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MANAGING CAREERS

After studying this chapter, you $houl_fd be able t

A Explain why careers are important.

A Identify the stages of career choice.

A Discuss how careers are related to the life cycle.

A Describe career stages in the organization andifgéw®y career issues at
each stage.

A. Explain three models which recognise individuafetiénces in careers.

A Discuss mobility in organizations, including thdes for success chess.
A Identify guidelines for self-management of careers.

A Describe steps which may be taken to enhaagsers of women and minori-
ties.

At Fairchild Control Systems Company, each of tepegienced manag-
ers is assigned as a mentor to one high-potemoéége. The mentor and
protege meet on a monthly basis. A two-year devety plan is put
together. It focuses on ways to enhance the pretegeication, exposure,
responsibility, and skills training. The mentor dps goals for the pro-
tege which are reviewed biannually, and the meh&sr the responsibil-
ity for goal completior.

Syntex runs assessment centers that provide maeageandi-
dates with inputs about capabilities and with tpeartunity to partici-
pate in career planning. Syntex has also devel@eareer-plannini;
workbook, How to Work for a Living and Like Ityhich provides the
basic steps and processes necessary to developea plan. Regular sem-
inars, open to all employees, deal with careereissincluding views ut
the various functional areas and the experiencecabn, and skills
required for each area. The information has beeeaoially helpful for
women entering the work force.

At AT&T, a number of selection and development gahares are
used for career management. An important elementhef AT&T
approach is provision of challenging initial jol&ompetent, demanding
superiors are identified who hold high expectatidémisthe new em-
ployee.®

1. H. Z. Lcevine, "Career PlanningPersonnelol. 62, no. 3 [March 1935):

2. D. B. Miller, "CaTcer Planning and Managementirganizations,SJ
Advanced Management Jourr(&pring 1978), 36.

3. For instance, sec D. T. Hallareers in Organization@Pacific Palisades, CA||
Goodyear Publishing Co., 1976), 154, 166-67.
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These are just a few examples of systematic at®ifmpborganiza-
tions to manage their employees' careers effegtivdle will see in this
chapter that a variety of forces are demanding thaters no longer be
left to chance. Both individuals and organizatitase a stake in careers,
and both can take steps to make careers more riagaadd productive.

We will first discuss alternative views of carearsd consider why
careers are important. Next, we will examine cardaice and see how
careers change over the life cycle. We will thedrads key issues that
occur during career stages in organizations. Adteeview of modelof
individual differences in careersve will examine ways to predict and
enhance career mobility. Then we will provide guides for self-
management of careers. Finally, we will considerysvaf enhancing
careers of women and minorities.

WHAT IS A CAREER?

Certainly a career has something to do with gettals, and per-
haps with moving between jobs, places, and levelegponsibility and
challenge. But a career means more than“hat.

The Protean Career

Proteus was a character in Greek mythology who alde to
change shape in any way he wanted—from fire to tmdragon to tree.
Douglas T. Hall has drawn on this mythological figuo coin the term
protean career. The essence of this idea is that there is much rwae
career than just moving up the hierarchies of oizmions:

The protean career is a process which the persbrthe organiza-
tion, is managing. It consists of all of the pels®aried experiences
in education, training, work in several organizaticchanges in occu-
pational field, etc. The protean career is not wWiegipens to the
person in any one organization. The protean psrgmm personal
career choices and search for self-fulfillment tre unifying or
integrative elements in his or her life. The cidtierof success is inter-
nal [psychological success], not exterhal.

This idea of a protean career is an important dneareer is more
than just a promotion, a raise in pay, ar impressive job title. Instead,

4. For ggod discussions of career management, akeGdreers in Organizations}
and I;/I L. London and S. A. Stumpflanaging Career¢Reading, MA: Addison-Wesley,
1982).

5, FromCareers in Organizationsy D. T. Hall. Copyright © 1976 by Scott,
Foresman and Company. Reprinted by permission.
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career is an ongoing sequence of events, someiohwimy have little or

nothing to do with money or prestige. Also accogdin this idea, a career
extends over the entire work life. What happengne year or in one
corporation is just a small piece of the rich camm®saic. Finally, the

decision of whether or not a career is successfupito the individual. If

people are happy with the way their careers tuthfaw can anyone say
that their careers are failures? Figure 23-1 sunzemrkey differences
between the traditional career and the proteanecare

lire 23-1 THE PROTEAN VERSUS
THE TRADITIONAL CAREER
Issue Protean Career Traditional Career
Who's in charge? Core Person Organization
values Degree of Freedom:; growth Advancement; power
mobility Important High Lower _
performance Psychological success Position leveli “salary
dimensions _ _
Imdqortant attitude Work satisfaction, - Work satisfaction;
imensions professional commitment organizational
_ _ commitment
Important identity Do | respect myself? (self- Am | re_spet_ctegl [ln g[hls
i i : organization? [esteem
dimensions teg,tgg’r)n), What do | want {rgmoothers);.What srlloul d
: ) 07 (organizationa
J self-awareness) aware(ne%s) e
Important Wo*k-ielated flexibility; Organization-related
adaptability current competentge fPeX|b|!|ty (measure.

dimensions [measure: marketability) organizational survivall

Source: FronCareers in Organizationisy D. T. Hall. Copyright 1976 by Scott, Foresman and Corm-
pany. Reprinted by permission.

Why Are Careers Important?

Most people agree that careers are important. ttinfately, most
management students leave college knowing moretditoouto manage
a company than about how to manage their own carBewuglas T. Hall
(1976) has suggested some reasons why manageld &lgoconcerned
with careers. They include the following:

A The career represents a person's entire lifh@nwtork setting,
and work is a key factor in influencing the qualifya person's
life. Work has the potential to satisfy, directly indirectly,
most human needs.

A Work is a way to get social equality and socidefiom, Bar
example, the fact that more and more women areirgtthe
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work force has changed the way society views worniba,
amount of power they have, and the rhythms of fartife.

Similarly, as more blacks and members of other niiypwgroups
obtain high-prestige jobs, their roles in socieiit shange, too.
Nothing speaks louder than success. A successfakcérings
recognition, respect, and freedom from economictwan

A People are increasingly willing to change orgarizat and
even occupations. And, with growing emphasis orspeal
freedom, people are less likely to move passivethe compa
ny's whim or to make other personal sacrificesaAssult, the
employee represents a greater unknown than indke pan
agers must now pay greater attention to emmogareer
desires.

A Successful managers understand the needs and ofatitsir
subordinates. As career management becd&n@sjor concern
of subordinates, managers must understand caresests and
career dynamics to manage effectively.

A Finally, managers have their own careers to thimbud. They
need to understand careers in order to managedweiicareers
effectively. Unfortunately, studies show that pempften do
not consider such vital career issues as how toenvedl|-
informed career choices, how to cope with conflicttween
work and personal life, and how to arrive at cargeals.
Instead, they tend to let others make their cacheices for
them.

The Quest for the Ideal fob

It would be nice to find a job that is perfect ithways, but this
hope is not very realistic. Instead, we generallyento make tradeoffs.
We may have to take lower pay to get a more "meganlhjob. Or we
may have to put up with poor working conditionsvié want higher pay.

So you might ask yourself, What do | really wamnfra job' Figure
23-2 presents a list of job characteristics thahynpeople seek. Which
one is most important to you- Least important? Be things you want
have anything in common? Would you give up the iegsortant things

to get those you have rated more importatages of Career Choice

People develop career choices over a period thatsspuch of
their lives. These choices often involve three stagrhe fantasy stage
generally occurs between the ages of 6 and 11.cajlgiunrealistic, it
may reflect desires to be a cowboy or cowgirl, e&asrer, or an astronaut.
The tentative stage usually occurs between the afge$ and 16. In this
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23-2 WHAT DOYOU WANT FROM A JOB? H

A variety of job characteristics is listed belovat® how important you feel each characteristic 15*0
you by using the following scale:

1 2 3 4 5
Not Slightly Somewhat Quite Crucial

important important important important

Job Characteristic Importance Rating
Salal’y ............................................................................... T T e

Challenge and responsibility; ....ccoooooi oo,

TYPE OF WOTK et e e e e e e et et e e e e e e aeaaaeeeeeeeennnes

Friendly CO-WOTKEIS ...ttt

Opportunity for PromotioN.......ccooiei i

o] o1 L1 1 1o ] Y2 SRS
Geographical 10CatioN ...........ooiiiiiice e

Job security ........ L e

THAINING coiiii e oeieieeeeeee ey ey e e ceee ettt e e e e e eeeeaeeeaeeeeeeee b seeeaeeeaeeeeesssranad f——
Opportunity for personal growth ......................................................................

JClear job responsibIlitIES ., eeiiiiiceeeee e

AOpportunity to travel on the Job ...
" Opportunity t0 Nelp OTNEIS ... .uuiiii e ,

WOTK NOUES ettt e e e e e e e e e e e e e e e e annns

Opportunity to participate in decision MakiNg..ccee....coeeeeriereeeiereiiiiiiennnn ,

Fair treatment BY emMPIOYer ...

Fringe DENETIES ..o e

BCOMPANY rEPULALION ... .ooiiiiiiiiiiee s e e e e e e e e

Freedom to work on your own..................... e

Job title ..o 1 ayegergy e e e eeeneeereeeeaaaaeas

Source: William H. Cunningham, Ramon J. Aldag, &fdistopher M. Swift]ntroduction to
(Cincinnati: South-Western Publishing Co., 1984)5@2. Reproduced with permission.

stage, people first realize they have an impordagctsion to make aboy
their future. They begin to consider how variouseeas might fit their
abilities, interests, and values. Finally, in tigalistic stage, people ser
ously explore career options, firm up their prefiess, and make an occ
pational choice. This is often a stage of comprenhistween what the
want and what is available. The realistic stage iaat for years—per
haps even a decade or mére.

