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Gareer Transitions within Organizations: Exploring -
Connections Between Work, Nonwork and Coping Strategies -
LY

ABSTRACT

This paper examines: career transitions ~within organizations. An
integrative model was; developed and’evall.J,ated which views career transitions as
a stress-coping process inﬂuenéed by work and nonwork factors. Data supported
the model in that indivi‘duals expelriencing a large number of personal life
transitions were more likely to adopt a syﬁ\ptom-management copihg stfateg):
(as contrasted with a situation-focused strategy)-for dealing with job stréss
—durmg the transition. However, r;either the r;r\éghi;cude of the car.eer transition

nor mtervemng role vanables in the model contributed to explanation of the

career transmon process. Major career transitions were associated with major
A
7

transitions in.personal life and data suggested that a career transition could act °

as a "trigger" event for personal life instability. Implications of both supportive .

' . v

and disconfirming findings are discussed. Future directions are suggested for

research on careers and for career, management in organizations.
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This paper weaves together two processes bf current interest to organiza-

tiohal researchers: career transitions and stress. A career transition is often
*

thought of as including a'change of employers. Howaver,.career transitions also

occur as afi gngoing féatu¢ of organizational life when an employee changes jobs
within - the- organization.) The focus here is on intra-organizational career
" ,} . .
P ¥ .. . . .
transitions. Such career transitions might be stress-inducing because they tax

the individual's adaptive cepacity and may create situations, temporary or

chronic, which threaten to exceed the individual's capacity to respond (Beehr &

Newman, 1978; Holmes & Rahe, 1967; McGrath,’l976). .

. ~
From the stahdpoint of career research, there is a need for theory-based

researg:h on career development processes in orgamzatlons (Hall, 1976). Studies
have been published on the factors assoc1ated w1th 1ntra-orgamzatlonal mobility

(e‘g., Anderson, Milkovich & Ts% 1981 Bray, Campbell & Grant, 1974; Jennings,

Al97l Rosenbaum, 1979) and on the impact of corporate-initiated geographic

relocation (e.g., Pinder, 1977; Seidenberg, 1973).- Theory-building in this area is

4

.

emerging (LodistO; Vardi, 1980) but as yét there has been lttle in.the way of

theory-guided reksearch on the transition process.itself and the coping strategies

people use during the transition. .
'

This.paper presents an exploratory model of ,intra-organizational career

[

-
A}

theory and research ip several related areas. " The purpose is to specify

S

“
antecedents and consequences of coping during career transitions and examine

how personal life transitions impact on career transitions., While findings that

1

bear on these issues have been presented in piecemeal fashion, more f:omprehen— .

sive, integrative studies @are lacking.

A} ' (

&S

transitions as a stress process. The model integrates and expands upon preyious
. X - B - v
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A Stress-Coping&}enLof Career Transitions: The Literature

\ . This research is interdisciplﬁary,_ drawing upon literature in social psy- O,

choloé;; organizational psychology and psthowmatic medicine. The-model is

¢ designed "to explain a®process which nas traditionally been the concern of .
industrial psychologists,’ namely job changes within'organizations.‘ Studies in

N * three ereas heve a direct bearing on this researéh: occupat%onal_ stress, work and

nonwork, and canceptualizations of coping processes. . s

Occupat'ional Stress. Numerous studiesl have linked stress to soc'ial-

.

psychologlcal factors in the work envzronment (Caplan, Cobb, French, Harrlson &
.Pmneau, 1975; Kahn, Wolfe, Qumn, Snoek & Rbsenthal 1964; Kasl, 19’78, -

McGrath, 1976). Medical researchers have focused on.the physiological and

-
-

disease indicators such as hypéﬁtension and heart disease (Kagan & Levi, 1974)
e _v}hile organizational researchers have focused on psychological and behavioral - s

indicators such as anxiety, boredom, withdrawal, job dissa;tisfaction, low. job

’ . . .

£
performance and turnover (Matteson & Ivance_vich,‘l979). : : SN

Stu}ies which specifically examine carder-related changes from a stress

'_‘viewpoint are rare. Descriptive case studies (Jennings, 1967, 1971; Le\vinson,‘ v
' Darrow, l'<lein\& McKee, 1978) document the stresses associated with career
change and highlight the individualistic nature of coping hehavior. \X)h;le . .
. evidence is not uniformly supportive, eonme studies show a‘ connection ‘between . . ‘
job changes and CSronhry heart dvisease (Jenkins, Rosenman & Friedman, l966;l
3
‘

Syme, Hyman & Entenline, *1964; Theoretl, 1978), voluntary -dispensary visits
{Kasl & French, 1962), and elevated stress hormones (Cobb, 1974) . has been
specifically suggested that studles of career, transitions dlstmgmsh between

. intra-<company and jnter-company . moves and that magnitude of change be y

\.

investigated (Kasl, 1978). Y L | .
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Work and Nonwork. The importance of placing.career role research within

the context of other life roles is frequently discussed (Bailyn ’& Schein; 1976;

-

Van Maanen, 1977) but the close linkage between the work and nonwark domains
1

has _not been adequately explored conceptually or emplrlcally at_this point.

rd

Studylng the work-nonwork linkage has becomé important in part because of a

"concern for the overall quality of life and calls for a re'-examination of the

-

balance and priorities across work and personal life (Evans & Bartolome, 1981).
v L <
The work of Rapoport and Rapoport (1975) suggests that where critical

life-cycle role transitions occur simultaneously in both work and family spheres,

the mutual interdependence of the two spheres is hlghllghted They identified
two patterns of relatlonshlps between work and nonwork, isomorphic (51m11ar1ty)
and heteromorphxc (differences or complementarity). These two patterns are
better known as the "spillover" apd "compensatory" (Wilensky, -1960) hypothese&
Th( spillover hypothesis states that attltudes and activities at work will be

‘

positively related to attitudes and activities in the nonwork domain; dissatisfac-

. . . ‘A . ’ . . .
tion and alienation at work generalize to nonwork life and vice versa. The
gompensatory hypothesis posits a negative relationship hetween work and non-
. .
work suchéhat stultifying jobs are compensated for by pursuing challenge ‘agnd

’

satisfaction in leisure and vice versa.

)

Research in this area has tended to support the s;pillo\'/er hypothesis in that

positive correlations are commonly obser{ed “in studies relating a variety of
o ) g : ! ' ‘
structural, attitudinal and behavioral variables across work and nonwork (Staines,

1980). Fof example, Rousseau (1978) found variety and challenge in work to be

positively correlated with variety and challenge in ndnwork (See Orpen, 1978;

L

Rousseau, 1978; Near Rice & Hunt 1980: Staines, 1980 for reviews.)

L4




»

o

- M V]
" Of late, however, trzg spillover and compensatory ses have been

criticized as over;impfiﬁed and non-mutually exclusive such that adequate tests
are difficult to formulate (Kab.anoﬁ, 19‘80; Near, Iiice & Hunt, 1980). It has
been‘ pointed out that the spillover hypothesis appears.to hold for white collar
and managerial samples wpere‘ work tends to be cen:ral t% the individual,
whereas the com‘pensétéry hxpothesis appears to have received more support
witH employees 1n jobs whe;e working conditions are commonly assumed to be
extraordinary (e.g., commercial fishjng) or routine (e.gere a)uto. assembly), i.e.,
among workers whose jobs may~be le'ss psytholoéicalfy central.

