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 Abstract:  Hershenson suggests that counselors should devote more attention to work adjustment problems and recommends a systems model for counselors to use in conceptualizing the development of work adjustment and work adjustment problems and in formulating strategies of intervention to address these problems.

Ever since (and quite possibly because of) Frank Parsons's (1909) seminal work, Choosing a Vocation, the field of career counseling has focused primarily on career choice. Even though career choice is now recognized as a longitudinal process rather than the discrete event that Parsons conceived it to be, and even though contemporary career patterns involve multiple choices over the life span; it is still the case that over the course of their lives, most people spend much more of their career working a a vocation than they spend choosing it. The issues involved in working at a vocation, however, have received disproportionately little attention in career counseling theory and practice. The only place that these issues have elicited significant attention is in relation to the career behavior of persons with disabilities, for whom career choice has traditionally been more restricted and, therefore, less central a concern (Conte, 1983, Osipow, 1976). 

In his review of the career counseling and development literature, Salomone (1993) indicated that "there are at least two important models of work adjustment (Dawis & Lofquist, 1984; Hershenson, 1981; Lofquist & Dawis, 1969) that have value to career counselors as they help their clients adapt to new work or school environments" (p. 108). Although both of these models were originally developed within a rehabilitation counseling context, both were intended to be equally applicable to persons without disabilities. The Minnesota theory of work adjustment (Dawis & Lofquist, 1984; Lofquist & Dawis, 1969) follows a Parsonian trait-and-factor approach, matching abilities with job requirements and personal needs and values with reinforcers available in a particular work environment. Hershenson's (1974, 1981; Hershenson & Szymanski, 1992) model of work adjustment takes a developmental approach, following in the orientation of Ginzberg, Ginsburg, Axelrad, and Herma (1951), Roe (1956), and Super (1957). Salomone (1993) concluded that, "Until an inclusive model of work and school adjustment counseling is articulated, Hershenson's paradigm can be considered an excellent beginning" (p. 109). Therefore. an adaptation of Hershenson's model will be presented here, along with its application in counseling on issues of work adjustment. 

HERSHENSON'S MODEL 

Hershenson's model of work adjustment (Hershenson, 1974, 1981; Hershenson & Szymanski, 1992) posits that work adjustment is the interaction among three interacting domains (or subsystems) within the person and the person's work environment. The three subsystems within the person develop sequentially, each largely shaped by a particular, stage-specific environment. The first subsystem to develop is the work personality, which consists of the person's self-concept as a worker, the person's system of work motivation, and the person's work-related needs and values. Work personality develops focally during the preschool years, under the influence of the family. Next to develop, during the school years, is the subsystem of work competencies, which consists of work habits, physical and mental skills applicable in work, and interpersonal skills applicable in the work setting. Work habits include such behavior patterns as promptness, neatness, and reliability. Work-related interpersonal skills include responding appropriately to supervision and getting along with coworkers and others encountered in the work setting. Work habits, physical and mental skills, and social skills are the focus of development during the school years, when one receives feedback on one's strengths and limitations. As the person prepares to leave school and enter the world of work, the third subsystem, work goals, becomes the focal area of development. Work goals are at least partially influenced by the person's peer group or reference group. When developed, work goals should be clear, realistic, and consistent with the person's work personality and work competencies. 

The level of development reached by each subsystem sets a limit on how far the succeeding subsystems can develop. As they develop, however, these three subsystems establish a dynamic balance, so that changes in one subsystem will usually precipitate changes in one or both of the others. Thereby, levels of earlier developing subsystems can be retroactively changed, thus permitting later developing subsystems to change accordingly. For example, the feedback one receives about one's competencies in school may lead the person to modify the self-concept as a worker initially formed during the preschool years. Thus, the child raised by an overprotective family may have developed an omnipotent self-concept as a worker that has to be lowered in light of his or her performance at school, or the child raised by a rejecting family may have developed an inferior self-concept as a worker that has to be raised in light of his or her school performance. These changes, in turn, will affect how work goals develop. Finally, note that the family, school, and peer or reference group environments, although separate entities, are not totally independent of each other: the geographic, economic, and social position of the family generally determines the school the child attends, and the school frequently provides the peer group or the reference group. 

Research on persons with and without disabilities from a wide range of socioeconomic levels (Hershenson & Langbauer, 1973; Hershenson & Lavery, 1978) has supported the existence of the three subsystems described earlier, their structure (e.g., that work competencies include work habits, physical and mental skills applicable in work, and work-related interpersonal skills), the posited sequence in which the three subsystems develop within the person (that is, work personality first, work competencies second, and work goals third), and the thesis that the level of development of each subsystem is limited by the level reached by the subsystem preceding it in developmental sequence. 