Self-Analysis

Honest self-analysis is crucial to realistic ioloicke. Ideally, aiob (and
career] will be chosen that offers a good fit taratividual's abili-

6. These stages arc drawn from E. Ginzherg éDatypational ChoicéNew York
Columbia Univ. Press, 1951), 60-72.

—
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ties, values, and interests. A job that isn't rigiaty seem attractive in the
short run, but will almost certainly lead to proig.

Your Abilities. It is important to recognize what you can do
well and what you can't do well. Figure 23-3 pragda checklist that
may help you assess your strengths and weaknesses.

Your Values. As discussed in Chapter 3, values are broad, gen-
eral beliefs we hold about ways that we feel weusthhdehave (such as
behaving honestly or frugally) or about end states would like to
achieve (such as a comfortable life or freedom)eWtninking about jobs,
determine whether the jobs might clash with youuea.

Your Interests. Interests refer to the things you likedslike.
Interests often develop from more general valuésak about your inter-
ests and how various jobs might fulfil] them.

CAREERS AND THE LIFE CYCLE

It is important to understand how careers mighteBpected to
evolve over time. That information would help inidivals and organiza-
tions to plan for career change and to manageopgny. Since the early
1970s, several life cycle theories of careers men developed, partly as
a result of psychological examination of adult depenent. These theo-
ries find their roots primarily in the work of Calung (1933) and Erik
Erikson[1963).

Jung wrote of a "noon of life" transition from ybuto middle life,
occurring between the ages of 35 and 40. This rafolife is the "last
summons to attain all of one's capabilities.” Pggtimatic symptoms at
this age and such ailments as depressions andsulare seen as result-
ing from the failure to attain goals set during ftou

Erikson suggested eight stages of life, four fatdttood and four
for adulthood. The four adult stages and theiragiare as follows:

1. AdolescenceThis is the identity crisis stage. Childhood adéptes
are reexamined. The adolescent searches for a crafive, and
autonomous role through which to contribute to stycand derive a
sense of meaning and faith.

1. Young adulthoodAt this stage there is an intimacy crisis. The indi
vidual tries to develop intimacy and sharing witihers.

7. There are some useful books tu guide your selfyaisalFor instance, see R, Bolles,
What Color Is Your ParachutéBerkeley, CA: Ten Speed Press, 1982); and f. @wsibn et
al., Self-Assessment and Career Developn#zhed. (Englewood Cliffs, NJ: Prentice-Hall,
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Figure 23-3 ABILITY PROFILE |Far Below |Below  |Average |Above |Out
Average Average Average | standing

Intelligence

Leadership i

Motivation

Direction

Self-confidence ;N

Energy level

Self-knowledge

Competitiveness

Creativity

Perseverance

Initiative
Goal achievement

Willingness to accept responsibility

Interpersonal skills

Ability to handle conflict

Sensitivity 1

Ability to communicate

Flexibility

Writing skills

Organizational ability

Public speaking skills

Persuasiveness i

Use this checklist to get a better picture of ystwengths and weaknesses. It may help you to find a
job for which you are suited and prepare you forijgerviews. Also make a list of the abilities you
possess which may be important in particular jd@sch abilities might include knowledge oi
electronics, real estate, payroll procedures, ozifm languages.

Source: William H. Cunningham, RamgnAldag, and Christopher M. Swiftntroduction to Businw
(Cincinnati: South-Western Publishing Co., 1984)5@6. Reproduced with permission.
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3. Adulthood.Here, the individual faces a generativity crisibeTe is
concern with others beyond the immediate family. adttempt is
made to act as a mentor for the next generation.

4. Maturity. At the maturity stage the individual experiencesden
tity crisis. There is a sense of nearing completibims is a stage of
reflection. An attempt is made to accept the Tiglssof one's life,
and of all reality.

Daniel Levinson's (19781 model is among the mosréesting and
influential of attempts to relate careers to litages. He and his col-
leagues interviewed men varying in age from 353@#the beginning of
their study. Based on their research, they sed éfhubhs punctuated by a
rather predictable sequence of personal and camésgs. Some of the
important stages during the work life, up to the &g 50 at which their
research ended, include the following:

1. Pulling up roots (ages 17-22)he individual is breaking away from
family ties and trying to become independent. Thisrstill some
reliance on family for financial support, and theparation may be
difficult.

2. Entering the adult world (ages 22-28Jere, education has been com
pleted and future commitments are made. The indaiidhooses a
career and life style.

3. Age 30 transition (ages 28-33At the transition stage the individual
reviews career and personal progress to dateoffrpss has not been
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satisfactory, there may be radical changes, suclivasce, career or
job change, or a geographic move.

4. Settling down (ages 33-3%t this stage the individual devotes time
heavily to the job and career, subordinating abcontacts to
advancement. An attempt may be made to find a "sgdnvho will
ease upward movement.

5. Mid-life transition (ages 40-454At the mid-life transition the indi
vidual may again review career progress. If praghes been satisfac
tory, a sense of pride and accomplishment may dpvéfnot, there
may be a frustrating "mid-life crisis." This isime of tumultuous
struggles within the self and with the external Mo he mid-life
crisis may be reflected in a major change in lifiestoften with dras
tic effects on the career.

6. Entering middle adulthood (ages 45-58].this stage, it is time to
get past the mid-life transition and begin formingew life structure.
The life structure that emerges varies in its atioriness. Some
individuals, because of defeats in prior stagek the resources to
create a minimally adequate structure. They faredale adulthood
of constraints and decline. Others will find middiulthood to be a
time of special satisfactions and fulfillments. JHeave achieved
many of their ambitions and can now enjoy a full areative period

CAREER STAGES IN ORGANIZATIONS

In the previous section we considered how careegitrbe related
to the life cycle. Several writers have proposeg@astages which are
related more specifically to the sequence of ratfegdividual may adopt
while in organizations. Figure 23-4 shows four suales®

As an apprentice, the individual is directed byesthand is con-
cerned with helping and learning. Colleagues becmependent con-
tributors to the organization. At the mentor staigéjviduals assume
responsibility for others, spending time on sudiva®es as training and
guidance. Finally, sponsors are concerned witlctlivg the organization
as a whole and shaping its direction. As peopls gasugh these stage*
in their early, middle, and late careers, theiktaseds and socio-emo
tional needs change. Figure 23-5 presents Dougédks Hummary o!
these evolving needs. Let's consider some impodspects of each at
these stages.

8. For other models of career stages, see D. TahthK. Nougaim, "An ExarainatiflOi of
Maslow's Need Hierarchy in an Organizational Sgfti@rganizational Behavior anil
Human Performanc8 (1968): 3 2-35; D. C. Miller and W, H. Forindustrial Sociai*a
ed. (New York: Harper and Row, 1964); and D. E.8gmnd M. ). Bohn, JrQccupatmd
PsychologyBdmont, CA: Wadsworrh, 1970).
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Figure 23-4
Stagel Stage 2 Stage 3 Stage 4
entral Helping Independen Training Shaping the
Activity Learning contributor Interfacing direction of
Following the organi-
directions sation
rimary Apprentice Colleague Mentor Sponsor
Relationship
lajor Dependence Independence Assumin¢ Exercising.
Psychological* responsibilityfor power
I ssues others

Source: Reprinted, by permission of the publisirenn "The Four Stages of Professional Careers—A
New Look at Performance by Professionals" by GeneDalton, Paul H. Thompson, and Raymond L.
Price, ORGANIZATIONAL DYNAMICS, Summer 1977, p. 2® 1977 American Management Associa-
tion, New York. All rights reserved.

Early Career Issues

Early in their careers, people often experienceagtecertainty
about their competence and performance potehfldley are likely to
need guidance and support to get their careersngovVihis stressful time
can have a major influence on the remainder ofctreer.

Career Problems of Young Managers. Based primarily on his
interviews and discussions with hundreds of yoursgagers, Ross Web-
ber (1976) identified some of the problems that hno@snmonly confront
young managers.

Early Frustration and DissatisfactionYoung managers' job expecta-
tions often exceed reality. Their academic trainimgy have focused on
cases in which they took the roles of top-level@iives, and they may
now expect to get a lot of responsibility quicklpstead, they are often
placed in routine, boring jobs until they have mowhemselves. As a
result, young managers may experience severe yesthibck, become

frustrated, and perhaps leave the firm. If the camphas painted an
overtll% rosy picture when recruiting, this realityogk may be especially
great.

9. See M. R. Louis, "Managing Career TransitiorMissing Link in Career Develop
ment,"Organizational Dynamic&Spring 1982], 68-74 for a discussion of the sesdaced
during career transitions and of steps that firmghitake to ease those transitions.