Studies which correlafe, parallel dimenéions (e.%., 'variety, challenge én work
with var}ety, challenge in leisure) e;n offer limited insight into the dynamic
issues of how the two domains become connected. Rathe;, these studies tell us’
only that the two d'omains influence each ?ther, ;ometimes positively, sometimes

®
negatively. As Near, Rice and Hunt (1980) point out, " . .. little has been done

by way of specifying the psychological and social processeé by which work can

- influence nonwork and vice versa" (Near, Rice & Hunt, 19{80, p.(l¢24).‘ They
. - k4 N

suggest that studies are needed relating structural variables in one domain to
attitudinal/behavioral variables in the other domain. Of late, Dreher (1982) has .
argued that consigerable theoreticai \wor'k exists to guide future research.
However, the frameworks he reviews deal primaM’fy’ with what the effects of
extra-work variables might be on the w‘ork environment, not with the Qroces;
‘through which the two are related. The present study looks at the process

through which a structural variable in the nonwork domain (personal life

¥ransitions) influences psyghological variables in the work domain (job stress).

The process of interest is the coping process. R

.

4 e
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Literatur.q from psyc‘hosdimatic medicine has also explored the link bet‘“./een 4

life t_rar‘mitions and stress. However, these studids typically‘.gonfound‘ the e‘ffects
. of work and nonwork transitions. Many studies:have .beén ..base°d or; the notion -

that regardless of the positive or negative gvaluation of a life transition, when
: . <
there is a '"cluster of social events requiring g¢hange in the ongoing life

adjustment" (Holmes & Raﬁe, 1967, p. 213), there is stress due to the )

psychosocial adjustment required. The empirical literaturg in this vein is 93

-
. L4

extensive (see Dohrenwend & Dohrenwend, 1974; Gunferson & Rahe, 1974 for

reviews) dnd studies have repeatedly documented t agsociation between life

. . . eee s . . ¢
changes and illness. One of the primary criticisms of th\s research, however, is

. . .
the continued,emphasis on direct linkages rather than on the investigation of the

’ -~

» -
underlying mechanisms through which this life event-illness connection occurs.

«In particular, the effects of coping are thought to be important (Mechanic, .1975),

but few studies are available,which examine this intervening process. -
| . .
. Conceptualizations of Coping Processes. Theoretical models of stresi,‘
L}

most notably Lazarus (1966, 1976), cast coping as one determinant of how

stressful events will be experienqed? » Coping refers to efforts to master
) ' * -

conditions of harm, threat or challenge (Monat & Lazarus, 1977). Coping

strategies are viewed as an array of covert and overtﬁ beha'vior patterns by whig

»

3n sndividual can actively preyent, alleviate or respond to stress-mducmg

circumstances (McGrath 1972’ Empirical tests of coping processes in work

organizations are beginning to emerge (Anderson 1976, 1977; Folkman & Lazarus, c .
1980; Pearlin & Schooler, 1978). Nt

In the literature o)n coping‘ with stress (e.g., Ha}l[ 19;2; Lazarus, 1966;‘ ’
Kahn et al., 1964; Pearlin & Sch‘ooler, 1978) three categories of coping can be /
identified, based on the target of the coping behavior.(I:atack, 1981). .




1. Taking action on the stressor situation. Individuals can cope by at-

r . - LT
' tempting to alter the stressor situation directly, or by attempting to alter their
’ ¢

. relationship to the situation. For example, if an individual is experiencing sfress

’

" induced f)y role ambiguity, slhe might meet with a supervisor to clarify what is
iy .

expected on the job. If an inqi\}idual is confronted with ‘conflicting expvectations

from coworkers, s/he might cope by trying to meet all expectatibns appropgiate--

. - P s

ly, or by removing hirn/herself temporarily or permahently from the stressful

-
’

situation. .

.«

2. Cognitive reappraisal of the situation. While the first strategy means
; *
. »

altering thes situation or one's }elationship to it, this second coping strategy

represents altering one's cognitions about the 51tuatlon. Referred to as cognmve

reappralsal (Lazarus, 1966), this strategy serves a cow functnon b_gause the

-ingdividual re-evaluates the situation so that it does not s%em so stressful. For
) o \
example, aFFmdlwdual facing role ambiguity may devalue 4he jOb ws-a-vxs other

£

life roles so that s/he worries l'ess about what to do on the )Ob e {

¢ -
- !

3. Management of stress symptoms. Symptom-managément consists,of
- . R . . ’ 4“_,,. '
attempts to,w the stress symptoms. These are the most ‘widely

'publicized coping techpiques. Examples would be ‘exercise, relaxation training,

! ) .
and the use or abuse of drugs and alcohol in order to relieve the affective and

p_h)"siological stress sym;toms. ‘ ' .

Empirical evidence on coping with job-related stress is limitéa and few
studies systematically investigate more than one of the three‘types of coping
stra'tegie»s .defined above (Anderson, 1976, 1977; Burke & Belcourt, 1974; Hall,
*1972; Pearlin, Lieberman, Menaghan & Mullan, 1981; Pearlin & Schooler, '1978).

From the studies which investigated the impact of coping on some type of stress

v
symptom, ?nﬂicting results were obtained. Hall (1972) found the strongest
f Y ’
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. PSR
. . . . . .
effect on satisfaction was for coping per se vs. having:na conscious coping

strategy at all. Pearlin.and Schooler (1978) found that the only stra‘tegy that had

any impact on stress related to work roles Was a cognitive strategy (devaluing

- .

the job and thinking hbw much better one's job is now than a year ago)-and the

effects were stall (1% of the variance). Burke and Belcourt (1974) foundhat
/ ’ +

among managers 7:tion coping strategies were viewed as most effective. Th

present research endeavors to expand our knowledge of the relative impact of

coping related to ory form of job stress, a career transitiorl/within the

organization. .
~ L4

. o’ . The Model and Hypotheses .

S .’Il'he model presented irf Figu;e ! integrates theory .and research onm
occupational §tress, work and nonwork, and coping concepts. L‘iterature_
summarized earlier pr:)vides the genealogy of the model and suggests that career

transitions may be®stressful because they require adjustment.to change and

iE/olve the assumption of nc;,w roles which may tax adaptive capacitigs. Level of
stress experi'enced, however, depends on coping strategies brought to bear in the
situation. Finally, ‘the linkage between work and nonwork implies that to
understand career transitions, we sho_uld take into account concomitant personal
life transitions or changes o’ccuring outside of tl'le work role.

Specifically, the model hypothesizes that the process through which a

o * . . .
career transition may create stress depends first on the magnitude of the career

transition.t

InserY Figuré 1 About Here

A change to a job very similar to the previous job should, other things equal, be

less stressful )than a ch'gnge_ to a'job which is radically different. This hypothesis




s . .

is drawn directly from the additivity theme prevalent in the stress literature
(Selye, 1956; Levi, 1974; Schuler, 1980) as well in the life events literature
(Holmes & Rahe, 1967). The additivity hypothesis states that changes of greatet

magnitude require more adjustment on the part of the jndividual. Hence, the
more change, in both number and intensity, the more stress, Similarly, Louis
(1980) in her theoretical work on career transitions has stated that the .more

. . . -
elements that are different in the new role or situation, and the more each

v

element is different from those in previous roles, the more the person making
the transition has to cope with (p. 331). Therefore, it i; hypothesizedh'that the
greater the magnitude of the career transition, the greater the stress.

However, it is clear that we must go beyond the direct link between 'change

and Stl:¢55 and begin to study the intervening mechanisms through which change

leads to stress. This model considers two intervening mechanisms--role vari-

ables and coping strategies.

