiifestations including job descriptions
and certain tasks assigned to employees as anoement for an acting person, we can
understand why limited participation (focusing dme tnarrow area) may not result in
improving employees condition.

Research on participation was very often focusindiraited participation only. If we
give employees freedom to set performance goalst agas done by Latham and his
colleagues (Latham et al., 1978), it does not nthkahemployees’ personal projects become
more participative. There might be other factord arganizational systems that still keep the
employees focused on their individualistic or tstad projects. In a similar manner our
settlement helps to understand the psychologicsisbi@r total participation management
success (Stocki, Prokopowicz, &muda, 2008), which consist in the fact that creatin
participative organizational environment in theHagt possible scope enables employees to
set and pursue larger number of participative pteje

Thanks to engagement in personal projects thatparBcipative, employees self-
realize themselves in a significant way. Thereds enough data to determine whether self-
realization in a given number of projects leadset-realization of the whole person. That
issue should be examined in next studies. We caimas that in the same way as engagement
in meaningful core projects leads to well-beingrtaia set of work-related participative
personal projects lead to self-realization and@eakdevelopment.

Orientation toward common good (personal and coryipanterest at the same time)
is a definitional condition of participation. Evah somebody pursues a project in the
organizational context that is characterized byeotibn, autonomy, responsibility and self-
efficacy but is oriented on personal interest only company’s interest only, it is not
participation, it is individualistic approach (mexzing my own good) or totalistic approach
(maximizing community good) described by Wojtyl®85b). So the question is not whether
participative projects are oriented on the orgaional interests, but how effective they are in
achieving them. Again to completely test such #&estant we would need a bigger sample
and examination of sets of personal projects, moseparate personal projects. It is, however,
possible to predict effectiveness of participatipersonal projects according to results
connected with hypothesis 3, 4 and 5 and reseafcbrganizational personal projects
described earlier. Participative projects are peeck as more important for the person
(although the difference is not statistically sfgrant), more controllable and more likely to
end in success and what was described earlier eaaingful. It means that employees are (1)
engaged in the projects and activities that thedewstand, can decide what and how to do to
complete them, (2) perceive these projects as iapopr(3) exercise control over these
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projects, and (4) believe that these projects bellsuccessful. All of these together lead to
intrinsic motivation and job engagement throughahhboth personal and company’s success
can be achieved.

Conclusions

The results of the study show that the directioreskarch on participation focused on
work related personal projects analysis can béf@ituilhe results imply that people are able
to conduct participative projects no matter ifytheceive support from organizational
systems and culture or not. We may assume thahdne participative work environment and
organizational systems are, the easier it is t@gohparticipative personal projects. To
examine that assumption further investigations targer sample would be advisable. Such
study should control more variables, including ledfeparticipativeness of organizational
systems and culture and should make it possitdgamine psychological effects of certain
“sets of projects” as well as compare individuasarding to their education, tenure, business
branch etc. Other results of the study suggestpiduaicipative personal projects lead to self-
realization more often than non-participative pctgeas well as they are more controllable
and perceived as more likely to end with success.
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Abstrakt

Pomimo faktu, Z obszar partycypacji pracowniczej jest obiektemntaaesowania wielu menzerow,
psycholog6w, socjologéw czy terzedstawicieli innych nauk o organizacji, badatego zagadnienia wgt nie
sq satysfakcjonujce. W poniszym artykule prezentujemy alternatywne paikejdo badania partycypacii
oparty o koncepg projektow osobistych. Podeje to pozwala na anakiz partycypacji w wymiarze
indywidualnym poprzez skoncentrowanie sia osobach dzialagych wspélnie z innymi w kontele
organizacyjnym. Wyniki wskazuge projekty o naturze partycypacyjnej prowadio samorealizacji znaczeni
czsciej niz projekty niepartycypacyjne. Dodatkowo, projektytyeypacyjne postrzegane ko tatwiejsze do
kontrolowania i bardziej prawdopodobne jest zédaenie ich sukcesem.
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TOTAL PARTICIPATION IN PROJECT
MANAGEMENT — FRIEND OR FOE

Joanna Pyrkosz, Grzegofmud&®

Abstract

The aim of this study was to examine how one’seped management style (participative or autocratic
influences project-group effectiveness and hisasrjbb satisfaction. The group experiment simutagnproject
management task has shown that people’s prefersthgement style did not reflect their actual bebavis
predicted, members of participative project groupsre more satisfied with the task they performetd] a
reported a more positive mood after the experim&fgmbers of autocratic groups were less satisfiad a
reported a more negative mood after the experim€ontrary to the hypothesis, no significant effeots
effectiveness were observed.

Keywords: total participation, project management, leadership

Introduction

Although Total Participation Management (TPM) artkdeo participative management
styles are currently becoming more and more pog{&iarcki, Prokopowicz, &muda, 2008),
there are still no clear empirical findings regagliits impact on effectiveness (Glew,
O’Leary-Kelly, Griffin, & Van Fleet, 1995; Wagne 994) or satisfaction (Miles, 1965;
Heller, 1971; Csikszentmihalyi & Rochberg-Halto®81; Kim, 2002). Despite the fact that
research on participation can be found in almostefield of contemporary psychology (see:
Cheney et al., 1998; authors present other sdeunligciplines where studies on participation
also include other disciplines such as sociologlitipal science, economy etc.), it is hard not
only to find conclusive results on what the cormtis or effects of participation are but also
what participation is. The need for adequate anttlosive studies on participation grows
even faster when we take into account that marfgrdiit companies around the world (e.g.
Semco, SAIC, Harley Davidson, SRC Holdings Corml arany others) achieve extraordinary
results implementing total participation managen{ére term was used first by Graham and
Titus (1979)).

There is a whole spectrum of different approacbesrgianizational participation that
array from different assumptions, use different soees and postulate different outcomes of
participation. Participation is not always evenelgol as ‘participation’, sometimes scientists
use the term employee involvement, work democraaypowerment or self-directed work
teams (Cooper, 2002). The most popular approach pasicipative decision-making as a
synonym of participation (Locke & Schweiger, 197Bgfining participation as participating
in the decision-making process would be incomp{fie more anthropological assumptions
that we make here seBmuda, Prokopowicz, Stocki, submitted). The auton@hguld be
broadened by reflection and thus we propose tonégpiarticipation not only as a power
sharing but also knowledge sharing process.

Opposite to the participative management stylep@atic management or leadership
can be found in the literature (Lewin, Lipitt, & W, 1939; Tannenbaum & Schmidt, 1958;

% MA, Insitute of Psychology, Jagiellonian Univeysit.pyrkosz@uj.edu.pl, grzegorz.zmuda@uj.edu.pl.
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Vroom & Jago, 1988; Vroom & Yetton, 1973). Thisdeaship style puts the manager on top
of all decisions not necessarily demanding emplsyiegolvement other than doing what one
is told. Almost all Project Management methodolsgiERINCE2, PMBOK, PCM) require
strict hierarchy of power. The project manager rsaéit the decisions. Group leaders are
responsible for employees’ work and report strictdytheir immediate supervisor — Project
Manager. The employees at the bottom of the hieyaere only supposed to contact the
Group leader, never the Project Manager. The medixed, the information is dosed out if
needed but mainly the tasks are given to the iddals without asking. This approach is
typical for project management partially becausehef nature of projects itself. Project is a
management environment that is created for thegsarf delivering one or more business
products according to a specified business casso@iation of Project Management Group
Ltd.). The vital factors in every project are: fikéime, resources and goals. The nature of
those requirements mainly results in highly hignaral, autocratic management style.

When it comes to the effectiveness of participgtamwe stated before, the results are
not consistent. As proven in some studies (Mil&5] Heller, 1971; Csikszentmihalyi &
Rochberg-Halton, 1981; Magjuka, 1989; Mitchell, &9%im, 2002; Stocki, Prokopowicz &
Zmuda, 2008) those employees who had the possibditpake decisions about their tasks
were more satisfied with their work. Participatioais been shown to have positive influence
on general well-being (Stocki & Bielecki, 2007), twation (Mulder, 1977; Deci & Ryan,
1985), different aspects of personal developmerituléiting the high-level needs (Mendel,
2001). But, according to Summers and Hyman (20@&ketis plenty of research that found no
association or even a negative association betwiden company performance and
participatory management (Kelly & Kelly, 1991; Bbler & Jones, 1995; \Voughan-
Whitehead, 1995; Summers & Hyman, 2005). The calisattion of the relationship remains
to be discovered (Cooper, 2002). Similarly, thscdssion on motivational vs. cognitive
explanation for participation effectiveness isl stilprogress (Wagner et al., 1997). We believe
that there is more credible data supporting théondhat participative management results in
more positive mood together with higher work satsbn when compared with autocratic
management. Based on previous research mentionethisn section we assume that
participants managed in a participatory way will inere satisfied with the work on the
project as opposed to participants managed in Hmoatarian manner (Hypothesis 1). Some
research on leadership states that the outcome#fefent management styles depend on
employees’ maturity (Hersey & Blanchard, 1977) itwegional factors (Fiedler, 1964, 1978).
In the situations similar to the experimental tas&sented in this study, namely: new, high
time pressure, clear and difficult goals and chag@gnvironment - autocratic style seems to
be more beneficial (Fiedler, 1964, 1978). OtheragMka, 1989) argue that satisfaction is
partially responsible for effectiveness as a datisemployee works better than an unhappy
one. Heller et al. (1998) summarize research oticgaation with the claim that it has been
shown to have neutral or slightly positive impawtindividuals, groups and organizations. In
this research, accordingly to the data mentioned@bwe try to support the assumption that
autocratic management in project management setwil be more effective than
participative management style (Hypothesis 2).

