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Three‘technical reports and abstracts of colloguium

papers are presented as part of a research project concerning the
specification and testing of altevnative models of

. intraorganizational career mobility among nonteaching professionals
in universities. This project pRase involved: the development of a
model of evolving jobs as an alternative to the assumption that
career mobility is a process of movement through a ladder of
predefined jobs; definition of the policy implications of an evolving
jobs process; and the development of a database allowing description
and analysis of the nonteaching professional workforce at a public
university. This databasé will allow comparison of pattarns with
somewhat comparable data already compiled for a private research
university. A joint colloguium involving scholars from the University -
of Washington and Stanford University entitled "Organizations and
Car2ers: A Joint Colloquium on Isgues and Methods in the Study of
Career Mobility in Organizations" was cnnducted to present work in,
progress related to this study and related issues. Eight abstracts
and the following technical reports are presented: "Towards a Model
of Evolving Jobs: Professional Staff Mobility'in the University"”
(Suzanne Estler, Anne S. Miner); "Evolving Jobs as a Form of Career
nobilit{: Soma Policy Implications" ‘(Suzanne Estler); and "The
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of Payroll Files in Exploring Evelving Jobs: A Progrec:

Report" (Suzanne Estler). Thg_evolving‘jobs model suggests that
career development may involve the evolution of a set of
responsibilities around ap individual so that the job changes over .
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fhis study was one part of a longer term research’ effort f@ad1ng ’
toward the specification and testing of ‘afternative iodels of intra- -
organizational career mobility among nonteaching professionals in

universities. This particular phase of the project involved .

(1) the development of a nlode) of evolving jobs as an alternative to
-perspectives a:suming career mobiTity ds a process of movement th h
& ladder of pr.defined jobs, (2) definition of the policy implicati
of an evolving jobs process, and (3) the development of a data base 3
allowing description and analysis of the nonteaching professional wowk--
force at a public university. TThis data base will allow comparison of
patterns with somewhat comparable data~a1ready compiled for a private
research un\versity. N

" A jofnt colloquium involving scholars from the University L ¢
Washington and Stanford University entitled "Organizations ‘and 'L.reers:
A Joint Colloquium on Issues and’Methods in the Study of Career Mobility
§ in Organizations” was conducted uhder the grant totgresent work in
progress related to this\itudy and ;elated issues.

The evolving jobs model, based on qualitative research with -
professional staff at two universities, suggests that under certain
organizational conditions career development may involve the evolution

. of a set of responsibilities around an individual so that the Jjob
. changes over time. The model .defines the organizational and individual
attributes associated with resporsibility accretion. and the organiza-
tional, individual and environmental factors associated wﬁth formal
. recognrtion of an evolved job. : , .

If an evplving~ Jobs process occuqs, formal personnel action occurs
after the accretion of new responsibilitids. Personnel processes and
affirmative action.policies tend ta.view mobi1ity as promotion to a
new set of responsibilities after mastery of a defined set of respon-
sibilities associated with a job. In other words, formal personnel
action occurs prior to responsibility accretion. The second major
segment of the technical report explores the policy implications ps

~~winvolved with recognition of an evolving jobs process.

Future efforts will require the ability to document the relative
frequency of evolving jobs in a given organization.  The third segment
~ of the technical report describes the development of a historical data
file on exempt employees spanning the years 1974 through 1980 and -
provides evidence suggesting that about 10% of the nonteaching pro-
fessional workforée is formally reclassified each year in recognition
of changed responsibilities within a given job.

vy
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Utilizagygn of the Research

s

- . : y . -
The evolving jobs ‘concept has implications for both peolicy and
research applications.- PuBlications, papers and presentations over the .
. course of the .grant period have resulted in disserinetion of the findings .
to both applied and research audiences. The data bases developed at
Stanford University and the University of Washington have already served
both potcyeand research purposes and will provide a base for future
* reseafch, . Coe -
T Both Tocal and national researche«xudiences have been exposed to
thesdvolving jobs.concept. Lacally, this has occurred through a
colloquium entétled "Organizations and Careers: A Joint Cblloquium on
- ' Issues and Methdds in the Study of Caceer Mobility in.Organizations"
- (" at tne University of Washington on September 24 and 25, 1981,and in a
. presentation to the Research Roundtable of. .the University of Washington
Institute for the Study of Educatfonal Pnlicies in May 1981. In each
B case, a pumber of scholars from=severa] disciplines throughout the
University attended including Public Affairs, Social Welfare,’ economics
‘. and educatjon. Presentation of ‘the paper "Towards a Model of Evolyving
Jobs: Professional Staff Mobitity in. the University" co-authgred
with Anne ¥{iner at the Américan Educational Research Association annual
meeting 4in Igs Angeles, April 1981 addressed a national audience. s
The formal rejponse on‘the part of a designated discussant for the
panel at which the papér was presented suggested the eWylving jobs con-
cept would affect the direction of research on career mobility for the
next .ten years, About thirty mailed requests for the paper in addition
to those distributed at the presented suggested continued interest in
the concept. A revised version of that, paper presented in the Technical
gepo;t 3as been prepared for-submission to the JOURNAL OF HIGHER . "
DUCATION. - . . : -