The type of career transition studied here represents the taking on of a
new organizational role (Graen, 1976; Katz & Kahn, 1978). The literature on
organizational careers (Louis, 1980; Van Maanen, 1977) has also adopted a role
change framework. Two role factors that have been repeatedly linked to stress
in ‘organizatiéns are role ambiguity and role overload. These role variables have
been associated with such stress symptoms as anxiety, teﬁsion, prdpensity to
leave; low job performance and coronary heart disease risk factors ‘(Kahn ét al.,
1964; Van Sell, Schuler & Brief, 1980). There‘fore, a model which explores career
transitions and stress might logically consider role variables as intervgning'
processes. Specifically, the magnitude of the career transition causes job s;crgss

because it creates uncertainty as to how the job should be done (role ambiguity)

and generates the perception that the job is beyond one's resources and

A Y
.

11
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capabilities (role overload). If the new job differs from the previous job along

A

numerous dimensi;ns, we might expect am'biéuity to be higher than it would be it
9Qly a\few dimensions are different. Correspondi@ly, when an individual takes
on a job that differs radically from the previous one, s/he might be more likely
to fee-l unequal to the task than if s/he had assume'd a role similar to the one
from which s/he just came. Therefore, the greater the magnitude of the career
transition, the higher the role ambiguity and role overload. '
Following Lazarus (1966, 1976), coping strategies are th.e intervening
processes which direCtiy determine job stress and job performance in the new
role. Recall that coping, as it is defined here, does not necessarily imply coping
effectiveness; no normative assumptions are made concerning the impact coping

’ .

should have on the outcome variables. Furthermore, there are no firm .

conclusions that can be drawn from previous studies regarding the differential

impact of various coping strategies on job stress or job performance. Finally,
the model is exploratory and is intended to examine rather thadrlm predict relative
impact of different coping strategies. Hence, no directional hypotheses are
offered a priori concerning the relationship between coping and the outcome
variables. , Si'mply stated, the model indicates that levels of stress and job

performance should differ according to coping strategy employed. (

Following the suggestion of Near, Rice and Hunt (1980) the model links a

-

nonwork variable to the process by “cast;iri‘g‘personal life tranditions as a joint

determinant of coping strategies, along with the preceding work variables in the

model. * This linkage is also drawn from the additivity notion discussed earlier.

‘ 4
That is, if personal life changes.coincide with work transitions, the individual

faces more stress than sfhe would if the work tr:isici)or:)were the only change

occurring. If it is correct to assume that stress isadditi¥e and coping resources

- -

R ¥~
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8 . .
are finite, then the extent to which ceping resources are being taxed in the

. N L

faersonal life arenalshould have an effect on work-retated coping strategies. The

V

individual must ¢ope w1th stressful situations in both work.and per’anal life at
the same time. ‘Therefore, the mod\el’ suggests that coping strategy will &
influenced by the ;xtent of concurrent personal life transitions.. .

In this model, job stress is hypothesized to be negatively related 'to

p:erfOrman'ce. The "inverted u hypothesis _(Selye, '1956) argues that there are

A

situations where an increase in stress is desirable because a4noderate level of

L} »

stress is motivatirg. The present study does not dispute that there may be some
situations where a positive relationship between stress and performance could be
observed. However, research on performance in learping situations (Spielberger,

O'Neil & Hansen, 1972; Zajonc, 1965) suggests that during the transi¥ional phase

.

when an employee is learning a new organizational role, stress may inhibit iob
performance. Further, it may be difficult to locate a sample of managers for

whom stress is too low, given the nagture of professional réles E!'n many

1

organizations. Jennings (1965) has suggested that ‘a great manmmanagers
» . Pr .

function at moderate levels of anxiety most of the time. In effect, we may

simply be 'unabl'e to observe~the left-hand side of the "invgrted Ul in the
popul:tidn studied here. Therefore, the j_.ob lstress-job- performance relationship
is thought to be negative. * : ' S )

In addition to the model built upon previous theoretical and emf)iriéal
literéture, the exploratory nature of ‘this ‘study suggests we sea}c'h oyt other
relationships that might help us further des;Crib;e the career transition process.

Specifically, the role of time &s a vanable (Katz 1978, 1980; Van Maaeen &

-Katz, 1979) could be 1mportant since mdivxduals in thlS sample are at different

\ points in the transition /process. For some individuals the job change is recen_t,.

¢ . - 4

.y . .

@ , y ' ,’ 1] ‘ o
. ’ P . .'-~ .

hd .




*

_+ *for others more time has elapsed. While there is virtually nq empirical guidance

as to how long & career transition lasts, it would seem ‘important to. examine .
[ - )
effects of job tenure on stress and coping during a transitional time. Perhaps, as
1y . . . R -

the transition proceeds one learns how to mﬁ and the change-induced stress is
— \ ,
. , .

-~

. L
lower. ' \

! Further, it would be instructive to examine the extent to.which personal [

‘life transitions coincide with job chaﬁgés. Whereas the’Hyfsothesized modé&l
argues that the process through which personal life transitions connect with

career transitions is the cdping process, one could also ask if there is any

L

coincidence between career transitions and personal life transitions. While the

-

barticipants in this sample did not geographically relocate as part of the
transition, pﬁe might expect, for example, that some gﬁanges in social or family

arenas might coincide with the career transition. This is essentially a content
. A %

_ rather than a process view of transitions.” Do careelgﬁd personal life transitions
tend to cluster together, and if they do, can we describe the types of personal .

life transitions that are most closely linked with the magnitude of the career

transition? - -

Method

~

~

] -
¢ ¢

Data were collected for 109 managers and professionals in a manufacturing
firm (n = 83) and a;m osteopathic hospital (n = 26). The response rate across the, .
two org.aniza'tions was 81% (80% in the manufacturing firm and 84% in the
hospital). No significant differences were found across the two organizations on
the variables of interest in this research, though the groups were significantly

’

different demographically (age’, job and organizatior{al tenure, sex). Employees

' who had changed jobs in their organizations within the preceding 15 months.

(n = 78) were included along with those who had ndt (n = 31). None of the job

3




¥

»

changes required geographic relocation. Data sources were organizational

records, a gquestionnaire complefed by partlcxpants and performance ratings of

-

superv150rs. . ‘

Measures

-
~—

Magnitude of Career Transition. Both objective and perceptual measures

were developed‘ for this variable. The objeétive measure operatibgalized/Hgll‘s

»
(1979) classification scheme presented in Table-1. “Hall has . conceptualizéd

-

Insert Tabie 1 About Here .

magnitude of career transition as the number of dimensions which canchange
. AN -
.and the intensity of change involved, with a job change viewed as least intense

and a changevof occupational field being most intense. The four dimensions

related to intra-organizational career transitions are circled. (Compounding

factors are included ‘in th personal life transitions variable which will be

descrlbe‘d later. ) The resulting 12 pomt oBjective scale for measurmg magnitude

of career transition is presented in Table 2. In the absence of empirical evidence

<

. as to how these dimensions should be weighted, a unit weightihg scheme which

‘S Insert Table 2 About Here . ,

retains Hall's intensity ordering was employed. Using data from organizational

Y-
records, the reliability of this scoring procedure was assessed by comparing,

interjudge agreement between the author and a perSOnnel staff member. Rate of
agreement was 91%. A perceptual measure was developed to'assess how the
individual perceives the transition. The items assessed how the change felt to
the person experlencm‘gt it (e.g., "When I moved to this job, it felt hke a blg,

change"). Scale relxabllmes for all measures are presented in parentheses on the

dlagonal in Table 2




]

Coping strategies. Three a priori scales were developed to tap the three

coping dimensions discussed éarlier: action, cognitive reappraisal and symptom-

N

~ management. Items were writsen by the author based on the coping literature,

“interviews with professionals who had made recent. job changes in their organiza-

pool of items for the action sgale consisted of 23 items (e.g., "Get together with

‘my supervisor to discuss this")., The cognitive reappraisal scale cdnsisted bf 13

‘ physical exercise"). Four co;mselors at a local community colleg'e acted as
judgeg’ for ifem.clan{tyﬂa-ftgg being provided with the three conceptual definitions
presented on pp. 5-6. They were asked“to sort the statements into one of the
three categor‘ies. The decision .rule was that any item not unanimously classified
into “the appropriate category wéuld be dropped. Therefore, four items were
dropped from the action scale, two from the cognitive ,re'appraisal’ scale and

three from the symptom-management scale. The resulting scales appear in

Appendix A.