Work adjustment involves the interaction between the subsystems in the person and the work setting. The work setting includes three elements: the organizational culture and behavioral expectations, the job demands and skill requirements, and the rewards and opportunities available to the worker. Work adjustment consists of three components: work role behavior (involving acting appropriately to one's position in the work setting, which is primarily related to work personality in the person and the behavioral expectations of the work setting), task performance (involving the quality and quantity of one's work output, which is primarily related to work competencies in the person and the skill requirements of the work setting), and worker satisfaction (involving gratification resulting from one's work, which is primarily related to the work goals of the person and the rewards and opportunities in the work setting). 

Although the most likely interactions have been suggested, the relationship between subsystems of the person and elements of the work setting can be highly complex. It is possible for work personality, work competencies, or work goals to interact with any of the elements of the work setting and thereby affect any of the components of work adjustment. For example, a problem with work role behavior may stem from poor work habits (part of work competencies) or misdirected work goals rather than from work personality. Similarly, a problem with task performance may reflect a conflict in work goals or a problem with the person's system of work motivation (located in the work personality) rather than a deficit in work competencies. 

A SYSTEMS ADAPTATION 

Dobren (1994) criticized Hershenson's model for its failure to specify environmental and contextual variables and suggested that a systems approach (Von Bertalanffy, 1968) could better encompass the complex factors and their interactions that comprise work adjustment. Based on this evaluation, an adaptation of Hershenson's model to a systems format has been developed, with the aim of more clearly specifying the environmental aspects of the model and their interactions. This adapted model is presented in Figure 1. (Figure 1 omitted) The particular systems approach used here follows Bronfenbrenner's (1979) model of "a set of nested structures, each inside the next, like a set of Russian dolls. At the innermost level is...the developing person" (p. 3). 

As seen in Figure 1, within the person are the three sequentially developing, interactive subsystems of work personality (WP), work competencies (WC), and work goals (WG). The dynamic balance among these three subsystems is represented by the short, double-headed arrows connecting these subsystems. Work adjustment consists of the interaction between these subsystems and the work environment, the fourth ring from the center. The three components of work adjustment, work role behavior (RB), task performance (TP), and worker satisfaction (WS), are represented by solid, single-headed arrows. Each component is connected to the specific subsystem within the person and the specific element of the work setting to which it is primarily related. The location of the head of the arrow indicates where that component of work adjustment is assessed (RB and TP in the work setting; WS in the person). 

Located between the person and the work setting in Figure 1 are the three environments that largely shape the development of the three subsystems of the person: first, the family, which principally affects the development of work personality; next, the school, which primarily affects he development of work competencies; and next, the reference group, which primarily affects the development of work goals. These effects are shown by dashed lines. By moving outward from family to school to reference group to work setting, the model indicates the sequence in which the person is primarily influenced by each environment. 

After the person enters the work setting, these three formative environmental systems continue to influence work adjustment. As the person matures, the family system expands into the person's living system, which generally continues to include the family of origin (or its internalized, residual influences) but may now also include a mate, children, or significant others with whom the person lives. Even after leaving school, the person must continue to learn to adapt; so learning, including both formal and informal learning, remains an active factor in work adjustment. The person's friends and social contacts, which had earlier influenced the person's work goals, continue as the person's expanded socialization system. These continuing influences are represented on the first three rings in Figure 1 as the living, learning, and socialization systems, respectively (Anthony, Cohen, & Farkas, 1990). The passage of the three long, solid arrows through these intervening rings indicates that the person's family-living system, lifelong learning, and reference group socialization system can affect each of the components of work adjustment. At the same time, as Bronfenbrenner (1979) and Mortimer and Borman (1988) noted, one's work adjustment also reciprocally affects one's family, learning, and socialization systems. Thus, work problems may lead to family discord or to withdrawal from one's social relationships. as well as the other way around. 

The outermost ring in Figure 1, the cultural and economic context, includes the cultural and subcultural contexts within which the person, the family, and the person's social and work relations take place and within which the person learns work-related behavior patterns and develops career goals and expectations. This outermost ring also includes the economic conditions that affect the person's career options and prospects. This ring is what Bronfenbrenner (1979) called an exosystem, that is, "one or more settings that do not involve the developing person as an active participant but in which events occur that affect the person " (p. 237). 

COUNSELING FOR WORK ADJUSTMENT 

In counseling for work adjustment, the counselor focuses on the relationship between the person (the center of Figure 1) and the work setting (the fourth ring in Figure 1). In examining this relationship, the counselor and client must also come to understand the effects of the intervening systems of living, learning, and socialization on this relationship, and the effects of the cultural and economic context on all the constituent elements (including their effects on the counselor's perceptions and practices). Thus, the first task for the counselor is one of comprehensive assessment; and the first part of that assessment is to determine whether the work adjustment problem is primarily one of work role behavior, task performance, worker satisfaction, or some combination of the three. 

If the person's problem is with work role behavior (for example, harassing coworkers, continually fighting with customers, or refusing to take initiative), the counselor and the client would look first at the work personality subsystem within the client and its interactions with the organizational climate and behavioral expectations of the work setting. In evaluating any problems in these interactions, the counselor and the client must also examine the effects of the living, learning, and socialization systems on these interactions. Similarly, for problems with task performance (that is, inadequate quality or quantity of work output), one would look first at the person's work competencies as related to the job demands and skill requirements of the work setting and then at the effects of the intervening systems on this relationship. Likewise, worker satisfaction problems involve looking first at the client's work goals as related to the rewards and opportunities offered by the work setting and then at the effects of the intervening systems. In all cases, one must also consider the effects of the cultural and economic context on all of the systems. 