However what is clearly missing in all mentioneda@rch is taking into consideration
managers’ and employees’ beliefs (convictions). Hikectiveness of participative and
authoritarian management styles may be mediatettidymplicit theories about which style
is the best one and should be used. In previoudiestuLewin, Lippitt & White, 1939)
participants were assigned to certain managed graughout being asked about their own
preferences. This might have affected the resllt® positive relation between implicit
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power theories and power sharing was found by Came(@004). In our study we want to

examine satisfaction and effectiveness of participaand autocratic management styles
taking into consideration the group members’ anddées’ beliefs about the desired

management style. We predict that participants re#ict during experiment accordingly to

their preferred management style (Hypothesis 3).

Research question

What are the outcomes of participatory and autmcrainagement styles in a project
group, taking into consideration the participartisliefs about their preferred management
styles?

Hypotheses

* Members of participative groups will be generallgrm satisfied with the job and will
be in a better mood than members of autocraticgg.ou

» Autocratic groups will be generally more effectib@n participative groups.

» Participants will act according to their beliefsgferred management style) — those
who find participatory management most appropnateact in a participatory way,
those who find autocratic management style mostrogpate will act in an
authoritarian way.

Methodology of research

The preferred management style scale was used gessageople’s orientations
towards participative and autocratic management @il preferences in this matter.
Participants answered seven questions on theiefbetegarding management style (e.qg.:
“Best scores are achieved by the teams where gldelenakes most of the decisions”, “If you
involve many group members in the decision makirac@ss it will always result in chaos
and waste of time”) using 4 points scale (“I dabiy disagree”, “I disagree”, “I agree”, “I
definitely agree”). The maximum in this scale metret the person holds highly autocratic
preferences when it comes to the management whpegtisipants with low results leaned
towards participative management. The reliabilitytree scale was low, but acceptabde=
.58). According to the scores the participants exatl, they were assigned to be leaders or
members of specific groups. Some groups were agchiy a way that guaranteed internal
cohesion (e.g., all members had participative to@atic attitude), while others were mixed.
Groups took part in the project management simaaBefore as well as after the simulation,
participants filled in the Brief Mood Introspectiddcale (BMIS) by Mayer and Gaschke
(1988) which contains a list of several adjecti{fes details see Appendix 1). Two subscales
of mood were used — pleasant-unpleasant (adjectacts/e, calm, caring, content, happy
etc.) and negative-relaxed (adjectives: gloomy, d@d nervous). High scores on the first
subscale stand for unpleasant mood, while low scmdicate good mood. When it comes to
the second subscale, high scores stand for rektaézl while low ones for upset-nervous one.

The projects goal was to produce, using given messu(paper, scissors, glue etc.),
and sell on the improvised market different typég@ods (cubes, cones, circles etc.). The
task was not very difficult to avoid influence adiricipants’ earlier experience. We expect
that the final score will result from the way growork was organized and how members
were motivated. At the beginning of the project heagroup leader received detailed
instructions on what the specific goals were: thmber of goods to produce and the amount
of money to earn. Leaders were told not to showatly the written instructions to the group
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members, but that they could reveal any informatiwy wanted to. Leaders were asked to
organize the work of the group in the way they wisho do. The time for the task was fixed
— 54 minutes divided into 8 rounds. In each roundes on the market were changing as well
as special occurrences (price changes, new standérdroducts, new products etc.) were
appearing. The role of the occurrences was to rttekeork environment more dynamic and
less predictable. Each group was monitored by @bserin order to check the behavioral
aspects of project management. The observers eecégining before the experiment and
during the group work were filling out the behawalguestionnaire — rating behavior of each
member and leader to assess whether it was patfiepor autocratic. When it comes to the
leaders, observers were noting down behaviors comge decision making, power
distribution and knowledge distribution. Each bebawas later on assessed on the scale
from O (low participation with group) to 8 (high nbaipation with group). Each group was
monitored by one observer. The scale had averdigbitigy (o = .66). After completing the
project, all participants were first asked to ifillthe BMIS together with Satisfaction Scale (6
questions about general satisfaction, satisfactith decision making process, atmosphere
etc.;a = .87). The higher result on Satisfaction Scdle,rmore satisfied participants felt after
completing the task. Later on, participants werkedsto assess their scores. The project
groups were to produce and sell a certain amoumgeometric figures and obtain as much
money for them as they could. At the end of theusation, groups added up the money they
collected and the value of the tools they boughinduthe work. In that way the final score
was calculated.

Participants

77 university students participated in the expenn{g7 male and 59 female). The age
average was 23,5D = 4.4Y°. The group consisted of students of the followfagulties:
sociology, psychology, international relations. tRgrants were chosen on the basis of their
interest in project management. Most participargsevstudents. The number of groups taking
part in the experiment was 20. Detailed demograptfmmation can be found in Table 1.
The participants were assigned to the 20 grougsddp of 5 people, 15 groups of 4, 4 groups
of 3).

Table 1. Demographic structure of the sample.

Demographics Category Frequency
Gender Female 59
Male 17
Missing 1
Age <22 25
22-25 24
>25 9
Missing 19
Education Psychology 39
Sociology 15
Int. relations 23

29 As for the huge amount of age data missing then@abe found any reasonable explanation why so

many people decided not to reveal their age, homieigunlikely to have any influence on the rasbatself
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Results
The descriptive statistics of the main study measubefore categorization are

presented in Table 2.

Table 2.Descriptive statistics of main study measur

N Min Max Mean SD
Preferred Management Scale 65 10,00 22,00 14,98 3,94
Behavior Assessment 77 67 8,00 3,93 1,78
Satisfaction Scale 75 8,00 24,00 18,26 3,83
Group Management Style 20 ,67 7,67 3,47 1,81
Pleasant-Unpleasant Mood Scale 75 3,19 6,94 5,26 ,86

Hypothesis 1.

The participants’ satisfaction was measured by S8atisfaction scale (see the
Appendix) and the mood was measured by the Briebdmtrospection Scale (Mayer &
Gaschke, 1988). To examine both participants’ fsati®on and group effectiveness each
group was categorized according to the observatisigs as either participative, “in-between”
or autocratic. Out of 20 groups, 7 were assessedisasy a participative style (27
participants), 8 were using an “in-between” sty8® (participants), and 5 were using an
autocratic management style (20 participants). Um further analysis we will compare
participative and autocratic groups only.

The means and standard deviations of the Satisfacicale of participative and
autocratic groups wed = 20.33 ED= 3.05) andVl = 17.1 ED= 3.94), respectively. A two
tailed t-test showed that this difference was $igamt {(44) = 3.13,p < .005). Detailed
scores can be found in Tables 3 and 4.

Table 3. Management style in the group and mendaisfaction — means and standard
deviations.

Std. Error
Management style in the group N Mean Std. Deviation Mean
Participative 26 20,33 3,05 ,60
Autocratic 20 17,10 3,94 ,88

Table 4. Management style in the group and mendadisfaction — t-test.
Levene's Test
for Equality of

Variances t-test for Equality of Means
Std. 95% Confidence
Sig. (2- Mean Error Interval of the
F Sig. t Df tailed) Diff. Diff. Difference
Lower Upper
Equalvariances , ye0 122 3,134 44 003 3,23077 1,03081 1,15330 530824

assumed

Equal variances

not assumed 3,031 34,888 ,005 3,23077 1,06604 1,06634 5,39520
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Participants’ mood was measured by two out of f@MIS scales: Pleasant-
Unpleasant, and Negative-Relaxed. No differencethénmood were observed before the
experiment. For the scale Pleasant-Unpleasant neahstandard deviations of participative
and autocratic groups weM = 5.16 SD = .75) andM = 5.03 6D = 1.11), {(44) = .44,
p>.05) and for the scale Negative-Relaxdd= 2.25 D = .74) andM = 2.13 D = 1.00),
(t(44) = .47,p>.05). After the experiment the observed means aaddard deviations of
participative and autocratic groups wéte= 5.50 SD=.76) andM = 5.01 &D= 1.01), {(44)
= 1.91,p <.062) and for the scale Negative-Relakd 2.33 SD= .86) andM = 2.67 ED=
1.01), €44) = -1.22,p>.05). Although not significant and relatively smalhe observed
changes are interesting and suggest that membeestidipative groups were in better mood
after the experiment than members of autocraticggoTo examine the changes within the
groups Paired Samples T-test was used. The signifift24) = -2.33,p <= .03) change was
found towards more pleasant mood in Pleasant-UsaigegScale among participative groups,
and negative change in Negative-Relaxed scaleduroeto be not significari{24) = -2.33,

p = .74. Detailed scores are presented in Table Somgrautocratic groups, the negative
change in Pleasant-Unpleasant Scale turned out tanbignificantt(19) = .16,p = .87, and
negative change in Negative-Relaxed scale turnédodoe significant(19) = -2.83p = .01.
Detailed scores are displayed in Table 6.