T
3

¢ While it is difficult to know the impact of disseminated research
- on other wark, there are several:continuing projects at Stanford and B
the University of Washington building on this stydy. Anne Miner, former
Affirmative Action Officer at Stanford, who is cdllaborator on this 3
.project and a doctoral student in Organizational Behavior at the Stanford
Graduate School of Business, is pursuing aspects of this study in her
dissertation reséarch., A master's project at the University of
Washingt®n 1s exploring the use of reclassification data as a means of
2 identifying and following evelving jobs .in the university. A University
of Washthgton doctoral student in Educational Psychology is exploring the
~applicability of Markev models included in the RATE statistical package
- 2 developed by Nancy Tuma, Stanford sociologist to the University of
Washington exempt data file. The principal investigator 1s continuing -
to pursue the applications of both the Stanford and University of
' : Washington exempt history data files to further policy issues related
to the evoiving jobs concept. - L

Lo
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Medicine ngional Intern Program's network secretaries quarterly

- /
The evol&ng jobs congept has been presented in several settings
at the Universyty of Bashi.ngton including a talk before the University
Women's Council, a workshop for the University of Washington Family

-~

meetrhg and in & “lecture fdr the Women's Informatton Center/ASUNW-

‘Women' s Commission lecture series. The immediate effect in these

settings has been eiploration of ways to assess the degree to which one's
job may have evolved and strategies for gaining formal recognition.
Nationally, publication qf the article "Evelving Jobs as & Form of

Career Mobility: Some Policy Implications” in the National Personne!
Management ‘Asggciation Journal, Public Personnel Mana Jement, has exposed
personnel managers beyond higher education organizatjons to ¢{he concept,
eliciting responses particularly from hospital personnel managers. ‘O °

particularly lengthy response came from a, personnel manager at the

United Nations who found the article to confirm many of his own observp-
tions regarding career mobi 1ity in pubHc sector organizations,

- - -~
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_(Akesearch Collaborators ) N

A number of people, listed below, were involved in the actual
research and the related conference. In some cases, graduate students

“who have taken an interest in the area are continuing exoloration into

questions raised by the study. Anne Miner and James March, the first .
two individuals 1isted, have been involved in this and related projects
since its genesis around 1974. Miner, as indicated by co-authorship of
ong paper, has been an equal collaborgtor throighout. The ond two,

.- Candace Purser and Valerie Van Osdel, were paid research agsistants.

The remaining individuals were involved as interested graduate students

who in some casés wrote papers specifically related to this project
* for the joint colloquium on organizations and careers. Unless otherwise

noted, fndividuals are from the University of Washington. For the
sake of brevity, I have not listed the many students, faculty and

administrators who provided "helpful feedback in various drafts and
seminars related to the study.

Anne Miner, Graduate Student, Stanford University (Organizational
‘Behavior) - .

James G. March, Professor, Stanford University (Organizational

< Behavior, Sociology, Political Science)

Candace Purser, Graduate Student - Reéearch Assistant (Higher
Education) S '

Valerie Van Osdel, Graduate Student - Research Assistant (Higher
Education)

Judith Bride, Graduate Student - Data -Analyst (Higher Education)
Bill Gregory, Graduate Student (Higher Education)
Janet Jaron, Graduate Student (Higher Education)

_ Daniel Levinthal, Graduate Student, Stanford University
(Organizational Behavior)

. \ .