10, Recall from Chapter 10 that the realistic joeview from I. P. Wanou€)rganiza
tional Entry: Recruitment, Selection, and Socidlaa of NewcomerReading, MA. Addi-
son-Wesley, 1980] may help alleviate reality shock.
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DEVELOPMENTAL NEEDS "IN CAREERS

StAGE Early TASK NEEDS SOCIO-EMOTIONAL NEEDS
Career 1. Develop action skills 1. Support
2. Develop a specialty 2. Autonomy
3. Develop creativity, innovation 3. Deal with feelings of rivalry;
competition
4. Rotate into hew area alter 3-5
years
Middle Career 1. Develop skills in training ant) |. Opportunity to express feelings
coaching others (younger about mid-life (anguish, defeat,
employees) limited time, restlessness)
2. Training for updating and "l. Reorganize thinking about self
integrating skills |[mortality, values, family, work)
3. Develop broader view of work and 3. Reduce self-indulgence and
organization competitiveness
4. Job rotation into new job requiring 4. Support and mutual problem-
new skills solving for coping with mid-career
stress
Late Career L Shift from power role to one of 1. Support and counseling to help see
consultation, guidance, wisdom integrated life experiences as a
platform for others
2. Begin to establish self in activities %. Acceptance of one's one and oniy

Source: FronCareers in OrganizationBy D, T. Hall. Copyright 1976 by $cott, Foresman and Compa-
ny. Reprinted by permission.

outside the organization [start on life cycle
part-time basis)
3: Gradual detachment from
organization

Insensitivity and PassivityOrganizations are political. Young er
often are insensitive to the political aspects mfaaizations, and may
resent them. They may also be passive, hopingthivags will turn out
for the best rather than actively exploring theamigational environ-
ment to understand relationships and attitudescéardy their own post
tions. Further, they may be unaware of the re&étra by which perfor-
mance is evaluated. In some cases hard criterta@auperformance art:
difficult to assess and superiors may focus insteadhether the young
manager fits their prejudices. Appearance, speetdiitdy managers!
style, and other subjective measures may be ugsesl&duation.

1)

Loyalty Dilemmas. Most people in authority value subordinates' loy
alty, variously defined. Some versions of loyaltg as follows:

Loyalty as obediencé&his is trie view that subordinates ;iic
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loyal when they do what they are told. It may ldad "yes
man" philosophy.

A Loyalty as effortSome interpret loyalty as putting in long hours
and obvious effort to prove concern for the compdrhis may
lead to game playing, in which employees come tokwmm
weekends even when they have nothing to do.

A Loyalty as succestoyalty may be seen as successful comple
tion of assignments. Failure to meet deadlinesaalgis thus
disloyal. This view may discourage honest commutiicaand
encourage illicit managerial practices.

A Loyalty as protectionAccording to this view, loyalty is shown
when the subordinate protects the superior frorncuilé and
adverse evaluation by others. The subordinate reagxbected,
for instance, to catch mistakes made by the suparid correct
them. Many managers fear that their subordinatéistmyito
make them look bad in order to get their positiddsme even
attribute this motivation to young managers wheddés not
exist.

A Loyalty as honestyHere, loyalty is equated with truth. The
superior doesn't want to be surprised with unpleasaws.
The subordinate is expected to report mistakes vaach of
potential failures. This is a difficult position feubordinates,
since people in general do not like to pass onrims.

Unfortunately, young managers often do not knowalihiersion
of loyalty is expected by the organization or theerior. Sometimes
multiple versions are demanded simultaneously.ifstance, the supe-
rior may expect strict obedience but be angry iédibnce leads to poor
performance. These uncertainties and conflicts mayse the young
manager to conform to power and authority, to tryrtodify the superi-
or's expectations, or to depart.

Personal AnxietyYoung managers may experience anxiety. They often
find that, just at the time they are beginning ¢ap the rewards of their
jobs, they guestion the value of what they are gloirhey may say, "l am
making $30,000 a year, but | don't think what tbenpany produces has
much value to society.” As a result, young manageay fear that they
are "selling out." These concerns can lead todiffichoices—changing
one's personal values, appearing to be a troublemak actively trying
to affect company policy, or leaving the job. Youmgnagers may also
feel anxiety about commitment to the organizatibhey may feel that
there would be benefits to conforming to the nowhshe organization
and having a sense of certainty about their carbeitsthey don't want to
close doors and shatter illusions about possieditFinally, young man-
agers may feel anxious about being dependent ar®ih the organiza-
tion. Just at the point in their lives when theg declaring psychological
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independence from home and parental authority, @&y becoming
dependent on superiors and others in the firm. Thay also feel anxiety
over the fact that others in the organization—sdbwates, peers, and
even superiors—are dependent on them.

Ethical DilemmasMost young managers face unexpected career dilem-
mas that force them to think about what is ethaad unethical. The
young manager may consider economic self-intexstdience to the
law, observance of religious principles, obedietaca superior, or doing
the greatest good for the greatest number in ma&ihigal choices. We
will discuss business ethics in detail in Chaptér 2

The Importance of Early Career Challenge and Sue* cess.
Douglas Hall and Fran Hall (1976) have presentetbdel of the career-
growth cycle, presented in Figure 23-6, that suggtdse importance of
early career challenge. According to Hall and H&lg process of career
growth is triggered by a job that provides challegg stretching goals.
The clearer and more challenging the goals andnbee support is
provided, the more effort will be exerted and theager will be the likeli-
hood of good performance. If a person does a golodfnd receives posi-
tive feedback, he or she will feel successful. Heglings of psychologi-
cal success will enhance self-esteem and incredsmyolvement. This,
in turn, will lead to the setting of future streitctp goals and continued
career growtt*

These arguments make it sound as though earlyrcsieeess is
crucial to subsequent development. James RosenfBir®) has pre-
sented evidence that supports this view. He ingspthis evidence as
favoring atournament model of mability. In the tournament model.
careers are seen as a series of competitions,ofaghich has implica-
tions for an individual's mobility chances. Winnatsa given level have
the opportunity to compete at a higher level. Lesege out of the tourna-
ment or can compete in only lower level contests.

Rosenbaum found that very early job moves aree@ltd subse-
quent mobility even a decade later, after employeage moved on to
second and third jobs. In fact, he concluded thability in the earliest
stage of one's career bears an unequivocal reddijprwith one's later
career, predicting probabilities of promotion arhabtion in subsequent
periods as well as the ultimate career ceiling tac the individual
would rise. The disadvantages of not being prometty were so great,
Rosenbaum concluded, that it is reasonable to adadhat employees
not promoted in the first period are no longer cetnpg in the same

11. J. S. Livingston, "Pygmalian in Managemehtdivaid Business Revievol. i"
no. 4 (1969): 81-89 presents an interesting disonssf the powerful role of early cdiu
challenge and superiors' high expectations.
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THE CAREER-GROWTH CYCLE

Support Feedback

Effort

| involvement Self-Esteem

Counseling

Source: Reprinted, by permission of the publisfrem "What's New in Career Management?" by D. T.
Hall and F. S. Hall, ORGANIZATIONAL DYNAMICS, Summel976, p. 31. © 1976 American Manage-
ment Association, New York. All rights reserved.

system with employees who were promoted in the fiesiod. They are
in a different tournament, somewhere in the mirsagues.

Such findings have a number of implications, sorh¢hem dis-
turbing. First, of course, they bolster Hall andlldaclaim that early
career experiences are crucial. False steps aiderteareer age can be
permanently crippling. Second, Rosenbaum feelstthanament mobil-
ity may represent a self-fulfilling prophecy. Eamynners will be seen as
"high-potential" people and will be given challengisocialization pro-
cesses to foster further development. Early loseglisbe socialized into
undemanding, alienating roles. Third, it is possilthat tournament
mobility could dampen risk taking. Aware that gpséit any rung of the
tournament ladder may be fatal to the caieer, marsamay elect safe
conformist strategies.

Middle Career Issues

By mid-career, individuals are becoming fully inéegdent contrib-
utors. They have learned the ropes of organizakibfeaand are con-
cerned with exposure and advancement. There camalbg new stresses
at this stage, and some individuals may find thedtvement thwarted.
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Coping with Mid-Career Stress.? At mid-career—am”
gested by the Levison model—the employee experienoany
physiological, attitudinal, occupational, and famthanges. There is an
awareness of aging and a recognition that many teoabicareer goals
will never be attained. New life goals may be sdughdisturbing sense
of obsolescence may develop, coupled with a feelimgt one is
becoming less mobile and less attractive in thenalvket.

Having realistic expectations about mid-careeresiand transi-
tions seems to ease the stress and pain of thisdpdn addition, mid-
career employees can receive training to provigmsure to new skills
and ideas. They may also be trained to help yousiggtoyees, thereby*
keeping fresh and up to date. Mid-career emplogarse encouraged to
face up to their feelings of restlessness and imiggcto re-examine their >
values and life goals, and to set new goals omnetibthemselves to otd
ones. Life planning and career planning exercisag Ine especially valu-
able. Steps can be taken to deal with obsolescdmoagh seminars
workshops, degree programs, and other forms of¢ading." Attempts
can also be made to prevent obsolescence in gigface by providing
challenging job assignments which force the indingdto build nev.
skills and learn about new developments in thegasibnal field, Tk
appendix to this part discusses stress in orgaoimaand suggests steps
that individuals and organizations can take to ngenstress.

The Career Plateau. Thecareer plateau is the point in a career
where the likelihood of additional hierarchical pration is very tow>
This plateau is often experienced at mid-careemespeople may plateau |
because they have no desire for future promotibeyTmay enjoy their T
current jobs and do them well but be reluctantatketon additional
responsibilities. Others, as suggested in "The WinwWatchers," may
have plateaued because of poor performance, dhdtbers because
there is simply no place to go: There are no omggnat higher levels. So,
the fact that an employee has plateaued may saingabout desires or
performance.

Figure 23-7 presents a model of managerial carteg¢ess The
model classifies four principal career states enkhisis of current perfor-
mance and likelihood of future promotion.