Once he nature of the problem is accurately and fully understood, the intervention should follow directly. If the problem is one of work role behavior, it must be determined whether the source of the problem is in the person's self-concept as a worker, work motivation, or work-related needs. Is the problem in the person's lack of knowledge or skills to conform to appropriate work role expectations, or does the problem result from inappropriate expectations for employee behavior made by the work setting? If the problem is located in the person's work personality, one-to-one or group counseling is called for as an intervention. If the problem results from lack of knowledge or skills, a psychoeducational approach including skill training should be used. If the problem is in the work setting, assertiveness training for the client or advocacy on behalf of the client to the employer should probably be used. 

If the problem is one of task performance, one must determine whether the client possesses the work competencies required by the job. If the client does no, then training in these competencies must be arranged. If the client possesses the requisite competencies, then, is the problem the client's inability to implement them or is it that something in the work setting is creating physical or emotional barriers to implementation? If it is the former, counseling is called for; if the latter, advocacy. 

If the problem is one of worker satisfaction, one must assess the appropriateness and relevance of the client's work goals to the rewards offered by the work setting. If possible, one should try to bring these factors into compatibility (by values clarification, counseling, or advocacy). If the two factors cannot be made compatible, then finding a work setting that offers greater compatibility may be necessary. 

Additionally, in each situation, one must take into consideration the effects the client's living, learning, and socialization systems have on the problem. In examining each system (also including the work setting and the cultural and economic context), four aspects must be considered: (a) the values and attitudes the system transmits, (b) the behavioral expectations it presents, (c) the resources for resolution of the problem it offers, and (d) the barriers to solution of the problem the system presents. These four aspects of each system must be addressed to the extent that they impinge on the solution of the client's problem. For example, in a work role behavior problem, the family-living system may have transmitted negative attitudes toward work, thereby affecting the client's motivation. If the family attitudes can be modified, then the family's influence on the client could be beneficial. If, however, their attitudes remain unchanged, the counselor must use the learning system to provide the client with a more positive set of work attitudes and must seek alternative supports for those changes, perhaps from the socialization system. 

Finally, as has been noted, work adjustment may be affected by subsystems within the person other than the one primarily linked to each component of work adjustment. Thus, although the linkages between work personality and work role behavior, between work competencies and task performance, and between work goals and worker satisfaction are the most direct, these linkages are by no means the only possible ones involved in work adjustment. 

The factors that the counselor must take into consideration in working with a person with a work adjustment problem, according to the systems model presented here, are summarized in Figure 2. (Figure 2 omitted) In this figure, the two principal entities that interact with each other, the person and the work setting, are capitalized. Within the person, the subsystems of work personality, work competencies, and work goals and their interactions are the primary foci. Within the work setting, behavioral expectations, skill requirements, and rewards and opportunities are identified. Note hat there is no implication of necessary linkage between specific subsystems of the person and specific elements in the work setting. Also shown in his figure are the formative influences on the person and the intervening influences on work adjustment. Finally, at the far right side of the figure, the product of all these interactions, work adjustment, is shown with its three components of work role behavior. task performance, and worker satisfaction. 

Parenthetically, note that although the primary relationships between work competencies and skill requirements and between work goals and rewards and opportunities resemble the linkages between abilities and ability requirements and between needs and reinforcers in the Minnesota theory of work adjustment (Lofquist & Dawis, 1969), there are some major differences. First of all, the model presented here does not postulate a necessary, exclusive linkage to account for task performance ("satisfactoriness," in the Minnesota model) or worker satisfaction ("satisfaction" in the Minnesota model). In the model proposed here, any subsystem of the person may interact with any element of the work setting to affect any of the three components of work adjustment. Furthermore, in the Minnesota model, work adjustment consists of two components, satisfactoriness and satisfaction, rather than he three components identified in this model. 

CONCLUSION 

Historically, counselors have concentrated more on issues of career choice than on issues of work adjustment, even though these latter issues potentially occupy a much greater proportion of most people's careers. This article has suggested that counselors would be well advised to devote more attention to issues of work adjustment and has provided one possible framework for analyzing and intervening on these issues. In conclusion, note that although the model presented here is intended to provide a generic framework for conceptualizing and addressing problems in work adjustment, it must be recognized that other considerations about the person (for example, whether the person is suffering from one of the problems in Neff's 

1985 

taxonomy of work maladaptations, such as incapacitating anxiety, hostility, dependency, or naivete in the work setting) and about the work setting (e.g., whether the work involved is routine and low in autonomy or is stressful and highly demanding) will affect work adjustment. Just what these other considerations are and what systematic effects they have on the model of work adjustment presented here remain for future investigation. 
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