Role ambiguity and role overload. Six items from Rizzo, House “and

Lirtzman (1970) were used to measure role ambiguity. Two items from the

Rizzo et al. (1970) scale for role conflict measure role overload as it is defined

items (e.g:, "Remind myself that work isn't everything"). The symptom-manage-
: S : _ :

. . o - - . .
ment scale was ¢comgosed of 27 it;ﬁ'(e.g., "Get extra sleep orx nap"; '"Do

[

+

tions and from discussions with professionals interested in stress. The original

f

A

here. “These two items were combined with items from Beehr, Walsh and Tabe;

(1976) to complete an eight-item scale to measure role overload.

Personal Life Transitions. A scale from Rahe (1975) based on the Holmes

and Rahe Social Readjustment Rating Scale (Holmes & Rahe, 1967) was used to
measure personal life transitions the individual e;cperienCed in the last year. In .

the original scale both work and nonwork items were included. The work-related

.
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A

items were dropped so that the‘remaining itegns tapped only events related to

personal life (death of a spouse, birth of & baby, etc.).’ Normat'ive weights

developed by Holmes and Rale 'werQ used. The item's in_the personal life
..

transitions scale appears in Appendix A.

Job-related stress. Items used were -drawn from pr'eviously-used state ,

anxiety scales, with instructions reworded to focus on the job situation (Caplah
~ N d
et al., 1975; Berkun, Biale&, Kern & Yagi, 1962). A state anxiety scale measures

anxiety relative to a particular situation as contrasted with a trait anxiety scale

)
which measures anxiety as a personality trait. .

Job Performance. To assess job performance each participant's stipervisor
. F 4 .

‘was asked to complete the Minnesota Satisfactorihess Scale {MSS), (Carison,

- Dawis, England & Lofquist, 1963). . °
- .
Data Analysis . - . - S

Data were’analyzed,using correlational analysis and pétﬁ analysis based &n

full information maximum-likelihood evaluation of structural equations (Joreskog

.

& Sorbom, 1978). The purpose of path analysis is to test the causal ordering of
the variables in the m;del. It cannot enable one to deduce causality but it can
identify those models tha'; resist elimination. In e;sence, it givés us faith that
the correlations observed hold when effects of preceding variables in the. model
are taken into accougt (Schmitt, Note 1). 'The computer program used.was
LISREL IV (Joreskog & Sorbom, 1978). This approach relies on ‘the logic of

confirmatory factor analysis to evaluate measures of the underlying constructs

F '

"and applies a full inufor‘mation maximum likelihood analysis to the hypothesized

N
3

causal relationships specified a priori.

f ‘- '

A 4
.,%\3 - . L




P

-17-

Results

. Types of Careef Transitions '

~ The intent of this study was to examine the full range of intra-organiza-
tional career transitions. It should be noted, however, that 1n this sample nearly

all career transitions mvolved upward promotion. Table 3 shows that over 90%
r 4

of the career transitions were upward prometions.. Strictly lateral moves not
! \ ‘

Al -

Insert Table 3 About Here‘ *

-

L . . v L ' .
involving a move to a higher level are rare, occurring.in only 6% of the cases,

and downward-moves are vjrtually nonexistent (1%). All fransitions were

e ‘ 3 .
orga_m’zation;ally-initiated. Furthermore,- those individuals being moved were_

younger employees with less than *10 years bf organizatiobnal tenurel This can be

¢ . -
. /
seen in the t-test comparisons presented in Table 4, which shows the career

.

transition .. .o . .
. ’ Insert Table 4 About Here )
\v ‘ ‘ - * -
~ v .

group to be significantly younger, better educated and having less organizational

tenure than the no-transition group. .

Intercorrelations Among Variables >

Preliminary to the path analysis, the intercorrelations among variables

were examined and are presented in Table 5 with scale reliability estimates on

Insert Table 5 About'Here .

»

the diagonal.* With the exception of the diagonal for the objective magnitude of
Career transition scale which gives rate of interjudge agreement, the diagonals
are internal consistency estimates.

The objective and perceptual measures for magnitude of career transition

correlated .66 (p <.001) which indicates convergent validity for Hall's (1979)

E .18

.
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> .
classification scheme. The objective magnitude of career transi:cion measure

correlated significantly with job-related stress (r = .16, p< .05). Both measures _
.correlate with personé'l life | transitionsy r = .26, (p< .01) for the Bbjective
measure and r = .3’1{(f$< .001) for the perceptual measure. This indicates that
individuals undergoing more major career transitions are also experiencing. more
in the way of personal life char;rges. Since these correlations are based on thr;ae
efsentially independent methods of data collection, it is'unlikely thlat these
correlations are inflated by method variance. The perlceptual measure asked for
.a self-evaluation of the degree of chang:a in career role, the objective measure
was based on Hall's (1979) structural classification scheme prg_sented in Table I,
* _ and the personal life transitions measure apl;e\ared in a siif%erent section of the

guestionnaire with separate response scale and asked for a simple recall of

. ) .
whether or not certain events occurred in the last year. . :

Personal life transitions cérrelate with symgtprr'\-foqlsed coping (r = .33,

©opg .OOi). This indicates employees facing a large. numbeTr of 'transitiozs “in

personal life are more likely to use coping strategies that di'vert attentisn from

the job rather than focusing coping strategies on the job. (;onsistent'with

. previous research, role ambiguity and role overload Gorrelate i)ositively with job

related stress. The correlation.’for role ambiguity with job stress was .38
(p <.001)and for role overload‘ the correlation was .20 (p <.01).~

Therfa is a significant cotrelation between both MCT measures and role

overload but in the negative, not positive direction. The r = -.26 (p< .001) for

‘Mt_he 6bjeé{ijfiﬁfeasure~an¢g=,-,.27 (p< .01) for the perceptual rﬁeasure. Rather

than feeling more overloaded by a major Gareer transition, these employees are, .

less prone to such perceptions than their colleagues who make minor transitions
Prbviad () f {

or no transition at all.

4
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Several relatioriships_that were expected based on the hypothesized mode]

did not appear. The correlation between MCT and role ambiguity is nonsignifi-

“cant. Finélly, there was no cgrrelation between job-related stress and job

v

__performance. This result could be explained if ‘the relationship-did deviate from
hnear, but an exammatlon of a scatterplot fox: th@se two variables did not

suggest an ifiverted wg" (Selye, 1956). The dlstnbutlon of thé job-related stress
¢

scale suggested that restriction of range was not the problem, since the mean

was 47 8 out of a possible 100, wy_th a standard devmtlon of 10.1.

. .

Next we examine the effects of time: since the ]Ob change on stress and

coping. The correlation between job tenur:e and stress was .06 (n.s.). The

~

correlations of job tenure W1th actlon copmg ( 10), with cognitive reappraisal
J

%

.08) and with symptom-focused copmg (-13), are a11 nonsigmflcant as well.
.