Learners have high potential for advancement, beitcarrently
performing below standards. Trainees or employeesntly promoted
into new positions which they have not yet mastevedld be examples.
Stars, who are performing well and have high pakfor continued
advancement, are on a "fast track." Solid citiZzesge good current per-
formance but little promotion potential. Finallygabwqgod are poor pa-

L2. This discussion is based primarily on H@lgreers in Organizationd.3. T, P.
Ferenee et ah, "Managing the Career Platéstgtiemy of Mtthagemssi RevigWl1977):
602.
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THE WINDOW WATCHERS

Workers who have plateaued because of slack deffearidbor or because
of poor performance often have little to do. In dapcompanies keep on
thousands of excess workers—it is estimated tha®Bs, a full 10 percent
of the Japanese labor force was excess. Japanésecodar excess workers
are calledmadopwazokugr "window watchers," because they have little
to do but stare out the window. They may be assignelawn or mainte-
nance work. In the United States, Eugene Jenniagswritten of "shelf
sitters," executives whose careers have stagnai@édvao have been "put
ori the shelf" in make-work, stead-end, positions.

Sources: FronBusiness WedlSeptember 5, 1983], 96; and E,E. Jennifge
Mobile Manager: Study of the New Generation of ExgcutivegAn.n Arbor, MI:
Bureau of Industrial Relations, Gradate S£fto# psiBess Administration, The
University of Michigan, 1967)

Figure 23-7 PERFORMANCE AND PROMOTABILITY
Solid o
gt @090 . - Stars
Citizens
Performance Learners
Low ‘Deadwood Low

Promotability

Source: Adapted, by permission of the publishemnfi'Managing the Career
Plateau," by T. P. Ference, J. A. F. Stoner, ad B/arren, Academy of Manage-
ment Review voR [1977], p- 603. Reproduced with permission.

formers with little potential for advancement. Tkelid citizens and
deadwood have plateaued, though for different nesss®eadwood are
"ineffective plateauees." Solid citizens are "effee plateauees.” Some
are organizationally plateaued because of lackpefhongs. Because orga-
nizations are typically pyramidal in structure, bBuorganizational
plateauing is common. Others are personally plaadagither because
they do not desire higher level jobs or becausg #re not seen as having
the abilities needed for such jobs.
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One study of managers who describe themselves asapled
found them to show surprisingly little dissatisfaot with promotion
policies of their firms? Further, they were only slightly less satisfied
with their jobs and lives than were their non-pdated counterparts,
Apparently, many plateaued managers are able te with and adapt 10
the career plateau. As we have said, some genumajynot want pro-
motions. Others who did not receive desired proomstimay rationalize,
emphasizing the longer hours and increased preshatepromotions
would bring. Still others may divert their energiesactivities outside
the job. Finally, some plateaued managers may novew jobs within
the firm in order to hide their embarrassment fridwair peers.

This perspective raises some interesting issugsnbtance, firms
may want to talce steps to ensure that their soiiktens are not
neglected. They can appraise, counsel, and decalger paths for solid
citizens and provide them with training, skill upding and develop-
ment. They can try to identify deadwood early andake action te
restore performance through a variety of means.intstance, they might
employ education programs to upgrade technical, sldvelopment pro-
grams focusing on emotional and intellectual regimar, and job rotatior
through new duties, skill demands, or location.

Late Career Issues

By late career, many individuals have already arpeed consid-
erable advancement and may turn their attentiossding and develop-
ing others. If their careers have been fulfillitigs can be a satisfying and
rewarding time. If the career was frustrating, tas be a difficult period
of trying to cope with disappointments. In late emr individuals also
begin to turn their thoughts toward separation fithen organization.

Mentoring. Relationships between younger and older aduta
that contribute to career development are oftenrrefl to as mentor
relationships?® D. T- Levinson et al., in their study of adult @sl note
that the mentor plays an important role in the ypadult's develop-
ment:

He may act as a teacher to enhance the young skitle'sind intel-
lectual development. Serving as sponsor, he mayisiggfluence to

14.). Near, "Reactions to the Career PlateBusiness Horizon§luly-August 1984).
75-79.

15. For further discussions of mentoring, see litdBand K. Kram, "Career Dynara
ics: Managing the Superior-Subordinate Relationsi@ganizationalDynamics (Summer
19831, 46-64; E. Collins and P. Scott, "EveryoneoVitekes It Has a MentorfQkmc
Business Reviefduly-Augusc 1978), 89-101,- K. E. KraiMentoring at Work: Dsvelopmea-
tal Relationships in Organizational Lif&lenview, 1L: Scott, Foresman and Company,
1985]; and G. R. Roche, "Much Ado about Mentargtvard Businesd?ewewvol,5?.no. |
[1979): 14-17.
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facilitate the young man's entry and advancemenimily be a host
and guide, welcoming the initiate into a new octiopal and social
world and acquainting him with its values, custoraspurces, and
cast of characters. Through his own virtues, aehients and way of
living, the mentor may be an exemplar that thegg®tcan admire
and seek to emulate. He may provide counsel andl regpport m
times of stres®

Increasingly, of course, the mentor and/or the gget may be
female. Indeed, if mentors are really as importenhas been suggested, it
may be crucial for women to find mentors. Howewsnce most mentors
are still likely to be male, many women will fintidmselves in cross-
gender relationships. These may be stressful beaafuears of intimacy
and because of public scrutiny. Females may afgbriiale mentors to be
unsatisfactory role models because males have xp®reenced similar
personal and professional dilemnias.

While most mentoring is informal, some firms do aaformal
mentoring programs. In some cases, mentors argressonly to minori-
ties and females. In others, experienced executvedsnteer to work
with high-potential employees to set goals, revigmgress, and give
feedback outside the formal chain of comméhd.'

The mentor relationship can be beneficial to baktips. In addi-
tion to the help it provides the protege, it githe mentor a feeling of
technical and psychological support from loyal sulmates. Further,
mentors may be recognized by peers for effectidelyeloping talent, and
they may receive satisfaction from passing on wis@mnd developing the
next generation of managers.

Adjustment into Retirement. Retirement gives some individ-
uals a sense of loss and finality. Many workerddsize that they will die
soon after retirement. For other people, retirenie@t chance to escape a
frustrating or high-pressure job and to enjoy fiie®e and pursue hobbies.
In any case, this is a major transition. As we dsscin the appendix to
this part, life change—whether desirable or unddsde—is stressful.
Retirement combines changes in work patterns watsgnal, financial,
and perhaps health changes. Those happiest iematitt have prepared
for it over a period of time and have made plamgHeir retirement years.

One large midwestern utility has developed a seasfa®gtirement
seminars? A year before planned retirement, employees attiede
seminars to prepare for the transition. Topics sagpension and bene-

16.D. J. Levinson, C. H. Barrow, E. B. Klein, M. H.\inson, and B. McGed he
Seasons of a Man's Lifslew York: Alfred A. Knopf, 1976), 98, Reprintedtvipermission.

17.Roche, "Much Ado," 14-17.

18. M. H. Reich, "Executive Views from Both Sides of Mering,"Personnelol. 82,
no. 3 [March 1985): 42-46.

19.M. A. Morgan, D. T. Hall, and A. Marticr, "Careere®elopment Strategics in
Industry: Where Are We and Where Should We Be&Ysonne[March-April 19791, 17-18.
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fits are covered, as would be expected. In addigaperts in other areas
meet with the employees to discuss such issuesiagé time, psycho-
logical adjustments, relocations, and second career

A THREE-DIMENSIONAL MODEL OF CAREERS

The view of stages we nave just considered focpsidarily on
upward movement in the organization. However, mosethmay be
more complex. As shown in Figure 23-8, Edgar Sc(iE978) sees move-

ment through the organization as taking place medhdimensional
space. It may be:

A Vertical—up and down, such as a promotion of deamo This
is the traditional way to view movement in orgartiaas.

A Radial—toward or away from the inner circle or ttwre of the
system. Radial movement takes the individual cléger fur-
ther from central tasks, people, or power. Gengredidial
movement will be related to vertical movement. Hoere as
illustrated by people who are "kicked upstairstheadndividu-
als may experience vertical movement while remaran the
periphery. Others may stay on a level but moveerlds the
core as they gain experience and trust.

A Circumferential—to a different function, programwr, product in
the organization, such as to production from s&esh moves

may be a useful broadening experience, providireghidse tor
future vertical moves.

Different organizations have different structuresl doundaries
relating to these dimensions and, thus, have eiffietypes of mobilin,

The boundaries which correspond to the types ofammnt aTe as fol-
lows:

A Hierarchical boundaries, separating the hieraalhievels from
one another,-

A Inclusion boundaries, separating individuals myups who dif-
fer in their degree of centrality;

A Functional or departmental boundaries, separalggartments
or different functional groupings from each other.

These boundaries may differ in terms of the nunuferach tha:
exist in the organization, their permeability, ahdir criteria for move-
ment. During career progress, individuals and aagdions influence
each other. When the individual moves verticallyradially, therem
attempts at socialization to instill in the manages values and am-
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Figure 23-8 .,, , , .SGId"JI'CONICAL MODEL

- Sales
- Production
- Marketing
- Etc,

Function

Source: Reprinted with permission tram "The Indirdt the Organisation, and the Career: A Conceptual
Scheme" by Edgar H. Scheijpurnal of Applied Behavioral Sciencp, 404, vol. 7 (4), Copyright ©
1971 NTL Institute.

tudes needed for the new positi®nWhen a circumferential move is
made, training is used to give the individual thesvnskills and knowl-

edge required. In turn, managers influence therorgéion through inno-

vation, bringing their own views with them and oducing change. Such
innovation generally occurs later in the manageareer, aiter experi-
ence, status, and power have been acquired.