Table 5. Results of members of participative gran@dMIS mood scales — paired samples t-
test.

Sig. (2-
Paired Differences t df tailed)
95% Confidence
Std. Std. Error  Interval of the
Mean Dev. Mean Difference

Lower Upper

Pair Pleasant-Unpleasant

1  Before - Pleasant- -37333 ,80255  ,16051 -,70461 -,04205 -2,326 24 ,029
Unpleasant After

Pair Negative-Relaxed

2  Before - Negative- -,06267 ,95332 ,19066 -,45618 ,33085 -329 24 ,745
Relaxed After

Table 6. Results of members of autocratic groupBNHS mood scales — paired samples t-
test.

Sig. (2-
Paired Differences t df tailed)
95% Confidence
Std.  Std. Error  Interval of the
Mean Dev. Mean Difference

Lower  Upper

Pair Pleasant-Unpleasant

1 Before - Pleasant- ,03146  ,86359 , 19310 -,37271  ,43563 ,163 19 ,872
Unpleasant After

Pair Negative-Relaxed

2 Before - Negative- -,54333 ,85847 , 19196  -,94511 -,14156 -2,830 19 ,011
Relaxed After
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Hypothesis 2.

The means and standard deviations of the effecssenf participative and autocratic
groups wereM = 137.96 E§D = 41.22) andM = 121.04 §D = 48.68). A two tailed t-test
showed that this difference was not significa(@@) = .65,p < 0.53). Although the difference
IS not significant, it is worth mentioning that tbeection of that difference was opposite to
our hypothesis. Participative groups achieved #ebestore in effectiveness than autocratic
ones. Detailed scores can be found in Tables Band

Table 7. Management style in the group and grofgr&feness — means and standard
deviations.

Std. Error
Management style in the group N Mean Std. Deviation Mean
Participative 7 137,96 41,22 15,58
Autocratic 5 121,03 48,68 21,77
Table 8. Management style in the group and grotifest.
Levene's
Test for
Equality of
Variances t-test for Equality of Means
95% Confidence
Sig. (2- Mean  Std. Error Interval of the
F Sig. t Df tailed) Diff. Diff. Difference
Lower Upper
Equal variances
assumed ,194 669 652 10 ,529 16,92762 25,97303 -40,94391 74,79914
Equal variances
not assumed ,632 7,785 ,545 16,92762 26,77212 -45,10667 78,96191

Hypothesis 3.

To examine the link between one’s preferred managénstyle and one’s real
behavior we had to categorize the scores on thHe set®referred Management as well as the
Behavior Assessment. Scores in each variable welered into three categories. The Chi-
Square Test was used, chi-squard{465) = 4.11,p = .39. No significant relationship
between preferred management style and behaviofomasl. For the details see Table 3 and
4. The data does not support hypothesis 3. Detdd¢al can be found in Tables 9 and 10.

Table 9. Preferred Management Style and Behavieegsment — cross-table.

Preferred Management Style Total
Participative “In between” Autocratic
Participative 10 11 5 26
Behavior In between 10 6 7 23
Assessment
Autocratic 3 8 5 16
Total 23 25 17 65
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Table 10. Preferred Management Style and Behawssegsment — chi-square test.

Asymp. Sig.
Value Df (2-sided)
Pearson Chi-Square  4,113(a) 4 ,391
Likelihood Ratio 4,440 4 ,350
Llnear_-by—Llnear 1,481 1 224
Association
N of Valid Cases 65

a) 1 cell (11,1%) have expected count less thdim&.minimum expected count is 4,18.

Discussion and conclusions

Our pilot study suggests that, indeed, people apeensatisfied when working in
participative groups than when working in an auwticr environment. Members of
participative groups (in our study) reported tosa¢isfied with the decision making process,
atmosphere in the groups, proud of the resultsvamald like to work with the same group
again. Working in a participative environment cheshgeople’s mood into a better one, while
working in the autocratic environment made peoplpeeience more negative mood. These
results are coherent with most of the studies atiggaation (Miles, 1965; Heller, 1971;
Csikszentmihalyi & Rochberg-Halton, 1981; Magjuk#d89; Mitchell, 1996; Kim, 2002;
Stocki, Prokopowicz,Zmuda, 2008) that suggest that when it comes tosfaation,
participatory environment, providing people witht@momy and a chance to execute their
freedom, is more beneficial than an autocratic dparticipative groups were also more
effective than autocratic ones, but this differemaes not significant. It is however worth
mentioning, because the characteristics of thatsia — novelty of the task, time pressure etc
— would rather favor autocratic management (Fiedle64, 1978). It looks like working in
good mood in participative groups allowed partiaiigato achieve slightly better results. It is
possible that the results could be more unequivibthé team task lasted longer and allowed
for the development and change of more advancetkegtes etc. This should be a case in
further investigations.

Interesting findings were noticed when it comestie relation between one’s
preferred management style and their behavior dugkperiment. We were not able to find
any significant relation between those two. In oterds, people say one thing and then do
another one. We suggest a couple of different egplans for this phenomenon. First of all it
Is possible that when answering the questions i@ Breferred Management Style
questionnaire people do not answer according ta Wieg really think or feel but according
to what is dominant in their culture — present iadma, thought in the business schools, etc.
The second possible explanation is connected wighniature of participation. ABmuda,
Prokopowicz and Stocki (submitted) wrote, the pgrttion is rooted deep in the human
nature and it may be manifested in different situest, no matter what people say.
Participation would not be a simple belief but eatlan attitude or an even more complex
mental structure. Alternative explanations may dmentulated according to the sense-making
process (Weick, 1995). According to the sense-ntpkirocess people first act, then try to
make sense of what and why they did. Another ptessikplanation of these findings is the
context of the research and group dynamics —possible that people would act in a different
manner in the occupational environment, as opptsedademic setting. Further research on
a larger sample is required to examine which exgilan is more relevant here. The absence
of any relation between preferred style and behlawade it impossible to reasonably
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examine the possible mediation of the preferrelk gtgd satisfaction (the situation resulted in
small number of participants in important experitaérconditions). Preliminary analysis
shows that one’s preferred management style mayeimée the satisfaction and effectiveness,
but a larger sample is needed here before we @amany conclusions.
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Appendix 1

Instruction:
Circle the response on the scale below that inelschow well each adjective or phrase
describes your present mood, where 1 standsdefinitely do not feel this wagnd 7 for

NOWY SAC/Z ACADEMIC ARl

Brief Mood Introspection Scale
J. D. Mayer, Y. N. Gaschke

definitely feel this way

In this moment | feel:

- i
| definitely do o
not feel tr)(is ?eflmtgly
way eel this
way
Happy 1 2 3 4 5 6 7
Lively 1 2 3 2 5 5 -
Tired 1 2 3 2 5 5 7
Gloomy 1 2 3 2 5 5 -
Drowsy 1 2 3 4 5 6 -
Caring 1 2 3 2 5 5 Z
Content 1 2 3 4 5 5 5
Jittery 1 2 3 2 5 5 7
Fed up 1 2 3 4 5 5 -
Active 1 2 3 2 5 5 -
Peppy 1 2 3 4 5 6 7
Calm 1 2 3 2 5 5 Z
Loving 1 2 3 2 5 5 Z
Grouchy 1 2 3 4 5 3 -
Nervous 1 2 3 4 5 6 7

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz

80




NOWY SACZ ACADEMIC NNl

Appendix 2
Satisfaction scale
Instruction :
Please indicate whether you agree or disagreethatfollowing statements using the scale
below where:
1 — I definitely disagree, 2 — | disagree, 3 —gtle, 4 — | definitely agree

Statement I dgflnltely | disagree | agree | definitely
disagree agree
Generally speaking | am satisfied with the
SRR 1 2 3 4
cooperation in this group.
I am happy with the decision making 1 5 3 4

system in this group.

| enjoyed the atmosphere during the group

1 2 3 4

work.
As a team we accomplished as much as

. 1 2 3 4
was possible.
If I were to do this task one more time, |
wish | worked in exactly the same team pf 1 2 3 4
people.
| am personally proud of our team 1 5 3 4

accomplishments.
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Appendix 3
Preferred Management Style
Statement I dgflnltely | disagree | agree | definitely
disagree agree
Best scores are achieved by the teams 1 5 3 4

where leader makes most of the decisions

If you involve many group members in
decision making process it will always 1 2 3 4
result in chaos and waste of time

Revealing some of the information can be
much worse than not meeting the deadline 1 2 3 4
or failing to accomplish some tasks

When setting tasks and responsibilities
you always have to take group members’ 1 2 3 4
personal situation into account*

Everybody in the team should have access
to all information regardless of their 1 2 3 4
position*

There are cases when you should put your
own good over the group good

Good leader makes the analysis first, then
makes the decision and after all convinces 1 2 3 4
group members to follow it

* reversed questions
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Appendix 4
Observation check

* Leaders behavior

How often did he/she make the decisions without ceunlting the group members?