Therefore these data do not show.a connection between point of time during the

4‘ . '

traryition and coping or reported stress level. . -

)
S

4 .
A

i, .
3‘ . .Finally, we turn to an examination of persdnal life transitions in light of

7

career transitions. As previously noted, these data show that more major career

-

transitions go along with ﬁmore personal life transitions. Now, we look at what
types of personal life transitions are most closely linked to tl':e rﬁ'agnitude of the
career transition. For this analysis, the personal life {tems from the Holmes and
Rahe scale (Helmes & Rahe, 1967) were broken into subscales as suggested b;
Rahe (1975). The subscales are home and family, health, personai and social, and
finaneial (see Appendix A). Magnitude of career transition was then correlated
with th_ese subscales (home and family, r=.I6, [p <.05]; health, r=.25,
[p <.01]; personal and social, r=.21, [p <.05]; financial, r=.16 [é <.05]).
While all of the_coﬁ:elations are sig:nificant, they are not gignifiéantly different

from each other. The magnitude of career transition is most strongly connected

5 R b de mas F
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)o changes in health habi‘t’s, and

aspects of nonwork life.

Path Analysis

‘reappraisal scales was sufficiently high that they cdyld not be treated as

e

- L J
separate theoretical constructs. Therefore, they were treated as two indicants
>
of the same underlying construct, labeled situational coping, i.e., coping which

consists of actions or thoughts related to the job situation.

A ‘

. The resulting model is pré‘sen’ted in LISREL format in Figure 2. “There are -

two exogeneous (independent) variables:

magnitude of career transition and
. .- ) . .

~ Insert Figure 2 About Here

personal life transitions. [he remaining six variables are considered to be caused
*

by those two variables and are labeled endogénous (dependent) variables. _For
7

-
- .

example, job stress is viewed as directly dependent on the two coping vqriab;es.'
. (sifuational and symptom-management) and as indirectly caused by the other

' variables in the model. ' 0
The circles represent the underlying theoretical constru&s and the rec-

tangles represent thé observed meas't’,lre,‘s‘of each theoretical c&h;truct. Two of |

the theoretical constructs have multiple observ;ad measures. The two indicants

of magnitude of career transition are the objective measure (OBJ MCT) and the

perceptual measure (PER MCT). The two indicants of §ituati6nal coping are

action (ACT) and cognitive reappraisal (COG REAP).

-

21
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s Two additional variables "erq'a,lso incluled to control for. effects of
3 !

. ‘f boundary sg@ning' (Leifer & Huber, 1977) on role ambiguity and role overloal

4
and to control for social desirability effects (Crowne & Marlowe, 1964) on self-

reported anxiety and coping stategies'. _Tﬁe path coefficients above were
. o .
obtained with the inclusion of .Ehe' control variables but fhe control Vvariables 4
. . L
.~ were omitted here to simplify the visual presentation of résults. |
Since the residuals for the megsurement model were fixed based on scale

-

reliabilities, estimates relating the' measufes to the constr'ucts are analogous to

- Ttrue variance for that variable. Results of the structural evaluation of the

d «

model are stiown in the standérdiz'ed path coefficients relating to the theoretical

v~ variables. *Standardized path coéﬁicient:s- are simpler to interpret than un-
standardized coefficien'.cls and aré appropriate for cross-sectional da‘a where the -

~ model is tested within, a single population (Maruyima & McGarvey, 1980). '
Some support for the hyp‘éthesized model was obtalned based .on the signifi-
cant path from personal life transitio}ms to symptor;l;management. There is also
some support for the linkages between role ambiguity and role overload with
symptom-management. However, interpr‘etétion of these cb;afficients is specula-
tive because the role ambiguity-symptom-management parameter is reversed in
sign from the zero order correlation and hence fits the statistical defiwition of a
suppressor effect. Apparently, there is an effect fpr role variables on symptom-
focused coping but the intercorrelation between role ;mbiguity and role overload

makes it difficulf to unravel the separate effects. |

The remaining path coefficients do not support the other causal linkages of .

- the hypothesized model. If a career transition is a stress process it g)éy@perate

via mechanisms other than tha role variables andac.op,ing strategi‘e~s exémined

here. In the lower portion of Figure 2, estimates of intercorrelations 'among

N

A
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residuals for the independent and dependent variables are presented.. The resid-
ual variance for each of the dependent variables is found on the diagonal. The
. size of the residual -variances indicates that the model leaves substantial

v‘ariance unexplained. - If \\}e subtract these variances from |, we obtain the
variance explained by the model, which is conceptually analogous to R2 in
regression analysis. We can see that for role ambiguity (.17), situational coping
k.06), and job performance (.01), the variance explained is small. le;is suggests
important explanatory variables have been omitted from the model. -
,For ﬁole ovérload, the ex_plained variance is .28, indicating that the

magnitude of the career 'jtrangtion does have an effect on overload experienced

in the new jo'b. For .symptom-management, the variance explafped is .90,

4 ? reflecting the strong link between amount of per;onal life transitipng and the . T
extent to which an individual adopts symptom-managemen:c strategies relateci to

work. For job stress, the figure is‘.37, largely accounted for by the preceding

role variables in the model. '

The LISREL progrém also computes é'reproduced correlation matrix based

on the parameter estimates and applies a X2 test of significance to the differ-

ence between the rgprodhced and observed matrix. This enables one to evaluate

overall fit of the model to the data: The X2 test with 42 degrees of freedom is
68.72 (p <.(_)l). However, for a §ample’size in excess of 100, the X2/df ratio is
preferred (Schmitt, 1980). The _)_(;z/df ratio is 1.6Afor this model. As Bentler ancii
Bonett (1980) have pointed out, the chi-square goodness-of-fit test is insuffici'emi L
for evaluating structural models because applying this criteria for larger samples
leads to rejection of virtually any mc;del as ipadequate. Conversely, in smaller.
samples, various competing models will be equally acceptable. While there is'nol

set , criterion for the X2/df ratio, a ratio of less than 10 is considered .

satisfactory. Thus, in general terms the model is a reasonable fit to the data.
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Discussion
|

—

The data here #iveal that there isj substantial overlap between the
magnitude of career transition as objectively classified, and the individual's
perception of the magnitude of the change. It appears as if the Hall (1979)
scheme does provide a means of mapping career transitions wi';'h some confi-
dence that the objective map has perceptual reality for Individual making the
transition. a

Concerning the theoretical model, the data presented here support some of
the hypothesized linkages in the model. Strong support was found for the impact
of personal life transitions ofi the career transition process. Individuals
experiencing a large number pf transiti(ons in their personal lives were more
likely to employ symptor'n- anagement strat\egy for dealing with job stress
during the career transition. -Kahn et al., (1964) have suggested that as stress
increases, individuals abandon problem-solving coping strategies and turn to
emotion-focused coping that attempts to alleviate the stress symptoms rather

than resolve the stressful situation (Kahn et al., 1964). The data here support

\
this notion. Anderson (1976) also found support for this idea in a study of

managers coping with a business emergency. Thus, it appears that if we consider

transition events at work along with transition events in personal life, we see
support for the additive effects of presumably ’stressful events on coping
strategies. That is, when individuals make major transitions simultaneously‘ in
work and personal life, they use coping strategies focused on symptoms rather
than problem-solving coping strategies to deal with job stress during the
transition process.