20. For a thorough discussion of organizationaladization, seqd. Van Maanen and
E. H. Schein, "Toward a Theory of Organizationakiatization" in B. M. Staw, ed.,
Research in Organizational Behavib(Greenwich, CT: JAIl Press, 1979): 209-64,
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MODELS OF INDIVIDUAL DIFFERENCES IN CAREERS

Several theories have been presented which reegmiltvidual
differences in careers. Such theories might helgamizations select
appropriate individuals and tailor programs to thgarticular needs.
They might also help individuals find suitable gmsis. In this section,
we will examine three models that point out indivadi differences in the
way people view occupations or jobs.

Holland's Occupational Personality Types

John Holland (1966) reasoned that people gravibatard environ- m
ments that match their personal orientations. Hg@sed six personality
types and six matching occupational environments:

A Realistic. Involves aggressive behavior and physical actwitie
requiring skill, strength, and coordination. (Exdesp forestry,
trucking, farming.)

A Investigative,Involves cognitive (thinking, organizing, under-
standing) rather than affective (feeling, actingjraerpersonal
and emotional) activities. (Examples: biology, neatfatics.
oceanography.)

A Social. Involves interpersonal rather than intellectualpysi-
cal activities. (Examples: clinical psychology, d@n service,
social work.)

A Conventional.Involves structural, rule-regulated activities and
subordination of personal needs to an organizairoperson of
power and status. (Examples: accounting, finance.)

A Enterprising.Involves verbal activities to influence others and
to attain power and status. (Examples: managenaantpublic
relations.)

A Atrtistic. Involves self-expression, artistic creation, expi@s ol
emotions, and individualistic activities. (Examplast, music
education.)

These orientations can be measured by the Vocatitmederence
Inventory (VPI], a list of 160 occupational titlemvard which individuals-
indicate their likes and dislikés.Holland proposed that if one of the
orientations dominates the others, the individuitll gravitate toward an
occupation consistent with that orientation. If taomore are equally
strong, the individual will vacillate in choosing @ccupation.

21. See S. H. Osipowheories of Career Developmentgd. [New York; Appletort-
Century-Crofts, 1973), 65-66 for an intensive angportive review of the literatuiid'
theory relating to the VPI.



Chapter 234 MANAGING CAREERS 839

Holland has developed a hexagonal model of thetioslships
between personal orientations, presented in Fi@¥®. According to
Holland's research, the closer two orientationsimtée figure, the more
compatible they are. People with high scores orosipe categories in the
hexagon (such as on Artistic and Conventional)liaedy to have internal
conflicts about their occupational choices.

Figure 23-9 OCCUPATIONAL PEI"ONALITY TYPES

Realistic (B) Investigative (1)
Conventional %
Artistic
©c * 7 (A
Enterprising Social
® ©)

Source: John L. HollandIAKING VOCATIONAL CHOICES: A Theory of Voca-
tional Personalities® Work Environments, @985, p. 29. Reprinted by permis-
sion of Prentice-Hall, Englewood Cliffs, New Jersey

Schein's Career Anchors

Based in part on his decade-long study of a pahalumni of the
Sloan School of Management, Schein has presentddda of career
anchors’? These anchors are "a syndrome of motives, valaed, self-
perceived competencies which function to guide eodstrain an indi-
vidual's entire caree”* An anchor can be thought of as a "master
motive," or the thing the person will not give upder any circum-
stances. Schein's study led him to conclude thatetlare at least five
career anchors:

A Anchor 1: Managerial Competenc&he career is organized
around the competencies and values which makeeufutida-

22. For more on Schein's anchors, see E, H. SchEie, Individual, the Organiza
tion, and the Career: A Conceptual Schendeirnal of Applied Behavioral Science 7
(1971): 401-26; and Career Dynamics: Matching Individual and Organizatal
NeedqReading, MA; Addison-Wesley, 1978).

23. E. H. Schein, "Career Anchors and Career Patignel Study of Management
School Graduates" in ). Van Maanen, €@fganizational Careers: Some New Perspectives
(London: Wiley-Iriterscience, 1977], p. 63,
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mental idea of management. The most important cowps
of this concept are the ability to influence angexwvise, the
ability to analyze and solve complex problems, anwbtional
stability.

Anchor 2: Technical-Functional Competenckhe career is
organized around the challenge of the actual weikdrdone,
whether it be related to marketing, financial aselycorporate
planning, or some other area of business or managerhe
anchor is the technical field or functional arethea than the
managerial process itself. Individuals with thisclaor don't
want to be promoted out of the kind of work theg aurrently
doing.

Anchor 3: SecurityThe individual has an underlying needier
security and tries to stabilize the career by tyitnp a given
organization. More than others, individuals witistanchor are
likely to accept an organizational definition ofeth careers.
They rely on the organization to recognize thegdseand com-
petencies and to do what is best for theAmchor 4:
Creativity. Individuals with this anchor have a strong need to
create something. This anchor is most evident among
entrepreneurs, but may also be held by corporagomes.
Anchor 5: Autonomy and Independen@é&e concern here is
with freedom and autonomy. Individuals with thichor often

Career anchors
guide and
constrain an
individual's
entire career.
Can you identify
your career
anchor?
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find organizational life to be overly restrictive imtrusive into
their personal lives and seek careers that have motonomy
associated with them.

These five anchors reflect predominant concerns.eArployee
may still care about other things, but the anclooverriding. Schein
argues that, to the extent that these anchorstaldes it is crucial for
employing organizations to identify them early dnccreate appropriate
career opportunities. For instance, a person withcanical-functional
anchor may not welcome a promotion to a managempesition. Instead,
organizations will have to learn to think about ttiéferent kinds of
contributions people with various anchors can mdkey will also have
to develop multiple reward systems and career pathsermit the full
development of diverse kinds of individuals.

Driver's Career Concept Types

Michael Driver (1979) sees four basiareer concept types. They
include the following:

A Transitory.There is no clear pattern of career movement. Some
transitory individuals may drift in a relatively ggive way from
job to job. Others may be entrepreneurial types winovate
new activities but move on as soon as stabilizasiets in.

A Steady stateThe individual chooses a lifetime occupation.
Steady state types settle into an organizationpaefir stability
rather than change.

A Linear, A career choice is made early and there is emphasis
steady upward movement on a career ladder.

A Spiral There is a planned search for increasing self-dwgrel
ment and creative growth. The career choice manghaeri-
odically.

Driver has linked his career concept types to Stkecareer
anchors. For instance, individuals having secuaisythe career anchor
might fit the steady state career concept. Thogéd wutonomy as the
career anchor might adhere to the transitory oraggiareer concepts.

Driver reasons that organizations might be categarin terms of
the four career concept types. A transitory orgatign is loose, tempo-
rary, and entrepreneurial, with few formal procesturLinear and steady
state organizations both have classical pyramittaiciures with tight
controls. However, there is stress on vertical moset in linear organi-
zations and units of great stability in steady estatganizations. Some
high-technology or artistic organizations may shepiral patterns. Some
departments in linear or steady state organizatioag also operate in a
spiral mode.
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Q: You wrote a decade ago about the protean career,
discussed in this chapter. Have your views concerning
the protean career changed at all since then? Do you
now see other people as adopting this view?

A. The protean careeseems tohave been, a
model for manypeoplefor a long time. The differ-
ences novare that theraremore people whowant
this sort offlexible, self-directed carequattern(e.g.,
two-careercouples, babyoomers, working parents,
late-careempeoplephasinginto retirement); andhe
protean career is nowore acceptabléo manage-
mentin that it ismore "OK" for an employee to
admitthat he orshewants aprotean career. As orga-

nizations are downsizing, restructuring, merging,

divesting, de-layeringgrowing, and makingall

kinds of other changes, theyxedemployeesvho

are more flexibleand adaptivéto makethe organi-
zationmore flexible andadaptive). QDo you think
organizations are generally taking a greater istdre
managing theiemployeestareers?

A: There is notmore interestin managing
employees' careers directlput in helpingemploy-
eesmanagetheir owncareers (i.e., career planning,
to geta betterfit between theemployee andhe
organization).There is also moriterestin career
management, which entaifermal systemsfor the
utilization, development, and movemeritemploy-
ees to meet organizationaliman resourcenanage-
mentobjectives. A cutting edgeevelopment here is
in linking career plannin@nd career management
through self-pacedcomputerizedcareer informa-
tion systems. Organizations sugh IBM, Xerox, and
Monsanto havéeenleadersn this area. Q: You and
others have argued that individual differences khou
be considered when managing careers.

842

tions such as Sears, AT&T, American Hospital Supf@gneral Electric,
Borg-Warner, Price Waterhouse, Ford Mo@ompany, Eli Lilly, and the

Do you feel that organizations are in fact recognizing
such differences? If so, how are they dealing with
them?

A: Career stage, which is loosely related to age,
is being recognized as a critical individual differ
ence. Special career programs are often found for
newly hired employees (entry stage), fast-track,
high-potential employees [establishment], mid-
career employees, and pre-retirement employees.
Also, special programs are sometimes found for
female employees or for minorities. Q: Your
writings suggest that early career experienass
crucial. What recommendations would you méike
individuals who are about to begin their careers?

A: First, realize that you are choosing an organi-
zation as well as a job. Be sure that the firstyjdb
be challenging, but also look ahead to future iol
assignments and future bosses, to see if later jobs
will also be challenging. Talk to people who have
been in the organization for four or five yearsthas
five-year point is where many people realize that
future career growth in that organi2ation may b;
limited.

