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220 Vacational Psychology

guidance than when applicants are sent to the Institute to be selected for
a managerial post. Here as close a study of their intelligence, character
and temperamental qualities is obviously necessary as in vocational
guidance. An approach to vocational guidance also occurs when a firm
examines applicants for entry to one or other of several different depart-
ments within its own works. On the other hand, vocational guidance
approximates to selection when, as in a coal-mining area, or as in the
Institute’s experiments in Borstal institutions or in the Boys' Technical
School of the War Office at Beachley, only a limited variety of
occupations is available.

II.—THE LIMITED VALUE OF TESTS.

At the National Institute of Industrial Psychology I have observed
a growing inclination among the staff to place less stress on tests than
they received in the earlier days of the Institute’s vocational guidance
work. Their value is still, of course, recognized and no expert adviser
would dispense with them. But the Institute’s vocational advisers realize
how often even intelligence tests, the most reliable of all their tests, need
interpretation, how often the scores at tests may have to be discounted
owing to other considerations, and what dangerous weapons tests may
consequently prove in the hands of those imperfectly trained in the
methods and principles of vocational guidance. They note, therefore,
with satisfaction the important qualification which H.M. Inspectors of
Schools have added to their recent recommendation that intelligence
tests be in future incorporated in the examination for free places in
secondary schools, namely, that these tests must be devised and applied
only by those properly qualified for these purposes.

Those who have had little or no experience in vocational guidance
imagine too commonly that the guidance given by the adviser can be
based merely on the results of test scores, and that, consequently, the value
of vocational tests can be ascertained by correlating subsequent successes
in different occupations with the scores at the different tests that are
supposed to assess suitability for those occupations. At first sight it seems
perfectly rational first to ascertain what abilities are needed for different
occupations, then to devise tests for assessing these abilities and, finally,
by the mere application of these tests to those seeking vocational advice,
to discover that occupation for which they are most suitable.

But, in the first place, man is more than a mosaic of separate abilities,
and vocational guidance is not to be achieved merely by the fitting
together of such pieces in jig-saw fashion. One ability has to be judged
in its relation to other abilities, general intelligence, for example (I
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assume, for convenience, its existence) in relation to special abilities. It
may be for this reason that the wvocational advisers at the National
Institute are by no means confident of the intelligence test as an infallible
guide to subsequent success or failure in a university career. A whole is
more than and prior to the sum of its abstracted parts. Whether we are
dealing with mental abilities or with temperamental or character
qualities, the effects of interrelation—conflict, facilitation, integration,
etc.—and the effects of artificial abstraction have to be taken into account,

In the second place, vocational guidance cannot be compared to the
fitting of “ pegs ' of abilities and temperament into suitable holes.
Social and financial considerations, the dearth of openings in certain
occupations, unwillingness to take responsibility, insufficiency of drive,
interest, or emotional stability—any one of these may contra-indicate an
occupation which in other respects of temperament, ability, physique and
health seems suitable.

Thirdly, an applicant is seldom found to be ideally suitable for any
one occupation. Vocational guidance must be nearly always a com-
promise, and the effectiveness of that compromise depends on the
sympathy, insight and intuition of his vocational adviser. For these
and other important reasons the Institute’s advisers tend often to give
their recommendations in somewhat general rather than in too specific
terms, first indicating broadly (with reasons) those occupations for
which they regard the applicant as unsuitable and then enumerating, in
order of preference, the three or four broad occupations which they
consider to be the most suitable.

Moreover, we have at present no adequate analysis of the psycho-
logical and physiological requirements of different occupations. Our
ignorance is perhaps particularly obvious in the case of occupations taken
up by elementary school-leavers. We know something (but we need to
know much more) of the degrees of intelligence required for different
occupations. We can class an adolescent as having a high “ verbal "’ or a
high * practical " intelligence. An examination of his temperamental
and character qualities may lead us to recommend him for an occupation
which brings him into intimate touch with others or for one which gives
him an opportunity of enjoying his predilection for a more solitary life.
On medical grounds we may recommend him for an occupation which
does not involve undue exposure to the weather, or for one which is spent
in the open air. We can divide the occupations which elementary and
central school-leavers will adopt under the heads clerical and manual,
and into skilled, semi-skilled and unskilled. We may ply them with
selection tests devised for clerical, dressmaking and engineering work.
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But at present we are quite unable to decide on the choice between
such minutiz as metal work or woodwork, etc. The vocational adviser
can only give a broad recommendation—admittedly a far wiser recom-
mendation, as the follow-up results attest, than can be reached by the
untrained person. And the same holds, ceferis paribus—though less
strikingly because the professions each offer opportunity for such a
variety of abilities and temperaments—in the case of public and secondary
school and university students.

Finally, even if tests could be devised to assess suitability for every
conceivable occupation, they would be so numerous as to be impracticable
of application to every applicant for vocational guidance unless factorial
analysis resulted in a relatively small number of common factors which
could be differently weighted for different occupations. The present
procedure in the Institute’s guidance of elementary school-leavers is to
include, when advisable, certain selection tests for some of the commonest
occupations—e.g., clerical, dressmaking or engineering. (The Institute's
clerical test is usually also given to applicants who have received secondary
and higher education, because of the light that it throws on such character
qualities as accuracy, etc.). Tests of verbal and practical intelligence, of
mechanical and manual ability, of the appreciation of form relations
and of literary ability are also given ; but no attempt is vet made by the
Institute in its vocational guidance to treat the scores at them from the
standpoint of factorial analysis,

TI1.—IIFFICULTIES OF PSYCHOLOGICAL ANALYSIS.