We also observe a strong connection betwe‘en the magnitude of the career

transition and personal life transitions. The more major the carec\er transition,

-




X
the more personal life transitions the individual is facing. It may be that

personal life instability provides a driving l;nechanism that causes employees to
devote more time and energy to work, lea'dipg to organijzationally-initiated
career t.r‘;ansitions. We are familiar with individuals, who escape a turbulent
personal life by becoming workaholics, m.any of }vh’orn—::e\rewardgd with
promotions. However, a r.ecent study by Vicing awd Bass (1978) is not supportive
of this interpretation. They found that managers who performed at a higher than
predicted level (based on earlier managerial assessment scores) had experienced
less, not more personal life instability. Personal life instability was measurea
using a scale very similar to the PLT measure employed in this study.
Conversely, major changes in the job could precipitate a reevaluation or
rearrangement in personal life (divorce, behavior changes in family membérs).
Over time the relationship is probably'reciprocal and éiven the cross-sectional
nature of the data here, we can only speculate on causal é}rection. However,
given that the time frame of this study considered personal and career
transitions o'_ccurring in the same time period, a more supportable interpretation
may be that the major career transition precipitates personal life instability
rather than vice versa. The reason is that if personal life upheaval were dri'ving
the in&ividual to werk harder and devote more time and energy to the job, which
in turn resulted in an organizatiomally initiated promo';?on, it is reas‘,onable to

assume that this process takes time to work. It would seem that the impact

showed take longer than a year to emerge, especially givén the furtﬁ:ér?;’:.#_ﬁ

constraint. of availability of job opening into which the individual. could move.

On the other hand, the job change could act as a "trigger event" for

P

personal life changes which follow in relatively close proximity time-wise. The

person who is most at risk for substantial personal life change within the year is

29
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‘the person making a major career transition. While the tendency was not

, -

pronounced, an examination of clusters of personal life transitions showed that
major career transitions tend to be more strongly linked to\'ehanges.in health,
personal habits and social activities than to changes in home ar:d family or
financial state. - ‘

Consistent with other studies, role ambiguity Aand role overload were
strongly associated with job stress. This replication of previoug stddies is
important because the measure of job stress used here avoids the problem of
domain overlap prevalent in many studies of role theory and stress. These
studies have correlated role ambiguity or role overload with "tension" and
"stress" indices which ask the :respondent how much s/he is "bothefed by" role
ambiguity and overload (Kasl, 1978). As previously indicated, the job stress scale
usea here wa‘s a state anxiety scale whiéh asks the extent to which the employee
feels tense or anxious in connection with the job. ’

If the observed effects between role ambiguity and coping hold true, they
suggest that when conf;onted with uncertiinty at work, people’do~ engage in
tension-relieving act‘iv'ities such as jogging and meditation. For overload,
however, this 'situation may not generate this type of copimg s;crategy. This is
not surprising since individuals overloaded at work may work longer hours and
therefore allow themselves little time for jogging, meditation or other diver-
sions. ,

Turning to @conﬁrming findings, the (;ve_arall process of career transitions
as a stress-copir;g proces$ did not receive strong support. Basic to the mo‘del is

the popular nation drawn fr&m the stress literat@ that change-induced stress is

additive;' the ,moré change, the more stress. In these data, magnitude of career

.

transition is not highly correlated with job stress.




Smce we are attempting to pred1ct a complex phenomenon, i.e., ;ob stress,
we might not eXpect to find strong relationships for a. partxcular varxable.
However, there is conceptual explanatxon if we make a dlstmctlon between

,. * positive and negatwe change events. Sdme studxes have suggested that the level
of stress mduced by a particular change-event varies accordm?td’how the event
is interpreted by tﬁe individual experiencing it. Events which are __j'n_.terpre.ted ae
desirable by the 'pdividuel are less stressful than th‘gse interl.areted urldesirable
(McFarlane, Norman, Steiner, Ranjan & Scott, 1980; Vinokur & éelzer, 1973).

Similarly, Kobasa (1979) found that "hardiness" moderated the amount of stress

.experienced. One dimension of hardiness is the tendency to see change events as

P

opportunities rather than inconveniences. If it is true that a desirable change is |

-

not as s:cre'ssful as an undesirable change, then this may explain the lack of_

relationship betyeen magnitude of career transition and job stress. In this data

o
set, all of the carger transitions that occurred involved upward movement. In

fhost organizations, upward movement or promotion’is likely to be viewed as a

P

desirable event. Therefore,'magnitude of the career transition may not be

connected with job stress m thls sample because virtually all of the career

" transitions 1nvelved.prqmot10n.

*

_Alternatively, Driver's (1979) career concepts model could be applied to

yield another interpretation based on individual difféerences in preferred career
- v N

-

. .
pattern. Driver's model posits that individuals vary in the decision style that

they apply ‘to their careers. - The result is that individuals differ greatly in the

amount and ’type of career-related change they prefer. If the participants in this ~

analysis. - 4 . T . ' -
N : e .

study varied in their career orientation, it is possible that the resulting variagion

in reaction to promotion (some positive, some negative) mutually canceled in this’ o

o . ’ - .
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Evaluation of the hypothesized mddel suggests that the role variables and

-

coping strategies do not contribute muth to the'expl;mation of the career

transitions process. Magnitude of career transition had no connection with on

W

role ambiguity, Further, employees making major career transitions have less, g

not“more role overload than their colleagues making minor caréer trcansitions or . -

no career transition. Stgdies of in‘tra-organiza'tional mobility have not looked a;c N

job changes as related to role overload. ;However, these unexpected results

“might be explained in ‘terms ;)f —lack" of a standard' for determining appr.opriate‘

workload and/or lower expectations as to how much work should be accom-

plished. When an employee assumes a new organéatxonal role, part.lcularly one .'

that is a radical dep;zrture from the previous role, s/he may simply lack a
- standard against which appropriate worklpad can be evaluated. It is difficult to

feel like one is not doing enough work when one is still in the process of

determ_ining exactly how much is to be done. Even if the woriQoad is c::lear cut,

an employee may not expect him/herself to be equal to all of the tasks, given the . ca

newnéss of the job. Correspondmgly, role senders (Katz & Kahn, 1978) may

make a partlcular effort not to expect too much of a person durmg the 'transition ‘ 7
phase. In sum, individuals in career transmon may not only be in a state of - (
"blissful ignorance" about how much work there is to do, but may also be the i
beneficiaries of lower workload expectations, both self—senf and from others in 1«

»

the role set. Hence, they experience less role overload than those making minot _ .
transitions or those who have been in their job a relatively long time (i.e., no
change) who carry the full weight of both self-sent and organizational expecta-

‘tions as to how much work they should accomplish. ' , .

There is an alternative explanation f§y why those making major -career
L.

- transitions may experience less overload, and that explanation is related to the
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. fact that nearly all the career transitions were promotions. It may be that

) employee;s who are advanced to very different roles are the ones most capable of

handling the workload. Indeed, it is possible that the more major the transition,

the more likely that the employee is.a "fast track" employee being groomed for

top management. Hence, those individuals may repovr_th{role overload based

] on superior capability. Aﬁjunderlying theme in many studies of managerial
L — o> [
success is ability to withstand workload pressures of organizational life (Bray,

Campbell & Grant, 1974; Jennings, 1971).

No relationship -between coping strategies'and job stress was observed, nof

~ did coping strategies differentiate good performers from poor performers. This

finding is consistent with Pearlin and Schooler's conclusion that coping strategies

have the least impact in the work role as compared with coping in other life

roles (PearlEin & Schooler, 1978). The length of timelelapsed since the job.change

did not affect job stress or coping. It may be that ¥s change-induced stress

subsides overtime, ‘other stresses take over. Furthermore, the hypothesis that

job stress would be negatively related to job performance was not supported, nor

did ‘there appear to be a curvilinear relationship between stress and job

~

performance.

Implications for Future Research on Career Transitions in Organizations

. i

. research on career roles should be placed within the larger context of other lffe‘

roles. Our understanding of the factors that influence the career tran_sition

- »

’

explore the impact of structural variables in nonwork, such as personal life

transitions, on attitudes and behavior in career roles.