0 8
Never 1 2 3 4 5 6 ! Always

How often did he/she assign duties to the group mdyars without asking about their opinion?

0 8
Never 1 2 3 4 5 6 ! Always

How often did he/she share his/her opinions with #gngroup members ?

0 8
Never ! 2 3 4 > 6 ! Always

« Group members behavior

How often did he/she share opinions different thathe rest of the group?

0 8
Never ! 2 3 4 > 6 ! Always

How often did he/she agree on decisions that he/sivasn’t convinced to?

0 8
Never ! 2 3 4 > 6 ! Always

How often did he/she ask questions?

0 8
Never ! 2 3 4 > 6 ! Always

How often did he/she share his/her opinions with #gagroup ?

0 8
Never 1 2 3 4 5 6 ! Always

Abstrakt
Celem opisanego pa®j badania jest zbadanie relacji pardzy preferowanym stylem zadzania danej osoby
(na skali partycypacyjny-autorytarny) a efekty@eigp pracy w projekcie oraz zadowoleniem uczestnikéw.
Eksperyment grupowy, polegay na pracy w symulowanym projekcie, pokazaipreferencje oséb badanych
nie przektadaly gina ich rzeczywiste zachowania. Zgodnie z przevadiami cztonkowie grup zaydzanych
partycypacyjnie byli bardziej zadowoleni z wykongyeh zada a ich nastroj po eksperymencie byt lepszy ni
grup zarzdzanych autorytarnie. Czionkowie grup zglzanych autorytarnie byli mniej zadowoleni oraz
zanotowali obrienie nastroju. Wbrew oczekiwaniom nie zanotowatatnigch rénic pomedzy efektywniiq
obu stylow zarzdzania.

Nowy Sqcz Academic Review, 2009, nr 5
a scientific journal published by Wyzsza Szkota Biznesu — National-Louis University.
The journal is devoted to the current topics of management and related fields.
www.nsar.wsb-nlu.edu.pl
ul. Zielona 27, 33-300 Nowy Sacz 83



NOWY SACZ ACADEMIC NNl

TRUST TOWARDS MANAGERS, PERCEIVED
MANAGERIAL RESPONSIBILITY AND
INDIVIDUAL EFFECTIVENESS: EXPLORING
ORGANIZATIONAL OUTCOMES OF TRUST
BELIEFS

Piotr ProkopowicZ’

Abstract
Trust has become a very useful explanatory deviagdanizational science. This paper presents dadfies
the current psychological debate on trust, verities Integrative Model of Organizational Trust metnatural
organizational setting, suggests perceived respilitgias additional trust antecedent and analy#es possible
influence that trust towards managers has on enggdogngagement and performance. The results imply th
among trust antecedents, perceived managerial lmd@ese and integrity influence trust towards mamnage
heavily, while perceived ability of managers hadstantial impact on employee work engagement. The
possibility of distinguishing domain-general trastd domain-specific confidence as separate asmpédtsist is
discussed.

Keywords: trust, responsibility, individual effectivenessdustrial and organizational psychology

Introduction

Trust has become one of the most popular concepedial sciences during the last
three decades (e.g. Luhman, 1979; Sztompka, 1988; IFukuyama, 1994; Rotter, 1980;
Bateson, 1988). This influence is especially apmiaire organizational psychology in general
and, more specifically, in studies on organizatioeffectiveness. Complex theoretical
frameworks have been developed and redevelopedblyatieorist and business practitioners
in order to describe trust as one of the most itamby if not the most important, assets of
contemporary business (Levering, 2000; Covey, 2@ifhioorman, Mayer & Davis, 2007,
Rouseau et al., 1998, Sitkin & Pablo, 1992, Mayeale 1995; Robinson, 1996). Numerous
research programs and studies have tried to phatehere is a direct link between trust and
organizational effectiveness (e.g. Levering, 20@@yer & Gavin, 2005; Davis et al., 2000).
Is this interest in trust legitimate? Can trust dmnsidered the ultimate resource that an
organization can create, sustain and employ inrdodmaximize its performance?

This paper shall be an attempt to indicate thatemnust has become a very useful
explanatory device in organizational science, msiories of trust still tend to ignore
important facets of trust beliefs in organizatiobsinging both conceptual and empirical
confusion into an already disorganized field. Whileeoretical and empirical body of
knowledge suggests that trust, construed as aiomdaip-specific cognitive model
individuals hold about other individuals regardihgir cooperation-relevant dispositions (e.g.
Dietz & Hartog, 2006), influences substantially thecome of every group-based activity, it
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is still to be established what conditions mustfudélled in order to distinguish trust from
other types of beliefs and behaviors.

The purpose of this paper is threefold. Firstlyisito present and clarify the current
debate on trust, relating it to the fields of cdigei sciences and philosophical anthropology.
Secondly, it is to verify the Integrative Model ©fganizational Trust, (Mayer et al., 1995) in
the natural organizational setting, possibly sumgeting it with additional dimension of
perceived responsibility. Finally, it is to analylee possible influence that trust and its
antecedents have on individual engagement andrpaafce.

What is trust?

Even though the literature on organizational tmeshains dispersed (e.g. Dietz &
Hartog, 2006; McEvily et al., 2003), there is a sekey papers and reviews that attempt to
identify the essence of trust (Rotter, 1967, 19@@yer et al., 1995, Rousseau et al., 1998;
Butler, 1991). In order to construe the currentestaf debate on organizational trust, it is
necessary to recapitulate them briefly.

In psychology, trust has been traditionally regdrde a dispositional trait. The main
proponent of this approach was Rotter (1967), whohis seminal work described
interpersonal trust as a generalized expectanoyhalrs' reliability. Rotter (1980) argues that
people differ in their propensity to trust othe@ther authors, who followed Rotter's
argument, agree that socio-economic factors l#edkperiences, personality types, cultural
background, and education determine one’s propetusttust (Mayer et al., 1995). As for the
role of context, according to Rotter, unfamiliarvieanmental circumstances cause the
influence of trusting dispositions to rise (RottE280).

Rotter's approach proved effective in measuring tfet-like aspects of trust.
Nevertheless, organizational psychology abandortesl perspective in favor of more
situational, contextual and interactive approachlesving some aspects of Rotter's
interpersonal trust and describing it as cautiorprapensity to trust (see: Rousseau et al.,
1998; Mayer et al., 1995; Schoorman et al., 200g majority of definitions of trust in
modern organizational science and psychology focusust as a specific set of beliefs about
partner's dependability (McAllister, 1995; Dirk99B), integrity and good will (Robinson,
1996, Cook & Wall, 1980), as well as competencestivi, 1993). Nevertheless, a large
number of theoretical and empirical perspectivevdethe field disorganized and call for a
paradigm-like solution to advance the researchrgarozational trust.

Integrated Model of Organizational Trust

Due to the chaotically increasing number of pubiares related to trust, it is important
to recognize an appealing effort in organizatis@énce to clarify the most important issues
in the field (Mayer et al., 1995). The integrativeodel of organizational trust (IMOT),
created and refined by Mayer et al. (1995; Schoaretaal., 2007) constitutes the basis for
this paper. It is the first fully relational appotato trust, focusing on organizational trust
between two parties: a trusting party (trustor) anphrty to be trusted (trustee). This unique
relationship-specific boundary condition is whatkes IMOT approach especially useful for
this paper as it focuses on the relationship betveseployees and managers.

By the definition proposed by Mayer et al. (1998)st is “a willingness of a party to
be vulnerable to the actions of another party basedhe expectation that the other will
perform a particular action important to the trusioespective of the ability to monitor or
control that other party” (p. 712). It is crucia tecognize two important aspects of this
definition. Firstly, trust is not synonymous toksisout is rather a willingness to take risk.
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Secondly, this willingness, as based on the straatiexpectations, is a conative fact, and as
such, is hard to be studied by means of cognitigasurement. It means that while the will to
become vulnerable to other person’s actions isesgmted mentally, it is problematic to
perceive those representations as a direct indicafo further behavioral tendency.
Notwithstanding these limitations, trust expectasioand mental representations of such
willingness described by Mayer et al. (1995) cad simould be studied with the methods and
theoretical background of cognitive psychology.