Find out who your boss would be in the first job,
Your boss will have a major impact on how chal-
lenging the job is. Be sure the boss has confidence
you and will set high expectations for you,

Finally, make sure the job and organization pro-
vide an environment where you wolgdjoywork
ing. Make sure it is a good fit for you personaldn
not choose the job just because it is in a higtusta
or high-paying organization. To be successful, you
will have to perform at your best on every assign-
ment. And to perform at your best, you will have to
enjoy the work environment.
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An employee would generally best tit into an orgation of a
corresponding type—a transitory individual in ans#ory organization,
and so on. A linear individual, for instance, wobkel uncomfortable in a
transitory organization. However, Driver also talkedynamic view of
the career concept types. He reasons that caresepts may evolve
during a lifetime, due to work or other social leiag, or to the inner
dynamic of human development. Therefore, orgampatimust do more
than simply be concerned with fit to an unchangéngployee; they must
also cultivate staff planning systems, employeeetigyment programs,
and even strategies and structures that recognéesitions between
career concept typés.

CAREER MOBILITY

While we have argued that mobility is not the oghuge of career
success, it is undoubtedly the case that many peadpecially the
linears in Driver's types, do value?tMobility often leads to greater
responsibility and status, as well as to incregsgdand benefits. Further,
some people may value mobility itself. Eugene Jegsihas written of
what he calls thenobicentric man, someone who values mobility as an
end rather than as a means:

The mobicentric man values motion and action nomseh because
they lead to change, but because they are chamfjelamnge is his
ultimate value.... Freedom to him is a form of mmest. He fre-

guently changes positions, sometimes just withire @ompany
(though never just within one department) and somet between
companies.. .For him, success is represented kgmoéition, title,

salary, or performance than by moving and moverfient.

Success Chess

Based on his extensive examination of mobility,niegs has pre-
sented nine rules to maximize mobility. These rdesuccess chess are
as follows:

A Rule No, 1: Maintain the widest possible set of@m. Don't
get stereotyped. Don't stay in technical work tond. And,

24. M. |. Driver, "Career Concepts and Career Managédrnre®rganizations" in
C. L. Cooper, edBehavioral Problems in OrganizatioffEnglewood Cliffs, NJ: Prentice-
Hall, 1979] presents a very thorough discussiothese issues.

25. For a discussion of mobility influences during aarstages, see J. F. Veiga,
"Mobility Influences During Managerial Career StageAcademy of Management Review
8 (1983): 64-85.

26. Reprintedwith permission fronPsychology Today Magazine. Copyright @uly
1970 [APA],
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while it may be necessary to get staff experiemacgpod line
reputation is also necessary.

Rule No. 2: Don't get trapped in a dead-end positiry not to
work under a superior who hasn't moved in more ttnae
years. Check to see that there are upward job soapen, If
there are not, try to get out of the situatidtule No. 3:
Become- a crucial subordinate to a mobile superforcrucial
subordinate is one that the boss needs as mudmatgdrson
needs the boss. A crucial subordinate will move mitiee boss
moves.

Rule No. 4: Always try for increased exposure arsibiity.
Exposure refers to how often you are seen by thbege you in
the organization. Visibility is how ofteyou can see those above
you. Decades ago, people were told that the wagtdo the top
was to have a desk near the boss's door. Thiseaetiat you
don't get promoted if you aren't noticed—is stidllid. Rule
No. 5: Be willing to practice self-nominatiof.hat is, let
people in power know when you want a iob. Generaillleast
two moves in a career span are due to self-nonoinafbon't
just wait for your boss or someone else to deteemyjhui
options.

Rule No. 6: If you decide to leave a company, dat iyour
convenienceleave on the best of terms. Don't wait for the
situation to get really bad or for a nasty facetoffoccur, Quit
while you're ahead.

Rule No. 7: Rehearse before quitting a i@lmn't leave in a
state of high emotion. Write out your resignatiord avait a
week. Think the decision through. Tell your famibpke a
week-long vacation, and bring your biographicaladstieet up
to date. After a week, decide whether or not toalit quit. But
don't keep on rehearsing; one way or another, nugkgour
mind.

Rule No. 8: Think of the corporation as a marketpl&or skilk
Learn which skills are in demand in a particulampany or
industry at a particular time. Read business patiios such as
The Wall Street Journabdr Business Weeto find out which
companies need your skills.

Rule No. 9: Don't let success cut off your optidhisccessful
people in one area often can be successful in eiteas. Con-
sider new careers. Don't spend your life in a rut. I

Mobilography

To determine career progress of managers—measutedas of
mobility—Jennings has developed an interesting @ggr called mobi-
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lography. Mobilography evaluates the previous career movedenty the
manager and then arrives at a mobility score. Ehate is used to evalu-
ate career progress to date and to predict futusgesm Some tnobi-
logxaphic terms are presented in Figure 23-10.

2310 SELECTED MOBILOGRAPHXC TERMS

T (Technical)Nonmanagerial position of any kind. The individisl
Positioned as a salesperson, engineer, or accduntan

U (Vp).Prorttotion id a position of higher authority, resibility, or
difficulty,

t (Lateral). Transfer to a job of similar magnitude or natuoayrying the
same degrees of authority and responsibility.

S (Stay)Staying in a position and not receiving a promotidbrand S are the
only nondirectional terms.

D (Demotion).Movement to a position of reduced authority,
responsibility, or difficulty.

X (Exit), The manager has left the organization.

Source: E. E. Jenning§he Mobile Manager. Study of the New Generatiofogf
ExecutivegAnn Arbor, MI: Bureau of Industrial Relations, @Gaate School of
Business Administration, The University of Michigal967)

Mobility points are assigned based on the numbdrsaguence of
the categories through which the manager passetoaen in Figure 23-
10. Figure 23-11 shows selected mobility points.

Figure 23-1 SELECTED MQgILJTY POINTS
TU 15
L 3
S 2
T 5
D -10
X 0
LL 5
SS 0
S.SS -3

Source: E. E. Jenningshe Mobile Manager: Study of the New Generatiomay
Executive§Ann Arbor, MI: Bureau of Industrial Relations, Gizate School of
Business Administration, The University of Michigat®67)
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Jennings feels the pattern of career moves is if@aporFor exam-
ple, while a lateral move (L) receives three pqiatsecond consecutive
lateral move is given only two points. Lateral meygve the manager a
broader basis for development of management diyletwo consecutive
L's suggest that the manager wasn't thought tehdyrfor a promotion.
Also, while a stay is awarded two points (basedhenlogic that one stay
may show that the manager has mastered the jobnarydbe marking
time), a second consecutive stay is penalized taintp, canceling the
first stay. Additional consecutive stays each satitthree points from
the erzr;anager's score since they reflect lost timpppdunity, and experi-
ence’.

SELF-MANAGEMENT OF CAREERS I

Many forces affect career development. Organizatigmactices
clearly play a role, and even luck may be importa@ertainly, though,
individuals should be proactive, taking actionsntanage their own
careers. Jennings' rules for success chess mayrhtipt regard. Also,
Douglas T. Hall (1976) has presented the followguidelines for self-
management of careers:

1. Develop basic career competencigshn Crites (19731 has identified
five such competencies: self-appraisal, occupatiamf@rmation,
goal selection, planning, and problem-solving. Eatthese compe-
tencies can be developed.

a. Self-appiaisalMature career development requires self-aware
ness. The counseling, guidance, career planningemonnel
offices on most campuses can help at this stagmg@ting inter
views, aptitude and interest tests, and careempigrexercises
may all be helpful. Also, just asking others, sashan instructor
or boss, to give you feedback about your perforreazen be
enlightening.

b. Occupational informationCareer development requires a (it
between you and your job, so it's important torlestvout poten
tial jobs. Some sources that provide informatioowthypes of
work, skill requirements, occupational developmentsrker

27. See E. E. Jenningehe Mobile Manager: Study of the New Generatiofopf
ExecutivegAnn Arbor, MI: Bureau of Industrial Relations, @umte School of Business
Administration, The University of Michigan, 1967); , "MobicentricMan,"35-4@n(i
------ , Routes to the Executive Suiidew York: McGraw-HillBook Co.,1971] {ai s
detailed discussion of these issues.

28. D. Seiigman, "Luck and Careers@rtune(November 16, 1981), 60-6(5, 70,71
presents an interesting discussion of the roleiof in careers.

J
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trait requirements, or other relevant factors ideltheDiction-

ary of Occupational TitlegheVS.Department of Labor®ccu-
pational Outlook Handbookand theOccupational Outlook
Quarterly. Also, some interactive computer methods for provid-
ing career information are now available.

c. Goal selectionCareer success, according to the approach taken
in this chapter, means achieving one's goals, sptbcess of
properly setting goals is crucial. Chris Argyri®¢4) argues that
goals leading to growth are challenging, relevarihé person's
self-image, set by the person (alone or in collabon with
another), and implemented by the person's indepe: diert.
Proper goal setting depends upon a prior awareheseself and
of occupations. That is, goals must be set that@msistent with
career capabilities. Counselors, supervisors os@ven work
experiences may be useful in defining appropriatdsg Also,
some useful career planning exercises are novaalail

d. Planning.Once a goal is set, plans must be made for iteaehi
ment. That is, it is necessary to specify the stefe taken to
meet that goal and to determine the order of tisteygs. Both
counseling and career planning exercises may héfye glan
ning stage.

e. Problem solving.Because problems constantly arise during
careers, competence in problem solving can beattocsuccess
ful movement through a career. Many of the techesaliscussed
in Chapter 16 can readily be applied to careerlprog.