Py

These results have several important implications for research on career

transitions in organizations. First, this study provides- strong evidence that

process. would have béen substantially reduced if the impact of concomitant’ )

personal life transitions had ngt been included. Future studies should continue to ‘




Second, given the strong theme of change as stress, the lack of connection
between magnitude of career transition and either stress or coping is somewhat
surprising. Based on other studies, post-hoc in@pretations were offered which
sug‘gest that the desirability of the change is a factor. It may be that out of all _
the possible types of transitions in the Hall S5cheme (1979) only particular types
of "desirable" transitions are noticeably stressful ie._g".; from operative to

supervision; middle to upper management). Anecdotal evidence gathered prior to

the start of this research confirms this notion. For example,.one engineer had

v

made numerous intra-organizational career transitions as part of his fast track
) i . . .
career path. In recounting his transition experiences, he described his move
" from a position as product engineer to head of the group of product engineers

who were his former coworkers. He commented, "Now that was when I could
’

‘have really used some help!"

- The desirable-undesirable distinction would also suggest that future re-

»

search on career transition stress concentrate on those career transitions likely

to be viewed negatively. In most organizations, the value placed on- upward

mobility is so strong fhat Tlateral moves not clearly tied to future promotxons are

l

vxewed w1th,s,usp1cxon, and downward moves are assumed to be the "kiss of

’death" Involuntary changes and reassignments could be viewed as undesirable

»

‘and stressful and therefore worthy of study (Freedman, Stumpf, Weitz & Platten,

1981). Given a slow growth economy, and the 1ncreas1ng frequency of corporate

-

cutbacks and mergers, career transitions whxch have an mvoluntary, undesxrable

. component, thl be a crxtical research domam in the next decade. Future ‘

.-

research on career transitiQns could also mcorporate-a variety of individual
* difference factors that might relate to perceptions of desirability vs. undesira-

bility. Exampies woald be_Kobasa's (1979) notron of "hardiness" or Driver's (1979)

career concepts model.




From the standpoint of research strategy, two suggestions can be offered.

First, career transitions as a process, rather than an event, are relatively

unexplored. While ihtegrative interdisciplnary research is a worthwhile en-
LY
ng

&

§ deavor, it may be premature to base model-building of career transitionglon pre-

existing theory (e.g., role theory). Future studies might adopt a more explora-
tory, hypothesxs-generatmg approach aimed at descnbmg‘and classifying how
1nd1v1duals react to this process, and what individual and organizational factors
contribute to and alleviate stress during the transitiOn. Methodoloéies such as
interviews, observation and participant journals could provide revealing data on

the transition experience.

A second ‘research strategy concerns time as a variable.

P -~

shortcomings in using cross-sectional data to explore a process occurring over

-
L

“time. If we adopt a more exploratory approach, we can follow people chrough
. the transition process. As people move through the transition process, stress and
coping processes may emerge that are not evident when we compare people who

are at different points during the trépsition process.

‘ . A third methodological issue concerns whether the appropriate level of..

{

istic process, involving a deviation from some "normal" level of functioning

(Beehr & Newman, 1978). Individuals vary widely in the level of s'_créss they

experience in a particular situation and in the coping strategies they usy Thus,

s

when we’ compare data across individuals who may be at different levels of

. "normal" to begin thh, we may mask Crmcal processes that occur mtra-

,

1nd1v1duallx. For example, a given individual making a gareer transition may

indeed experience an increase in stress associated with his process. However,

° }

this might never be revealed if we compare that individual with others. The

“v .
fa e 3 -
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There are

~-analysis is normative or ipsative. Stress is conceptualized as a Highly individual-




time when s/he felt "normal" insofar as stress level is concernéd. If we adopt an
intra-individual level of analysis, we may indeed see that the ca;eer transition
process :s stressful. Studying individuals longitudinally, we can collect muitiple
data points on the same Ldividual over time, and examine mor;a appropriately

the individual processes and reactions invelved.

Implications for Career Management in Organizations

The results of this study suggest a variety of insights 'for management of

career development in organizations. First, the data suggest that organizations
+
S
should be aware of the potential connection between careef transitions and

personal life transitions--i.e., that for whatevef reasor, people undergoing

career transitions may also experience personal life instability in the same time

period. In short, a career transition. may not be the only change an employee is
being required to make, and the amount of personal life change increas-es with
the arﬁount of change ip career role. It was speculated that the career transition
may be a "trigger event" for personal life instability. If this is true, then
concern ’for.the emf)loyee's nonwork life should.accompany major career moves

[

within the organization. This concern could take the form of seminars of

counseling which‘ help the employee examine potential impacts of work changes

on personal life, and which help him/her develop strateéies for managing the '

change. S‘ome career de\}elopment seminars in organizations involve spouses, and
" this would certainly be appropriate here.

Second, these results raise a question about what kind of career develop-
ment opportunities are available to employees through job moves. If “the

organizations in this study are typiAi, career development based on job changes

is limited to upward movement. However, there are a number of economic,

appropriate comparison is that individual with him/herself at some other_point in

Y




’
-«

social and legal pressures which indicate that career transitions other than

-
~

promotion will become increasingly important as a career management tool in

the next decade. .

There has been much discussion recently of the growing scarcity of promo-
: . 1

1)

tional moves due to a slower rate of economic growth together with the fact

that the baby boom has now entered middle management (Wall Street Journal,

1981). In addition, growing numbers of employees are entering organizations
with MBA degrees. These individuals, together with the baby boom managers,

: . { . :
have high expectations for career development. Simultaneously, however, the

retirement age has been ?ised to age 70 and there is speculation that it may be

abolished entirely. Added to this are afﬁrrﬁative action programs which seek to

spefad the progress of women and minorities up through the ranks. Traditionally,

employee expectations for career development have emphasized upward promo-

tion. Indeed, career development has often been synonymous with upwarci'
movement (Battalia, 1973). Since it appears, however, that expectations for

continued growth and challenge for these employees may not be met through

upward promotion alone, organizatiohs will have to consider employee career

transitions of a) kinds,. not .just upward promofgion, as a means of providing

career growth while also meeting legal responsibilities in the areas of affirma— |
tive action and age discrimination.

Finally, these results suggest that the organization bears vébme t-'esponsibili-
ty for stress management. Given that'individual copir‘mg stra':egies did not have
an impact on job stress, the organization miéht explore initiatives such as
structural, policy or procedural changes to alleviat’e such stress factors such as '
_a;‘mbiguity or overload. An alte_ar;mative would be management development
semindrs focused on stress maﬁagemen't. However, the content :f such programs .

"~
-
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should be carefully selected. The typical stress management seminar em;;h‘asizes

the symptom-focused coping strategies (biofeedback, meditation) which were not =~ / ..
shown in this study to reduce job stress.
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1. Appreciation is expressed to John Wanous for his insights on this issue. .
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8Hall (1979) , .o
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* Table 2

~

& o

. ‘ Oi)jective Magnitude of Career Transit‘ién Scale
: i
o éhange ins f ‘ \S/;Z‘J:
' Job +Level + Occupation + Function 3 Occupational Field Y12
JJb . + Gccupation’ + Function & Occupa'-cional Field ll
, 7 Job + Level + Occupation }» Occupational Field 10
Job + Level + Occupation + Function 5 9
| Job + Occupation +JOCcupational Field
/ Job + Occupation + Function 7
Job + Level + Occupation i 6
Job + Level + Function!ii 5
Job + Occupation / e 4
Job + Func':tiq'a 3
Job + Level /"r 2

-Job

No Change




Table3 = ° §

Types of Career Transitions

(n=78R ’
) o o %P
Promotion o 5 51 #65%
Promotion and Lateral ) 21 27%
Lateral (New Function) , 5 6% -
Downward "~ . R 1%
, Pownward and Lateral . ‘ S - . --
. _ . _ L
a78 of the 109 participants were making a career transi-
tion, . : :

bTotal # 100% due to rounding.
\
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Table 4
T-Test Comparisons of Career Transition/No.Transition Groups
Career Transition- No Career Transition . -
’ (n=178) (n=31) . .
Variable X S.D. X S.D.. " T-Value -
T - ‘
- Age 37 9.9 44 10.8 -3.76%%%
Education (years . R ’
~ beyond high school) .4 1.7 ' 3.3 1.6 3.29%*#
Organizational Tenure 9.5 8 .. ¢ 13.8 10 -2.40%
(years) .