The definition offered by Mayer et al. (1995) seam®ncompass everything that is
crucial for understanding organizational trust e flact that trust always arises in social
relationships (and as such is embedded in theralitontext of trust situations), involves risk
and something of value for the trustor, allowingagipointment as an outcome (hence the
vulnerability). The integrated character of the mlothkes into account the fact that while
trust is a willingness to become vulnerable, ipreceded by a set of trust antecedents —
propensity to trust and perceived trustworthin@ssli{ding trustee's ability, benevolence and
integrity).

Propensity to trust

In one of the most popular theories of trust ingh&yogy, Rotter defined interpersonal
trust as “an expectancy held by an individual ayreup that the word, promise, verbal or
written statement of another individual or group dze relied upon” (1967, p.651). His
approach treated trust as generalized expectatioost trustworthiness of others, somewhat
similar to psychological trait. In Mayer et al.9@b) model this generalized trait is called
“propensity of trust”, and is understood as a gaheillingness to trust others (Dietz, Den
Hartog, 2006). This dispositional approach, as mdesd earlier, may prove to be interesting,
although, due to its general character, not veejulisn organizational science. It is similar to
Sitkin and Pablo’s (1992) risk propensity, constras “the tendency of a decision maker
either to take or avoid risk”, and is especiallyportant in the initial phase of every social
relationship (Mayer et al., 1995). Of course, progiy is not enough to explain trust beliefs
and behaviors — trust is always relationship-specifhis is to say that in every social
relationship one holds a set of beliefs about washiness of other party that influence and
mediate the initial propensity to trust. Mayer ¢t lest three most important factors of
trustworthiness: ability, benevolence and integrity

Ability

The first aspect of trustworthiness mentioned byéfaet al. (1995), ability, is “that
group of skills, competencies, and characterigties enable a party to have influence within
some specific domain.” (Mayer el al.,, 1995: 717%). IMOT, ability is a key factor for
understanding trust, as it relates to competentiasa person has considering the area in
which he or she is being trusted. To put it simphDietz and Den Hartog's (2006) words,
ability is ,other party’s capabilities to carry ober/his obligations (in terms of skills and
knowledge)” (p. 560).

Similarly to other factors of perceived trustwontbss, ability depends on the context.
One can trust a friend with an important secretabse one knows he or she is good at
keeping them, but it is possible that one will troist him or her with taking care of one's
daughter, as one knows he or she lacks skills ia #spect. In similar fashion, in
organizational context, a CEO can be trusted witkking an important strategic decision
related to the future of the company, but will bettrusted with running a complex analysis
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of the market. Thus, ability, and in consequenastirshould be construed as domain-specific
(Zand, 1972).

Benevolence

According to Mayer et al. (1995), benevolence ise“extent to which a trustee is
believed to want to do good to the trustor, asidenfan egocentric profit motive.” (p. 718).
This area covers intentions and motives of theteérisvhich are crucial to the act of trust.
Although it may seem similar to Rotter’s interperabtrust, it is important to see a notable
difference: benevolence is not a generalized pafdgrtrait of a trustor but observed and
cognitively represented trait of a given trustee,réflects benign motives and a personal
degree of kindness toward the other party, andnaiige concern for their welfare” (Dietz,
Den Hartog, 2006, p. 560). People attributed witfhtbenevolence are perceived as willing
to genuinely engage in the actions to the bené#ttoustor.

Taking that into consideration, it is also impottdo emphasize at this stage of
analysis that benevolence, as defined by Mayen.atl895), appears very similar to the
meaning of trust given by the authors, which matffiaelly intensify the relationship
between benevolence and trust. This possibility el verified and discussed further in the
paper.

Integrity

Belief in other party's competence and good wilesianot cover all aspects of
trustworthiness listed by Mayer et al. (1995). Ap&ntom perceiving the trustee as
knowledgeable and benevolent, one needs to betlsatrdne or she upholds a certain set of
values, cherished by the trustor. As Mayer el 489p) describe, integrity is “trustor's
perception that the trustee adheres to a set fiples that the trustor finds acceptable.” (p.
719) This dimension, related to a value structunaresd by both parties is crucial for
perceived accountability and credibility of thediee. It involves observed consistency in
trustee’s behavior as well as the congruence afiegllt encompasses “honesty and fair
treatment, and the avoidance of hypocrisy” (Di®t&n Hartog, 2006, p. 560).

Analyzing the notion of perceived integrity, Die2en and Hartog (2006) seem to
assume that values of honesty and fairness arensaivand, in consequence, treat them as a
hallmark of the dimension. In this paper, as fbisused specifically on relational character of
trust, integrity is treated more closely to thegoral definition by Mayer — as a degree of
accordance between trustee’s and trustor’s values.

Interrelationship of trustworthiness factors

These three factors of trustworthiness — abilitgndvolence and integrity — allow
Mayer et al. to formulate one of the main proposisi related to the model: “Trust for a
trustee will be a function of the trustee's perediability, benevolence, and integrity and of
the trustor's propensity to trust.”(1995, p. 720)

The three basic factors of organizational trust ehaar considerable rate of
independence: ability, benevolence and integrihgugh related, are separable and can
change independently (Mayer et al. 1995, p. 728)trust is relationship-specific, one can
imagine situations in which a benevolent and exgmeed manager cannot be trusted due to
lack of knowledge in some area or, on the othedhanfirst-class professional cannot be
trusted because of his lack of integrity or good teward the trustor. All those three factors
are the basic building blocks of trust. In the aush words: “If ability, benevolence, and
integrity were all perceived to be high, the trestgould be deemed quite trustworthy.
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However, trustworthiness should be thought of asrainuum, rather than the trustee being
either trustworthy or not trustworthy. Each of theee factors can vary along a continuum.”
(1995, p. 721) In situations where the levels effédctors are not very high or vary, “whether
or not the employee will trust the manager depengsrt upon the employee's propensity to
trust.” (1995, p. 721)

Further development of IMOT

The emphasis that Mayer et al. (1995) put on theiomal character of trust implied
that trust varies across relationships and witleirspn — this premise has been accepted by the
papers and research that followed. The meanindpefrale of context, risk and control on
trusting behavior has been further analyzed inpeppublished in 2007 by Schoorman et al.
Other refinements of the model has been proposeddny (see: Dietz, 2006)

One of the most interesting arguments for addirggteer dimension of trustworthiness
has been made by Cunningham and McGregor (2000)Vasitra (1996). They argue that
perceived predictability or reliability is not inded in dimensions offered by Mayer et al.
(1995). This approach appears to be problematicstljndbecause of the misguided
understanding of the nature of interpersonal @t it enforces mechanical framework on
relationships that have clear volitional characteven if it were possible to predict other
party's behaviour entirely (that means the highpsessible level of reliability and
predictability, as proposed by Cunningham and Mg8re2000, and Mishra, 1996), it would
not imply the situation of complete trust. If ore gertain that other party is a notorious
wrongdoer, one will not take risk with him or hatthough the wrongdoing is something to
be predicted. Other person’s behavior might alsgtaslictable on the grounds of brutal
control, but that excludes the possibility of trastwell. This is why responsibility (Wojtyla,
1994), as a dimension considered with the consigtém acting freely based on the value-
based obligation towards trustor is to be prop@sed supplement for IMOT.

Trust and responsibility

According to definition provided by Mayer et al.9@b), trust beliefs and behaviors
can only exist if the trustor believes that thestee is free to make his or her decisions, has
real impact on trustee's situation and upholdsasedystem of values. This set of factors is
characteristic for, but not exclusive to, situatmhhuman act (Wojtyta, 1994), especially in
the context of individual responsibility. While is possible to treat responsibility as a
psychological concept, psychologists usually do oprationalize it for research and prefer
to use the construct of self-efficacy (Bandura, 7,91P92) for describing “the belief in one’s
capabilities to organize and execute the courseactbn required to manage prospective
situations” (Bandura, 1995, p. 2). The main flawtto§ approach it that it is purely cognitive,
without the necessary link to “the real impact” @mparticular domain. In order to find that
link and understand the role of responsibility nust situations, one can refer to the
philosophical concept of human act and its conoastiwith notions of responsibility, applied
in the context of organizational psychology.