2. Choose an organization carefullyour choice of an organization to
work for is extremely important. The organizatioil wontrol many
important rewards, may determine where you live, @y even
influence the sorts of competencies you developthadkinds of
skills you exercise. Also, your initial choice of @mployer may have
lasting consequences in terms of the possibilitidsture moves to
other organizations. For example, in a universtirgy it is unlikely
that someone seeking to fill a faculty positioa &igh-status institu
tion such as Stanford or Yale would seriously atgrsgihe application
of someone currently at what is considered tolbevastatus institu
tion, despite that individual's impressive credasti

3. Get a challenging initial jobln choosing a first job, such short-run
considerations as salary and location should giyneegiven less
weight than challenge and potential for career tirolivyou do take a
job that offers little challenge, you should prdgather try to make
a subsequent job change or try to redefine youtg@ssume greater
responsibility.

4. Be an outstanding performefGood performance enhances your
esteem both in the eyes of others, such as yosr &od in your own
eyes. Ask your boss to help you set challengindsgtmgive feed
back, and to coach you.
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5. Develop professional mobilitAs is generally the case, more options
are better than fewer. So mobility and potentiabitity are crucial
to career success. A set of rules for the developmemobility is
detailed in the next section,

6. Plan your own and your spouse's careers collabwelii. If both
spouses are working, or may work, severe straingesult unless
careful career planning takes place. It is unréigliand unfair to
assume that one partner will go along passivelynithe other takes
a job transfer, for example.

7. Gethelp in career managemer8eek advice from experts in your
school or organization. Consider using professigotalcounselors or
placement specialists.

S. Anticipate chance eventSlo matter how precisely you plan, chance
will play a role. Develop contingency plans tha¢afy what you will
do if various things—good or bad—happen.

9- Continually reassess youx careadid-course corrections may be
needed. Career choices have to be made all thidaghot just when
you leave school. Continually ask where you aregnetyou want to
be, and how you are going to get there.

ENHANCING CAREERS OF WOMEN AND MINORITIES

The nature of the workplace in general, and of rganal ranks in
particular, is changing. Many of those changestla@eresult of laws and
social changes which are encouraging females andrities to cast off
traditional roles. In this section we will considéaree issues in career
management of women and minorities.

Women's Career Development

One of the most phenomenal social trends of regests hadin
the rapid increase in the number of married wonmmethe work force
This trend is in part a consequence of economiessty and in pan a
reflection of changing values: Jobs are a libegatifiluence, a key to new
life choices. Over half of all mothers with childrender six years of ajs
are in the work forcé'

This trend presents opportunities and challengesdanizations.
If women's potential is to be fully utilized, stepsist be taken t@SRT
their career development. As shown in Figure 23¢dinpanies have
chosen a number of routes to such development.

29.Capita] TimesMadison, WI (November 14, 1984), 2.
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Figure 23-12 COMPANY PRACTICES TO ENHANCE
WOMEN'S CAREER DEVELOPMENT

Posting of Job
Opportunities

for
Attendance at Outside C Careelr_
Training and ounseling

Educational Programs

Family-Sensitive Work

Practices Such as Provision Women's Career In-I_-|(_)use
of Child Care Facilities Development Training
Programs

and Flexible Working Hours

Part-Time Job Opportunities
mat Levels Other Than
Clerical and Secretarial

Some of those routes take the form of such tradifioneans as
visible posting of job opportunities, career codimgg and training pro-
grams. Others are more innovative, such as oppiiggrfor part-time
jobs at advanced hierarchical levels and a vadnéfamily-sensitive work
practices.

Dual-Career Couples

Another consequence of the influx of women to theknforce is
the growth in the number of dual-career couplestiyend of the third
quarter of 1985, that number had reached 22.4anilf’ Such couples
enjoy the benefits of two careers, including inseghincomes, but face
many constraints and problems. For starters, dften difficult to find
two suitable jobs in the same geographical locatibnen when one
member of the couple is offered a transfer, oftgmaamotion, the decision
of whether or not to accept becomes much more cicateld. Add to
these constraints the fact that the couple alsatdqsggle home and

30. The Wali! Street loumgDanuary 5, 19851, I. This section is based in gauD. T.
Hall and F. S. Hall, "What's New in Career ManagetftOrganizational Dynamic$Sum
mer 19761, 17-33; and , "Dual Careers—HowCIbaples and Companies Cope with
the Problems?'Qrganizational DynamicéSpring 19781, 57-77.




Managerial Profile
ROBERT F. OGDEN

Robert F. Ogden is Manager—Professional Relatidasnihg at General
Electric Co. He is a graduate of DePauw Universibere he majored in
political science and economics. He joined GE id9.@nd progressed'
through a number of positions in the Lighting Besis Group. In 1979, he
transferred to the Corporate Employee Relationg@ipa to become Man-
ager—Compliance Systems and Programs. He was navteathger-

Human Resources and Legislative Issues in 198laasdmed his current
position in 1982. Mr. Ogden is a member of the HurR&source Planning;.
Society and the Environmental Scanning Associadiod is active in com-
mittee work foT the National Association of Manufarers and the United-

Q; Could you briefly describe specific career planning
and management approaches at General Electric?

A: There are a number of different programs and
approaches to career management at General Elec-
tric. They form a reasonably well-integrated system
which can be used throughout a professional
employee's career. For example, new college gradu-
ates who are hired into entry-level management
training programs make an initial decision to train
in several different assignments, including some at
different geographic locations, during their fitato
years of employment. While on this program, they
are provided with career planning modules, some
self-directed, that will help them start a morenfiat
career development process.

A formal career decision process called the
annual human resources review is available to all
professional employees. Each year, employees hay©
an opportunity to complete or update an individual-
experience record, somewhat akin to a resume. This
document is standard across the company and is
used in promotion and self-nomination practices. In
addition to and in conjunction with the individual
experience record, employees may also complete
annually a performance summary and promotability
review. One section of the form is completed by the
employee. Career interests including preferences
and alternatives—both short range and long range—
qualifications, and improvement and development
needs and plans are specifically identified.

These represent just a small sampling of the
career planning and management practices at GE.

Q: In your opinion, how does the current environment
influence career planning and management?

the

nal.
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States Chamber of Commerce.

A: The current environment impacts careers in
following ways:

A Slowed business growth combined with
tightened management structures will
result in longer job tenure.

A There will be more competition for fewer
openings.

A The rapidly changing and intensifying com-
petitive environment will continue to drive
business discontinuities and result in eonv
tinuing career uncertainties.

A There will be greater talent specialization
by markets with an increased premium
placed on knowing your business and its
markets as well as growing professionals
within that context,

A Within businesses, there will be increased
cross-functional movement and lateral
development moves.

A Lean, agile, high-performing business sys-
tems will result in higher performance
expectations and greater visibility and risk,
This will be accompanied by more differen-
tiated rewards systems to recognize excel-
lence.

A A. strong, supportive manager is eveote
important to a career in this environmem
Strong leaders will also be strong sponsors
for those who excel.

There is a need to evolve a new set of expectations
about careers in this era of continuing change and
heightened competition—both external and inter;
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family roles, and the picture of the dual-careeupie becomes less than
rosy.

There seem to be four critical factors in succds$fial-career rela-
tionships, as identified by Rhona Rapoport and RoBapoport (1971):
mutual commitment to both careers, flexibility, aogp mechanisms, and
energy and time management.

Mutual Commitment to Both Careers. Successful dual-
career couples share a mutual commitment to wodktareach other's
need and right to pursue a career. Often, the etsupklf-concept is built
around themselves as a working team,

Flexibility. Two types of flexibility are important: personal
flexibility and flexibility in the job. Personal ékibility is the willingness
and ability to adapt and improvise to find waysdeal with couple
problems. Flexibility in the job exists when at de@mne member of the
couple has enough autonomy to schedule time to wagheconflicts and
enough geographic mobility to allow the spousedoept transfers.

Coping Mechanisms. Dual-career couples must develop a vari-
ety of coping mechanisms. They may cope by reatruwg roles, with
the members negotiating to make their roles morepadible with their

The emergence
of dual-career
couples has
_ changed
traditional male-
female roles.
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responsibilities. A husband and wife may, for ins& agree to take turns
with cooking, or may trade some responsibilitiesdthers. Coping may

also take the form of establishing priorities orrking harder on the

planning and scheduling of activities.

Energy and Time Management. Effective dual-career couples
are willing to devote energy to making the relasioip work and to alio-

FROM THE FIELD: Career Management Practices

In early 1986, we surveyed human resources executives in a wide variety of industries to
learn more about current organizational career management practices. Of the respondents,
67 percent indicated that their firms took steps to plan and manage their employees'
careers. Only 9 percent indicated "Employees are entirely responsible for planning and
managing their own careers."

Here is a summary of responses to the question, "Which of the following career
planning and management techniques are used in your firm?" The techniques are ranked
from most frequently used to least frequently used:

Rank Technique Percent Using
1 In-house training programs 95
2 Tuition reimbursement programs 9L
3 Outside management seminars '86
4 Regular reviews of management personnel's strengths

and weaknesses 67
5 Posting of job openings 67
6 Preretirement counseling 67
7 Counseling for terminated employees S5
8 Career pathing to help managers acquire the

necessary experience for future jobs 48.
9 Succession planning or replacement charts 48
10 Planned job progression for new employees 43:
11 Career management seminars and workshops 38
12 Computerized skills inventories to assist with career

planning 3&:
13  Career counseling 33
14  Five-year or other long-term career plans for

management personnel 29
15 Counseling for downward transfers 24
16 Systematic job rotation of supervisors to prepare them

for higher level positions 19

Since the surveyed executives were employed primarily in large organizations, these
figures probably overstate the average degree of use of these techniques across organiza-
tions. It is clear, though, that an elaborate array of tools is used by organizations for the
planning and management of employee careers.
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eating time. They recognize the importance of naimhg the relation-
ship and give it a high priority.