It must be remembered that factorial analysis offers only one—
the apparently most helpful and reasonable—of several other possible
mathematical expressions of the same data and that the psychological
nature of each factor is left wholly undetermined by the mathematical
analyst. The nature of g, for example, is quite unknown. The discovery
of a single ** verbal " factor, v, or of a single  practical " factor, F, in
the verbal and performance tests, respectively, of intelligence, must be of
little psychological value. They must each surely include a large number
of different mental abilities which vary independently in different
individuals and are needed in different degrees for different kinds of
occupational work. The Institute’s researches indicate the existence of a
common manual factor, and this has been independently confirmed by
simultaneous research by the Industrial Health Research Board. But
the former researches indicate also that this factor is only of importance
in complex manual skills, whereas in the simplest manual operations
specific factors, peculiar to each, predominate.
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It seems unlikely that any factor, general, group or specific, can be
conceived as having independent existence. It must always be considered
in connection with the other factors with which it works. Nevertheless,
whatever value or conception may later be attached to such analysed
factors, several of the tests devised to assess them prove of undoubted
or promising value in the practice of vocational guidance. Whether g
can exist in vacwo, whether psychologically it is unitary or complex,
whether better tests of intelligence be subsequently devised for applicants
of different type and from different environment, no expert would dispense
with the existing verbal, non-verbal, and performance tests of intelligence
in the conduct of his work. Whether and to what extent Cox's mechanical
tests depend on form relations, on the * practical "’ factor in performance
tests of intelligence, or on other and more clementary abilities, their
promise is such that they are being adopted by the Institute for its
vocational guidance work in place of the old Stenquist test of mechanical
ability which is clearly complicated by manual ability. So, too, the
Institute is adopting a test of his which appears mathematically to be
highly saturated with the common factor of manual ability, as a sub-
stitute for the various simpler manual tests hitherto employed. The
Institute’s researches have indicated that by using the Stenquist test and
the Institute’s test of form relations, mechanical ability cannot be safely
predicted before the age of twelve, and that similarly its previously used
tests of manual ability cannot be considered reliable for early vocational
guidance. But it may be necessary to revise this conclusion in regard to
the newer improved tests of these two abilities.

Whether or not the factorial analysis of temperamental and character
qualities on the lines attempted by Thurstone, Cattell and others will
prove of practical value to the vocational psychologist, it is impossible
to say. At present he is compelled to depend on the information he
receives from the parents and teachers of the applicant and the resulis
of his own observation and interview. The Institute's vocational guidance
staff have come to attach some value to the applicant’s own estimation of
his temperamental and character qualities, He is given—not at the very
outset of his examination—a printed list of such gualities and is asked
to indicate whether and in what degree he regards himself as possessing
each of them. This self-assessment is honestly done and is useful not only
for comparison with the different assessments obtained from other
sources, but also as a point of departure for subsequent conversation
with the applicant as to why he regards himself as having, and how he has
come to have, the particular qualities of temperament and character
which he allots to himself,
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The most important aims of the Institute’s vocational work are to
improve still further its value by practice and research and to promote
the adoption of its methods by instruction. A programme of certain
desirable topics for research has been recently published in The British
Journal of Psyehology' and reprinted in The Human Factor® In regard
to instruction, nearly 300 teachers have already received training,
theoretical and practical, in the Institute’s vocational guidance procedure.
But at present the careers master is afforded too brief an opportunity for
his vocational guidance work at school to enable him to spend much time
on the application of tests, and there is always grave danger of his using
tests without adequate experience and knowledge of their proper use and
interpretation. Moreover, the selection of the really suitable careers
master requires far greater care.

IV.—GUIDANCE AND PLACEMENT.

There is a unanimous opinion among the Institute’s vocational
guidance staff that guidance and placement should be separated and
kept in different hands. An applicant for guidance cannot adopt that
desired completely candid attitude towards his adviser if he knows that
the latter will use the knowledge obtained from his examination to place
him in, or to keep him from, some vacant or desired post. There can be no
doubt that the juvenile employment departments organized by Local
Education Authorities and by the Ministry of Labour tend to suffer
from this combination of two functions which should be separate. In most
public schools the carcers master is far more concerned in placement
than in guidance, although he can know little about occupational oppor-
tunities or about the abilities and qualities required for success in different
nccupations. It is true that placement organizations, both official and
unofficial, disseminate valuable information ; but no sufficiently extensive
survey of occupations has yet been conducted from the aspect of their
psychological requirements: a beginning has been recently made by
Mr. C. A. Oakley, Director of the Institute's Scottish Division, which
will be incorporated in a ** Handbook of Vocational Guidance,”” written
by him and Dr. Macrae, now in the press.

The future of vocational guidance appears to be along two different
lines for those who have to seek employment on leaving school and
for those who are likely to adopt occupations of the highest levels. The
guidance of the former must depend both on the teacher who knows the
applicant best and on the juvenile employment officer who has the best
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