Wojtyta describes the concept of personhood stemrftom the basic experience of
human existence — human act. An act, a philosopluoacept that could be defined
psychologically as a behavior subjectively expargghas free and self-determined, is truly
possible only in the situation when a person haga choice and is conscious of the
difference that choice makes in the world (StoBkipkopowicz &Zmuda, 2008). Freedom —
given in the elementary cognitive experience otéh — | don’'t have to” — is an obvious
precondition of an act. The qualitative differefetween the experience of human acting and
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something’s acting in human is given in the monudréfficacy — the experience of “I am the
doer of this” (Stocki, Prokopowicz &muda, 2008)

Efficacy is a notion that connects directly expece of acting to responsibility. A
person is responsible for something only if he be £an influence something or is a
conscious doer of something. It is important to bagize that responsibility is not a relation,
let alone social relation — it is an intra-persomalgnitive fact. A person can be responsible
because he or she is response-able, has a wiikthhte to respond to values. Furthermore, a
person is responsible for something or someoneidbaiso responsible to something or
someone, and that relationship can be only fornaeed on obligation stemming from values
and experiencing others as selves, as persons.

Given the fact that responsibility is a subjectiirgra-personal phenomenon, in the
context of interpersonal relations it has to belymesl as perceived responsibility. In this
study, responsibility will be understood as a pieexd consistency in acting freely based on
the value-based obligation towards trustor. As sutdls ignored by Mayer et al (1995), and
should be included in the comprehensive model latiomal trust. Perceived responsibility of
trustee will be analyzed as one of the dimensi@usli{ional to ability, benevolence and
integrity) of trustworthiness that is expectedrtfiuence trust towards trustee. Furthermore, in
order to deepen the understanding of the role respiity plays in trust relations, a
qualitative method for analyzing the perceptionna@nagerial responsibility needs to be
employed. The method most suited for representiegrélationships of concepts is concept
mapping (Novak and Cafas, 2008). This methodolbgpproach shall be described in
details further in the paper.

Trust and effectiveness

The relationship between trust and effectiveness Ieen verified in numerous
studies. The source of the link has been identifiecbst reduction (Bromiley & Cummings,
1995), collaboration and cooperation (Roberts & €, 1974) or engagement and
performance (Friedlander, 1970; Dirks, 1999). Truss also been connected to
organizational citizenship behaviors (McAllisteQ9b; Podsakoff, MacKenzie, Moorman &
Fetter, 1990; Robinson, 1996) and effort (e.qg. lidfils & Karau, 1991). It is still not clear
whether this influence is direct or moderating KBjr 1999), but this investigation goes
beyond the scope of this paper.
The relationship between trust and high performdme® been suggested by many authors
(e.g., Bromiley & Cummings, 1995; Butler, 1991; Mkgter, 1995) - attempts to link trust to
effectiveness are as old as the reflection on.tRstter (1967) claimed that there is a direct
link between trust and effectiveness. He believed efficiency, adjustment and survival of
social groups depended upon the presence of ®06¥( p. 651). Lately, more psychologists
have been interested in team performance and (udts, 1999; Costa, Roe and Tailleu,
2001; Kiffin-Petersen, 2004). Moreover, perceiveakkt performance has been found
correlated with more objective measures and relakip continuity (Smith & Barclay, 1997).

What is even more relevant to this paper is thatigeiship between trust in
management and performance. This link has beeyzathby Mayer and Gavin (2005). Their
study suggests that trust in management is dirgelited to employees’ ability to focus
attention on value-producing activities. Similarlpavis et al. (2000) find that trust is
significantly related to sales, profits and empyeirnover in the restaurant industry;
managers who were either more or less trustedrddfsignificantly in perceptions of their
ability, benevolence and integrity.
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Managerial Trust and Responsibility Scale (MTRS)

Trust is a cognitive aspect of social interactietween two parties, in which free will,
consideration of risks, as well as responsibility & given action, are concerned. In the
relational theory of trust, which currently domiesitthe field of trust research, there are two
major factors to be distinguished: the propensitytrust (a trait-like feature of every trust
relationship) and the trustworthiness of the treigtelationship-specific perceptions about the
trustee). While both of them are important to ustherd the dynamics of every trust relation,
trustworthiness is key to both organizational asialyand intervention, as it relates to possibly
modifiable aspects of relationships. Perceived itghil benevolence, integrity and
responsibility of a trustee should be measured rdoogly in order to determine their
interrelation and influence they have on trustdfeland behaviors.

To measure trust and its antecedents, a survegthar similar methodology that taps
into the person's willingness to be vulnerable e trustee” (Mayer et al., 1995:729) is
considered a valid and well examined approach. Meama Trust and Responsibility Scale,
introduced in this paper, is a survey method devisemeasure propensity to trust and its
antecedents defined by Miller et al. (1995), ad a®lresponsibility, as defined in this paper.
The details about the questionnaire will be prodigethe Method section.

Hypotheses
Based on the theoretically supplemented model byeat al. (1995; Schoorman et
al., 2007) it is possible to formulate the follogihypotheses:
» Hypothesis 1: Trust for a manager will be posiyvedlated to manager's perceived
ability, benevolence, integrity, responsibility aiodan employee's propensity to trust
* Hypothesis 2: Job engagement will be positivelgtel to manager's perceived
ability, benevolence, integrity, responsibility aimdan employee's propensity to trust.
* Hypothesis 3: Job performance will be positivelated to manager’s perceived
ability, benevolence, integrity, responsibility aiodan employee's propensity to trust
* Hypothesis 4: Employees’ constructs of managegesponsibility will be connected to
the notions of efficacy, self-determination anduweabased obligation (exploratory
hypothesis)
* Hypothesis 5: Employees’ constructs of manageesponsibility will be closely
associated with trust (exploratory hypothesis).

Method
Participants

40 persons (11 male, 19 female; 10 did not prowtmation about their gender) out
of 53 employees of a training and consulting comngpanok part in the study. Employees
were asked to participate in the study by the mamemt, who was offered a short report after
studies, providing the generalized data about memalgrust in organization. Demographic
structure of the sample is presented in Table d, tae summary of research tools (with
subscale reliabilities) can be found in Table 2.
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Demographics Category Frequency
Male 11
Gender Female 19
Missing 10
<26 3
26-35 14
Age 36-45 6
Missing 17
Education High school 1
Graduate 29
Missing 10
<2 9
From2to5 13
Tenure From 5 to 10 2
Missing 16
Table 2. Research tools used in the study
Questionnaire Author(s) Subscale(s) Crobnach’s Alph
UWES (Utrecht Work Engagement Schaufeli et al. (2002) ) 92
Scale)
In-Role Job Performance Podsal_<of'f and ) 78
Questionnaire MacKenzie's (1989) '
Ability .87
Benevolence .85
MTRS (Managerial Trust and Prokopowicz (this Integrity .81
Responsibility Scale) paper) Propensity to trust 72
Trust g7
Responsibility .8

Measures

The scale for measuring multi-faceted charactenamnagerial trust (as defined by the
Integrated Model of Organizational Trust; Mayerakt 1995) and responsibility (as defined
by Wojtyta, 1994) was constructed in three subsetquséeps. The first step consisted of
conceptualization and operationalization of theedgnated Model of Organizational Trust
(Mayer et al., 1995) and responsibility (Wojtyl®94). In the second step, a number of items
were developed using the Likert format for trusteaedents (Ability, Benevolence, Integrity
and Responsibility), Propensity to trust, and Titsslf, all relationship-specific (employee-
manager). The third step consisted of supplemeritiagnitial subset of items by adapting
modified items from Rotter (1967), Gill et al. (Z)0and Schoorman et al. (2007). The final
scale was constructed as a set of six additivessales, in which high score would indicate
high ability (or benevolence, or trust etc.) in éoyee-manager relationship.
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Ability

Manager’s Ability was measured by 7 additive ite@sonbach's for Ability reached
the level of .87. A sample item for this sub-scae'My manager is very competent at
performing his job.”

Benevolence

Managerial Benevolence was measured by 7 additemsi Cronbach's: for
Benevolence reached the level of .85. One of temstused for this sub-scale is “I am
confident that my manager wants the best for me.”

Integrity
Manager’s perceived Integrity was measured by Gtigdditems, with Cronbach’s
a = .81. A sample item from this sub-scale is “Irgh@y manager's values.”

Propensity to trust

Propensity to trust (Cronbachis= .72 ) was measured by 7 additive items. In an
Integrated Model of Organizational Trust, propgnsit trust is understood as a dispositional
trait, similar to Rotter’s interpersonal trust (X96Miller and Mitamura (2003) make a further
argument against homogeneity of this constructimitey that generalized trust is rather
caution level than trust. Hence, caution levelatationships is probably the closest to what
Mayer et al. (2005) call the propensity to trusts@mple item from this sub-scale is “These
days, you cannot rely on anyone but yourself.”

Trust

Trust towards managers, as defined by Mayer é1985) was measured by 7 additive
items (Cronbach's = .77). One of the items measuring this constiu¢he questionnaire is
“I would be willing to let my manager have completentrol over my future in this
company.”