Companies are developing a variety of strategiesdéaling with
the dual-career coupfé.Effective programs should have the following
characteristics:

A Flexible career development tracks and expegs. A  Skill
development in coping with conflict and life/careeanagement.
A Spouse involvement in career planning and fgmmbsolving. A
Support services for career couples.

Career Development of Females and Minorities

Many companies are concerned that women and miesritave
not achieved managerial ranks in sufficient numb8mme are consider-
ing novel ways to identify, train, and develop pisimg minority candi-
dates. Identification may take place through jolmgling and other ways
of simulating management jobs, including assessroenters, discussed
in Chapter 10. Douglas Hall and Fran Hall (1976yenhdiscussed three
steps companies are taking to foster minority agwdle training and
development.

Assessment Centers for Development. In recent years,
assessment centers have been used for employempieent. Trained
staff members give the employee feedback abouhgtamd weak points.
These are illustrated with examples of specificawitrs in the assess-
ment activities. Once the employee understands sawepts the feed-
back, the discussion turns to counseling and pteqpfor future training
experiences and developmental assignments thatdwead to a particu-
lar target job in management.

Job Pathing. Job Pathing involves a carefully planned sequence
of job assignments. This sequence is aimed at gireyijob requirements
which demand that a person learn certain job-rélatélls. The paths are
designed to ensure that important skills and expegs are provided in
small enough increments that individuals are natrafelmed, but in
large enough steps that they are always stretdhezigoal is to minimize
career time to reach a target job. By use of jothipg, one large retail
organization feels it can reduce the time to dgvelstore manager from
15 years to 5. Plotting career paths not only speatployee growth but

31. These arc drawn from Hall and Hall, "What's NewCareer Management?" pp.
17-33.
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also forces the organization to think about theeeapaths it is currently
using. It may find that some potential paths areb®ing used, and per-
haps that paths can be plotted through differenttional areas to de-
velop managers with broader views.

Talent Development among Hourly Employees. Companies
are attempting to find ways to attract a substantimber of female and
minority hourly workers into pre-supervisory progra One problem is
perceptual: Females and minorities sometimes Fedldpportunities for
upward mobility are lacking, or that barriers existheir upward mobil-
ity. Some also do not perceive themselves as djtiimo supervisory
roles. Clearly, firms must take action to alterstheerceptions. Some
firms are also relying on training programs condddby professional or
trade organizations to develop female and minaihployees. Many oi
those employees see training provided by such edBots as being less
competitive and more supportive than company-sp@usprograms.

IMPLICATIONS FOR MANAGEMENT

The issues we have discussed in this chapter praseariety of
new challenges for organizations. At the same tithey suggest that
enlightened organizations may possess a growiry afrtools for dealing
with those challenges.

Changing employee values are creating difficulfmsthe firm.
Many employees will no longer passively acceptdfers—even promo-
tions—that call for a geographic move that woulsrajpt their lifestyles.
Some, especially those with security or technicaletional competence
as career anchors and those with steady statetatizs, may actually
show little desire for promotions, preferring stapi The growing
number of dual-career couples is further compligatihe picture,
decreasing the firm's flexibility in dictating trsfiers, schedules, and
rewards. As a manager, you are likely to face aptexnscenario in which
employee desires will weigh increasingly heavilyoiganizational deci-
sions.

Further, changing social norms, laws, and othessues for
affirmative action are demanding that firms imprdke career situations
of women and minorities. Career progress is seenmsans of achieving
social equality, and firms and their managers aiagasked to play an
active role in promoting that progress. You maychked on to foster the
development of women and minorities or to removeaabarriers to the
handicapped.

In times of high company growth and profitabilibgreer progress
is often rapid and firms can absorb the costs @frern career manage
ment. As growth slows and profitability declindse tsituation becomes
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more difficult. Mobility channels may be blocked e firm stagnates
and managers remain longer in their positions. ifipact of errors mag-
nifies as the firm lacks the slack resources tddyumistakes. Unfortu-
nately, you may find yourself in the situation ohAmaging stagnation or
decline. In such a situation, you will need creiyivand flexibility in
your career management practices. You will nedtbaough knowledge
of a full arsenal of career tools.

Together, these forces—changing values, socialspres, and
environmental scarcity—strip firms of the luxury @éciding whether to
practice career management. Instead, firms mustagermareers, and
they must manage them well if they are to be swgfoksAs a manager,
you will probably find that your time is increasiggdevoted to career
management.

The perspective we have considered suggests theércauccess
means different things to different people. Effeetcareer management
allows the realization of potential, whether thdgutial is for mobility,
competence, or creativity. You may find yourselfuoseling one
subordinate on how to gain a desired promotion tlaroon ways to
develop valued skills, and yet another on how thieae a satisfying
balance of work and family life. An understandingtioe different career
needs and desires of your subordinates is essd¢atthht task.

Your knowledge of the problems your subordinates ldeely to
face during the stages of their careers shouldgrepou to deal with
them. Early career shock and pressures for accampknt; mid-career
crises and plateauing; and late career frustratiafkection, and prepara-
tion for retirement all create special demands. uUhderstanding of the
models of individual differences in careers shauddp you anticipate and
deal with those demands.

Finally, of course, all this knowledge should hgu manage your
own career. Many firms do not pay much attentionthteir employee's
careers. Regardless of the firm's practices, thpsgh-management of
careers is important. You should be prepared tg pla active role in
achieving your own career success, however yownddfi The various
perspectives, models, and guidelines presenteldisichapter should give
you some direction in that quest.

career anchors mobicentric man

career concept types rnobilography

career plateau protean career

crucial subordinate realistic stage

exposure fantasy success chess

stage job pathing tentative stage

mentor tournament model of mobility

visibility
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REVIEW What is the protean career? How does it differ ftbmtradi
QUESTIONS tional view of careers?
Give three reasons why careers are important.
Describe the stages of career choice.
Identify three of Levinson's stages of adult waf&.|
Discuss four problems faced by young managers.
Describe the tournament model of mobility.
What is a learner? a star? a solid citizen? dead®o00
Identify the three sorts of movement through thgaoisa
tion in the Schein model. Which boundary is asgediavith
each type of movement?
9. Define Holland's six personality types.
10. Describe five career anchors.
11. What is mobilography?
12. Give five rules for self-management of careers.
13. Cite four things organizations are doing to enhamomen's
career management.

PN WN
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CASE 23 A Female Executives

Women executives have mixed feelings
about the men they work with. Most of
them have been helped by men, and many
would rather work for a man than for a
woman. "l have always worked for a man
and liked it/' says a senior vice-president in
manufacturing. "The men have that net-
work," says a vice-president in a retail firm.
"They are in higher positions. It's lonely out
there."

Yet, at the same time, executive
women are likely to feel thwarted and
obstructed by male prejudices. "I have been
stepped on because | am frank and have
opinions," says a bank vice-president. "And
every few days, | have an instance where I'd
like to punch someone out."

The Wai] Street journabnd the Gal-
lup Organization surveyed 722 female exec-
utives with the title of vice-president or
higher to find out how it feels to be a woman
in the male corporate world. Their answers
(see charts) show that it often feels very diffi-
cult.

Executive women readily acknowl-
edge that some men have played major roles
in their careers. Eighty-two percent say that
the one person who has been most helpful in
their advancement has been a man. Even
among younger women, who are more likely
to have been preceded by other women in
management positions, nearly four out of
five say a man has filled the role of profes-
sional mentor.

In general, the women say it makes
ritr/e difference to them whether their boss
is a man or a woman. But 29 percent say
they'd rather work for a man while only 4
percent prefer a female boss. While two
thirds of the women cited one or more
advantages to being female, four out of five
can think of an equal number of disadvan-
tages.

How Being Female Affects Personal/
Social Behavior

ever:

Been mistaken fora secretary

at a business meeting? 61%

Pelt cut off from social
conversations or activities
among your male colleagues? 60%

Felt you were being patronised

by older executives? 44%
Pelt the presence of female
executives made male

executives more appearance
.conscious? 33%

Felt uncomfortable about
socializing with a male

colleague because it would not
look right? 24%

How Being Female Affects Job
Performance/Evaluation

Have you ever:

Felt that you were being paid
Jess than a man of equaddility?
70%

Had the impression that youj
views were not respected as
much as a man's in certain
areas?

60%

Felt thata malesubordinate
rvsf'sctxfCiiliug ora'crs from
you becausée felt threatened

by a female boss? 41%

Feltthat youwere being
judged more othe basis of
dressandappearance than a
man in your position would

be? 37%
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Felt that your personal life

was being scrutinized more

than those of your male
.colleagues* 29%

Felt that your professional
advancement was accelerate
because of pressure to

promote women? 20%

T?elt that %ou were pitted
against other women in
competition for a token top

7%

Part7 AEMERGING ISSUES IN MANAGEMENT

Which of the survey's findings do you
find to be most encouraging for the
future progress of women in managerial
ranks? The most disturbing? Why?
What might be some causes of the find-
ing that some women prefer a man as a
boss? Of the finding that most—even
among the younger women—have had
men as their mentors? What are some
implications of these findings? If this
survey were repeated in the year 2000,
which of its findings do you think would
have changed the most? The least?
Why?



Source: Reprinted by permission thfe Wall
Street journal© Dow Jones & Company, Inc. (October
29, 1984]. All Rights Reserved.