*p < .05
“*%p < .01 .

’

x3%p < 001
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Table 5 * e
Intercorrelations Among Variables ¢
Variable 1, 2 3 4 5 6 7 8 9 10 1 12
1. Magnitude-Career o -
Transition (Objective) (.91)a ~
2. Magnitude-Career v
Transition (Perceptual) 66% %% ( g3) -
3. Role Ambiguity D3 06 (.72) ' -
. 4. Role Overload Se26%%  -.27%%  L4les (.80) - T
5. Action . .09 -.01 -.03 .04 . (.77) - \ .
i 6. Cognitive Reappraisal .08 -.03 .. 09 T A3eee (50) ' ) .
)
. 7. Symptom-Management T .02 -.04 . -.08 -.05 .10 21 (.70) L
, 8. Personal Life Tradsitions  .26%*.  [31** .96 -2 7 llex .37 3ese (.72) P !
, 9. Job-Related Stress .16% -1 J38%ex  20%x )2 - 15 .01 JA3° (.88) - .
10. Job Performance .03 -.08 . -.13 -.01 .06 | 037 .00 -.02 -.03 (.87) 2
11. Social Desirability 00 . -.08 -t -.08 -.05 -.05 ¢ 24 16 =10 -05 - L (.70) , v K
i2. Boundary Spanning -.08 .03 .04 . 20% L2290 J22ew 20+ .02 -.02 *—~ .08 -.22%% « (L68Y1..
X 7 . ’ .
aInterjudge agreement , g - e - ¢ - :
3 ¢ '2<,05“ , ) . ' - . ) n ) : .. PPN
**p < .0l . ' : , ’ . . .
. - b " » . . g
*+%p < 001 - i \_\t :
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Figure 1. A model of career transitions as a stress-coping process.
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. Intercorrelations Among Residuals - i . .
Independent Variables Dependent Variables *o
1 2 3 -4 1 2 3 4 b6
Magnt ge of Rele Ambiguity .83 )
Career fransition . 1.0 P :
‘ ' B ikole Overload .82 72 )
’ Personat Lie i o N k
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Job Stress .00 .00 .00 .00 .63
, Job Performance 00 .00 L0 00 .00 99
Figure 2: Standardized parameter .estimates for hypothesized model of
career transitions, coping and stress K . _
MO capnntnde sl caregr tansition; PLT - personal hile transitions; RA  role ambiguity; RQ = role ovetrload; SIT snu‘ut‘mnal
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Appendix A '

Scale Items used to Measure Coping
and Personal Life Transitions
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Personal Life Transition Items2

Item

Home and Family
Death of spouse
Divorce
Marital separation .
Death of a close family member
" Marriage &= - .
Marital reconciliation -
Major change in health or behavior of a family-member
- Becoming pregnant or-wife becoming pregnant
Addition of a new family member (adoption or birth of a child,
relative moving in)
Major change in arguments with spouse , -
Child leaving home
In-law problems - . .-
Spouse beginning or ceasing. work outside the home
Major change in living conditions (home improvements or a decline
in home or neighborhood)
Change in residence .
Major change in family get-togethers

Health
Major illness or injury
Major change in sleeping habits
Major change in eating habits

Personal and Social .
Legal troubles resulting in your being in jail
Sexual difficulties
Death of a close friend
Outstanding personal achievement -
Beginning or ceasing school or college .
Major change in personal habits (dress, friends, life style)
Changing to a new school or college
Major change in type or amount of recreation
Major change in social activities
Vacation :
Minor violations of the law

Financial - ' :
Major change in fiflancial state (i.e., increased or decreased income)

Major purchase, mortgage or loan
Foreclosure on mortgage

aRalte, 1975

Weight

"100
73
65

- 63

50
45
33
40
39

35
29
29
26 -
25

20
15

53
lé
15

y

63
39
37
28
26
. /] 24
19 ?
18
13
11

38
31
30
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- Action (X = los.f: 5.D=10.5) -

.. .1s Get together with my supervisor to discuss this,
2. Avoid being 1n this situation ifhl can.
3. Try to be very orgamzed so=¢at I can keep on top of things.
4. Talk with people {other than my supervisor who are involved).
5. Try to keep away from thl?%ype of situation.
6. Put extra attention on planmng and schedulmg
7. Delegate work to othqrs. ,

X “-Separate myself as much as possxble from the people
who created this situation.

9. Devote more time and energy to deing my job.

10. Try to get additional people involved tn the situation

Il. Do my best to get out of the situation gracefully.
‘]4,,27 “Try to work faster and more efficiently.

> 13. Decide what I think should be done and explain this

* 7 14, Set myown pnon-ues based on what [ like to do.

15. Give .t my best effort to do what I think 1s expected of me.

16. Request help from people who have the power todo - ~
somethmg for me.

.

t ) .

1
i

Coppnitive Reappralsal (X = 65.3; 5.D. = 10.5)a

7. Seeﬁadvice from people outside the situatidh who may
not have poweg, but who can help me think of ways to do
v what is expected of me. .

8. Work on changing policies which ciused this situation,

9. Throw myself into my work and work harder, longer hows. .

.

2.

alnitially a wruss-situativnal measurement of coping was planned and participants were asked to respond to the action and cvgnmvc
reappraisl soules separately fur role ambiguity and sole oyerload. However, the intercorrelation across situations was .63 for the actions
, §cale und .65 for the cogrutive reappraisal scale so responses were collapsed into summary scores for each scale,
E

-

Symptom-Fdcused Coping (X=50; S.D#8.5)

1. Get extra sleep or nap.
2. Drink a muderate amount (i.e., 2 drinks) of alc%ohc beverage.
3. Take tranquilizers, sedatives or other drugs.

4. Do physical exercise ()og%mg, example, dancing, or
other participative sports).

5. Practive transcéndénual meditation.

Use brofeedback training,

7. Use refaxation tramnng.

g. Seek company of friends. .
Seek company of farnily ) .
Eat or snach. )

Watch TV,

-

Attend sporting, cultural or commuity events.

Q . . .

EMC‘ o -

«

16.

18.
19.
20,
21,
22,
23,

Tell myself that time takes care of situations like 4
this. .
Remind myself that other people have been in this situation
and that | can probably do as well as they did.
Think of ways to use this situation to show what | can do.
Remind myself that work isn't cverythmg.‘ >
Anticipate the negative consequences so that I'm prcpared
for the worst
Try to see this situation as an opportunity to learn and to the
people who are affected, -
Try not to get concerned about it. "
Try to think of myself as a wmner--as someone who always
comes thwugh. K .
Tell myself that [ can probably work things out to my advantage.
Accept this situation because there is nothing | can do to -
change 1t. g
Think about the challenges I can find in thus sityation.
. ’\h :
4
Take it out on family or friends. ' !
Pursue hobbies or leisure time activities not covered above.
L]
Go buy something; spend money. -
Take time off from work,
Change physical state in a manner not covered above (hair
done,'sauna, massage, sexual activity).
Takc a rnp to anoth9r cty, . - 2 el
Daydr‘c‘agm - N
Seek professional help or counseling. ’
Turn to prayer or spiritual thoughts. L "
Complain to others._
Smoke clgarettes, cigars or pipe. " 3
!
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