Responsibility

Trust is a cognitive state of willingness to benarhable in the relationship, and can
take place only if a trusted party is equipped vefficacy, self-determination, and takes
responsibility for his or her actions. This set fattors is characteristic for human act
(Wojtyla, 1994). Perceived efficacy, self-deteratian and responsibility of the manager, as
well as the truth—based communication underlyirgreiationship of both trusting parties, are
measured in this sub-scale of the questionnaim@nliach’sy for this sub-dimension reached
the level of .8. Exemplary items for this facetlut®e: “My manager has a direct influence on
how the company works.”, “My manager avoids makiagd decisions”, and “My manager
always takes full responsibility for his or her taiges.”

Masking questions

A number of items intended to partially disguise flurpose of the Propensity to trust
sub-scale were developed and included in the aquestire. Sample items from this group
are: “l believe I am an optimist.” and “In achiegirsuccess, hard work is usually more
important than natural talent.”
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Subjective in-role job performance

One of the aspects of an individual employee affeness is the manner in which an
employee perceives his or her job performance.rtteroto measure perceived In-role job
performance, Podsakoff and MacKenzie's (1989) itar scale was selected and adapted for
employee self-evaluation. Test items have beersp@sed from third to first grammatical
person, e.g. “This worker always completes theedusipecified in his/her job description.”
has been changed into “I always complete the slideecified in my job description” and
»This worker fulfills all responsibilities requiredoy his/her job” into “I fulfill all
responsibilities required by my job”. All partigépts rated their perceived In-role job
performance on 5-point Likert type scale (from sgly disagree to strongly agree).
Cronbach's: for this sub-scale reached the level of .78.

UWES - Utrecht Work Engagement Scale

Engagement, as defined by Schaufeli et al. (2082)a positive, fulfilling, work-
related state of mind that is characterized by wigaedication, and absorption.” (p. 74).
They describe it as a persistent affective-cogaisitate, not focused on any particular object
of reflection. In order to measure engagement, &eficand Bakker (2003) created a 17-item
UWES (Utrecht Work Engagement Scale) . The scateblean verified in many cross-cultural
studies, proving to be of high validity and religlpi The questionnaire consists of three
additive subscales: absorption, vigor, dedicatAdhparticipants rated their engagement on a
7-point Likert-type scale ranging from O (never)&dalways/every day). Cronbachisfor
UWES reached the level of .92. A sample item frbm sub-scale is “When | am working, |
forget everything else around me”.

Understanding of managerial responsibility

Concept maps are visualization techniques desigteedgraphically represent
relationships (especially causal relations) betwammcepts. Novak and Cafias (2008) define
concept maps as “graphical tools for organizing ampresenting knowledge” (p. 1). In
practice, concept maps usually consist of concaptsrelationship between those concepts,
represented as concept boxes and a line linkingctwaepts. Also, in the version used in this
study, concept maps include words describing tlaioaship, so called linking phrases, that
characterize the relationship between two cond@dpisak and Caras, 2008).

In our analysis propositions, understood as “statémabout some object or event in
the universe, either naturally occurring or congted” (Novak and Canas, 2008, p. 1), created
by participants regarding a given topic, constdutee basic tool of analysis. Propositions
consist of two concepts connected using linking dsoor phrases, forming a meaningful
statement.

In order to analyze participants' understandinghahagerial responsibility, a tool for
drawing and analyzing maps was employed. IHMC Citagls is a free software developed
at the Florida Institute for Human and Machine Qbgn, rooted in traditional cognitive
theories of learning (Novak and Cafias, 2008). énstiudy, all participants were instructed to
use the software and form the concept map arotwedcentral concept of the map:
Responsible manager.

Procedure

All employees (53) of a small training and consticompany were invited to
participate in the study. Subjects were providedhwelectronic versions of a set of
guestionnaires (MTRS, UWES and modified In-role Rdrformance Questionnaire) and
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software for creating a concept map of Responsibinager (IHMC Cmap Tools).
Participants also received detailed instructiorsuakthe nature and order of the study.

In the first part of the research, employees wekea@ to construct a concept map of a
concept of a Responsible manager — all associatammcepts and links that come to their
mind when they think about their experience witspansible managers. Apart from detailed
instructions on how to use the software and etattsal maps, they were also provided with a
sample concept map on “the ideal vacation trip”.

In the second part of the study they were askedilltoout a set of trust and
performance questionnaires. Both maps and fillecestjonnaires were to be sent
anonymously from a created email account to rebeasc address. Participants were not
supervised during the procedure due to the electform of the tools and the specificity of
work environment (it was important for the compatihyat employees had freedom to
participate in the study at work or home, dependingheir preferences).

Results

In the quantitative part of the study three linesgression analyses were conducted.
Coefficients for three dependent variables aregtesl in Tables 3, 4 and 5 (all models were
checked for linearity and homoscedasticity, indeleen variables in each model lacked high
multicollinearity). As the sample is not randompaged significance levels lack their usual
interpretation but are reported here in complianitke social science convention.

Table 3. Coefficients of Linear Regression Model

Unstandardized Standardized
Model Coefficients Coefficients t Significance
B Standard error B
(Constant) 13.473 5.314 2.535 .016
Ability .004 176 .003 .021 .983
Benevolence .33 179 .385 1.85 .073
Integrity .34 A77 .361 1.92 .063
Propensity -.261 153 -.189 -1.706 .097
Responsibility .069 152 .081 0.454 .653

Note. Dependent Variable: Trust

In the first regression analysis Trust was analyasda dependent variable with
trustworthiness dimensions (Ability, Benevolenastegrity, Responsibility) and Propensity
to trust as predictors. These five variables ergldialmost two thirds of the variance (R2 =
.61) in Trust scores, with significance level p091. The most influential predictors were
Benevolencef = .38; p = .07) and Integrity (= .36; p = .06), followed by Responsibility and
Ability, associated positivelyp(= .08; p =0,65 ang = .18; p = .98, respectively), and
Propensity to trusf}(= -.19; p = .1), related negatively to Trust.

Table 4. Coefficients of Linear Regression Model

Unstandardized Standardized
Model Coefficients Coefficients t Significance
B Standard error B
(Constant) 36.08 16.976 2.125 .041
Ability 1.335 .568 .496 2.351 .025
Benevolence -.184 .58 -.092 -.317 754
Integrity .158 .565 .072 .281 .781
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Propensity -.356 492 -.109 -.723 AT75
Responsibility 174 .486 .085 .359 722
Dependent Variable: Work engagement (UWES)

In the second regression analysis Work engagemeortes were regressed on
trustworthiness dimensions (Ability, Benevolenagegrity, Responsibility), and Propensity
to trust. These five predictors accounted for at38% of the variance (R2 = .301) in Work
engagement scores, with high significance levgd ef .035 . Ability was the most powerful
predictor § = .5; p = .03), followed by Propensity to tru§t € -.11; p = 0,47) and
Benevolencefl = -.09; p = .75) — both negatively related to Egegaent — and Integrity with
Responsibility, positively associated with Engagetr(@ = .08; p = .72 anfl =.07; p = .78,
respectively).

Table 5. Coefficients of Linear Regression Model

Unstandardized Standardized
Model Coefficients Coefficients t Significance
B Standard error B

(Constant) 21.535 3.677 5.857 .000
Ability 132 121 .275 1.092 .284
Benevolence -.018 129 -.052 -.143 .888
Integrity .096 121 .249 .795 433
Propensity -.103 .104 -.176 -.994 .328
Responsibility -.057 .100 -.159 -.573 571

Dependent Variable: In-role job performance (PODS)

In the third regression analysis In-role job parfance was regressed on
trustworthiness dimensions (Ability, Benevolenagegrity, Responsibility), and Propensity
to trust. These five variables accounted for abmng eighth (R2 = .129) in In-role job
performance scores with significance level p = .583lity (B = .27; p = .28) and Integrity (
= .25; p = .43) were the most influential predistof In-role job performance, followed by
Propensity to trusf}(= -.17; p = 0,33), Responsibilitp & -.16; p = .57) and Benevolende (
=-.05; p = .89).

Exploratory analysis of concept maps

The quality of concept maps submitted by the piadiats render both the quantitative
and qualitative analyses of the relationship betwaenderstanding of managerial
responsibility and trust towards managers diffic@nly 14 maps have been elicited and
submitted by the participants, and those submitieds differ substantially not only in
complexity, but in the quality of the data and ustending of concept maps specificity -
sample concept maps are presented in Figures 2.and
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Figure 1. Sample concept map regarding “Responsibleager”
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Nevertheless, an effort to reconstruct organizaliperception of responsible manager
has been made by comparing the understanding ofageaial responsibility by the
participants with the basic notions of Wojtyta’®@¥) concept of responsibility and the facets
of Integrated Model of Organizational Trust by Mawt al. (1995). Sample propositions
involving Responsible manager are listed in Table 6

In order to analyze the character of the maps,q®itipns have been classified in the
categories of IMOT’s Ability, Benevolence, Integriand Trust, as well as Wojtyta’s
Responsibility. Benevolence, Integrity, and Trustrev categorized using the definitions
provided by Mayer et al. (1995), Responsibilitysing Wojtyta’s (1994) perspective, while
Ability, as related in the context of this studyn@nagerial competencies, was characterized
by the inventory of managerial skills listed by @ama & Garcia-Lombardia (2005).

Table 7. Categories of Propositions Regarding Besponsible Manager”

Category Propositions Perc. Accum. Perc
Ability 41 51.25% 51.25%
Benevolence 5 6.25% 57.50%
Integrity 5 6.25% 63.75%
Trust 3 3.75% 67.50%
Responsibility 12 15.00% 82.50%
Others 14 17.50% 100.00%

As indicated in Table 7, more than a half of pmipons (51.25%) related to the
concept of “Responsible manager” have been categpbias reflecting managerial skills and
abilities. Those include propositions like “Respbites manager has business awareness”,
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“Responsible manager means that they control tbeiotions” or “Responsible manager
motivates individuals”, falling into basic leadeshcompetencies listed by Cardona &
Garcia-Lombardia (2005). Significantly fewer propiosns have been categorized as
Benevolence (e.g. “Responsible manager cares ahdardinates”, 6.25%), Integrity (e.g.
“Responsible manager is fair”; 6.25%) and Trusf.(BResponsible manager is trustworthy”;
3.75%). Propositions categorized as “Others” did fial into any of the categories (e.qg.
“Responsible manager is usually somebody | like7.5%). Category “Responsibility”
signified propositions related to efficacy, seltetenination, obligation and those close or
synonymous to “Responsible manager”, such as “Resple manager is responsible for
achieving goals” or “Responsible manager is resjptsdor results”. 15% of concepts fell
into this category.

Discussion
Determinants of trust

In course of testing the relationship of trust aatkents and trust beliefs (assumed in
Hypothesis 1) an interesting pattern emerged. Re@eBenevolence, understood as good
will of a manager, along with Integrity, that istor her fairness and honesty, influenced trust
beliefs heavily compared to Ability and Respondgipilwhich had minimal impact on the
willingness of employees to become vulnerable ia tklationship with their manager.
Propensity to trust, a trait expressing employegereralized trust, was related slightly
negatively to trust.

There is a possible interpretation of this resudttgrn. Firstly, benevolence, as
described earlier, is related closely to trust lweotetical level — while trust is understood as
willingness to become vulnerable, and benevolescpeaceived good will, it is possible to
observe their direct dependence. If a person ledi¢lwat another person has good intentions
toward him or her, it is natural that he or she lddoe more willing to trust that person.
Perceived integrity utilizes similar link — a trast upholding strong ethical values will be
generally more likely to act in favor of a trustben a person of low integrity. However, the
connection is not that clear when it comes to Ap#t out of all trust antecedents, whose
predictive power was tested in the study, it ishatay the most domain-specific facet of trust
beliefs.

This context-dependence is probably the cause afl smpact that perceived Ability
had on Trust in the study. In the questionnaireplegees were asked about competencies of
the manager as a manager, that is his skills idels&ip, business and management, while
questions related to Trust focused on more germspects of the relationship, like the
willingness to give the manager complete contr@rawne’s future in the company. In further
studies, two possibilities could be pursued: sdpgyadomain-general and domain-specific
aspects of Trust or transforming dimension of Trbgt adding more domain-specific
questions related to Trust.

Work engagement

An entirely different set of factors accounting tbe variance of Work engagement
emerged in the test of Hypothesis 2. It seemspbateived Integrity and Benevolence of a
manager, having substantial impact on Trust towandsagers, have minor impact on the
effort employees put in their jobs. One variableowimg a clear connection to Work
engagement was Ability, that is, in the contextlio$ study, leadership competencies of the
evaluated manager (Cardona & Garcia-Lombardia, 2005
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This might seem counterintuitive, as perceived cetaqmcies could be expected to
have lesser impact on individual effort than e.gn®volence, connected with acceptance and
good will. The possible explanation behind it nmeythat motivating people and providing
them with the engaging work conditions is widebrgeived as being a part of a manager’s
job description.

Different patterns of relationship between trustteaadents, Trust and Work
engagement may suggest the possibility of a neweegatual framework of trust. It may be
possible that trust (understood as the willingnesdecome vulnerable) and confidence
(understood as the belief that the trustee haainetbmpetencies needed for consistent and
successful task completion) may be distinguishedourse of research and analysis as two
separate constructs. This has been indirectly sigdéy Rousseau et al. (1998). According
to them, trust “is a psychological state that mestg itself in the behaviors towards others, is
based on the expectations made upon behavioresé ththers, and on the perceived motives
and intentions in situations entailing risk for tredationship with those others.” (1998, p.
228). When accepting this definition of trust, & possible to eliminate Ability as an
antecedent of trust, distinguishing domain-gengtat (as defined in IMOT) and domain-
specific confidence (based on the notion of prafesdism and predictability) as two separate
phenomena.

In-role Job Performance

In the third regression analysis In-role job parfance was analyzed as a dependent
variable with trustworthiness dimensions, and Pngpig to trust as predictors. These five
variables showed to account for comparatively l@st pf In-role performance scores. Weak
explanatory power of the model is directly the pradof small variance in the results of In-
role job performance subscale.

Poor quality of In-role job performance data is mlisely connected to the self-
appraising character of the subscale. Small vagiapic results concentrating around the
highest scores suggests that self-evaluation ofpgiormance might lead to biases in the
evaluation process. In further studies, more oljecheasurement of job performance should
be applied.

Responsible Manager

In none of the analyses conducted in the study é&tesbpility had any significant
relationship with dependent variables. It seems tiegther trust nor work engagement are
influenced by the perceived efficacy, self-deteration and value-based consistency of the
manager. It is possible that this result is causgdimilar understanding of Responsibility
and Ability by the participants.

This argument is supported by the qualitative aialyf propositions related to
Responsible manager that were elicited by the qpatnts. For the majority of subjects, the
main associations with managerial responsibility alosely connected to leadership
competencies, as described by Cardona & Garcia-hotd (2005). These results suggest
that employees did not represent a deep unders@noii responsibility, focusing on
describing “ideal manager” and not “responsible aggn”. Furthermore, focusing on skills
may suggest that perceived responsibility, simjlaslability, is domain-specific.

Conclusions
The general findings of the study indicate the ssitg of further investigation of the
key elements of trust beliefs. It is important émember that the study, while conducted in
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the natural setting, concentrated only on trustiebel and subjective indicators of
effectiveness. In order to study trust in naturalinment, more behavioral aspects of trust
should be included, answering the fundamental gquesgiosed by the study: Are people truly
willing to trust those who they perceive as benemblnd ethical rather than competent and
responsible?

One of the findings of the study that appears tchéael to comprehend within the
framework of IMOT is the consistently negative telaship of Propensity to trust and
dependent variable such as Trust, Work engagemauhti@role job performance. This
finding, along with the more domain-specific role perceived responsibility in trust still
needs to be analyzed.

The results of the study suggest the possibilitardlyzing domain-general trust and
domain-specific confidence as two separate themaetionstructs. While perceived integrity
and benevolence clearly influence trust relatigmshigeneral, trustee’s ability and possibly
responsibility, seem to influence only domain-speaspects of interpersonal relationship.
The former should be understood as trust, accorirggfinition by Mayer et al. (2005), the
latter should be construed as confidence. Thisrétieal framework could explain different
influence trust and confidence have on employeagament and performance and would
possibly bring more order to the diversified fieldtrust research.

Trust, as a complex variable, has a potential foplaning a vast variety of
organizational behavior. Traditionally it has bes@d mainly to explain team and individual
effectiveness in organizations. While the studyidatés a promising way of orchestrating
that, it is important to remember that neither troner effectiveness are one-dimensional
constructs. Each of their aspects deserves deepdyses and a place in the integrated
framework of organizational trust.
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Abstrakt
Zaufanie to jedno z najbardziejydiecznych pef eksplanacyjnych w naukach o organizacji. Artykeizentuje i
wyjasnia stan wspétczesnej debaty psychologicznej natteaufania, poddaje weryfikacji Integracyjny Model
Zaufania Organizacyjnego w naturalnym kogti& organizacyjnym, sugeruje postrzegaydpowiedzialné’
jako dodatkowy warunek zaufania oraz analizujezliwy wpltyw, jaki zaufanie do mensdéw ma na
zaangaowanie i poziom wykonania pracownikdw. Wyniki pstadione w artykule sugeryjze pcarod
wszystkich antecedenséw zaufania, postrzeggmaliwg¢ i integralngi¢ moralna menetbréow wplywa
najmocniej na zaufanie do nich, podczas gdy ichirpegany poziom umighasci wplywa najbardziej na
zaangdowanie pracownikéw. W artykule zaproponowane zestgirowadzenie rozt@ienia megdzy dwoma
aspektami zaufania do megeddw: ogélnodomenowym oraz domenospecyficznym.
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