Helen Remick, Director of Affirmative Action for Women
Allyn Romanew, Graduate Student, Stanford University (Sociology)
Judy Morton, Graduate Student (Higher Education)

Jitendre Singh, Graduate Student, Stanford University (Organizational
Behavior)

Vicki Wilson, Graducte Student (Educational Psycgology)
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. ORGANIZATIONS AND CAREERS: A
A JOINT COLLOQUIUM ON ISSUES AND METHODS IN THE STUDY
OF CAREER MOBILITY IN ORGANIZATIONS

University of Washingron

-

Thursday and Fti@ay. September 24 and 25

Schedule of Events

Thursday, September 24, 1981

Noan

2

3:

00

&

Lunch ’ South Dining Room

Faculty Cluab
Welcome . South Dining Room -
James I.Doi, Dean, Colle¢ge of Education Faculty Club

Introduction and Overview ]
James G. March, Graduate School of Busirness, South Dining Room
Stanford University, Faculty Club’

Paper Presentations and Discussion Music Room

i Faculty Club
"A Stochastic Process Model for Performance

Sampling Applied to Job Mobility™

Allyn Romanow, Sociology, Stanford University

"Organizations and the Illusion of Control"
Jitendra Singh, Graduace School of Business, »
Stgniord University

"Self-Selection by-Job Choice"
Danlel Levinthal, Graduate School of Busincss, L
Stanford University -

"Assertiveness as a Factor Associated with the
Career Development and Wubxllty of Women: An
Exrluoration"
Jud- M- #ton, Higher Education and the School of
Dentistry, University of Washington
Broak ) Mus i¢ Room
Faculty Club



Carevrs and Organizations Colloguium /page 2

| o
&
3:130 Paper Presentations and Discussion Music Room
“ Faculty Club
"Evolving Jobs: Definitiom and Policy
Implications" )
: Suzanre Estler, Higher Education, University

of Washington . ° s ' . .
- "Notes on Evolying Jobs. as Adaptive Mechajisms" -
* Anne S. Miner, Graduate School of Bus1ness, . 4§a§

« Stanford University .

.
.

- "An Ethnographic Glﬂmpse“at_Chhnging Jobs
N\ Among Universitv Non-Teaching Professionals"
Candace Purser, Higher Educatfon, University

3

of Washington ~

"Tear Nilicy of Crltiual Incident Technique .

fo MN¢asuring Change Jobs" . . ) ‘ e :
Bii. vregory, Higher Educatiqp, University of ' G “
Washington ' -, :
. 5:CG0 ' Wine .and Cheese : : - _~ . -ZOZ.Miller .!*
. . Conference Roo
£ . ‘ . ‘;
7:00 Salmon Bake and Proper Celebration \\ Sue Estler's house
’ . 807 NE 104th
Seattle .

Friday, September 25, 3981

9:00 Continental Breakfast " // South Dining Room
“ ‘ . . ' Faculty Club
S . :
‘ .
10:00 Small Group Discussioas . Music Raom
B o Faculty Club .
f
Nooa Lunch ¥ , South Dining Room
v } F%Fulcy Club
< ‘ -
A grant :rn* the Natlonal Iastitute of Lducation, with additional supporc .

from che Universicy of Washlugten Collese of Education and from the
Orgnizational Rescarch Trafning Program at Stanford University enabled
us o oifer this collogquium.

| -‘ S ¥




~ ABSTRACT , ‘

-

March and March in the Administrative Science Quarterly 1978
have developed a performance sanfpling model of career decision
making to exnlain patterns of executive mobility. This paper
develons an alternative model for performance sampling that
retains the most important features of the prior model. The two
imoortant ideas are that employers make promotion and hiring
decisions on the basis of a score kept on employee performance
behavior; and that employers make career decisions based on
imnerfect information about .emplovee behavior: in particular,
emplovee perfcrmancds are sampled rather than observed completely.
Whereas the earlier version is simulated, the model develooed here .,

‘ is analvtically tractable and its descrintion of behavior is
intuitivelv satisfving. . .

The paner shows that an emplovee“s perfQrmance score can be
mocdieled As:a Brownian motion, a continuous time, continuous state
- space stochastit prooess. Once this 1is established, the
prohahilities associated with promotions and firings become the
houndary crossing wrcbabilities for the Brownian motion.  The
probdhility distribution function that arises frdm this model,
which is the Inverse Gaussian, fits March and March”s data and
also other job duration data sets. The paper explores various
asnects of the model, such as job duration under different
circumstanres and various sampling schemes. A number af
interestiny orobability distribution functions are derived, such
as the distribution for the time to first promotion, for the time
to leavine the first job by either promotion or firing,  for the
time to suhseg t oromotions after the first, and the promotion
distribution for ponulations that are heterogeneous with respect
to verformance., PFour increasingly random sampling schemes are
examined and a stochastic model fo: autention that uses the Gamma
procecs is shown to be a flexible and simple model for sampling

ohservations. s

Allyn Romanow . .
Sociology
Stanford Cniversicy .
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Organizaticns and the lllusion of Control
by James G. Maregh &
Jitendra V. Fingh

'3

4

’ ' . Stanford Univer u
-" o . i
. /. co T
ARGTRACT 1t seems plausille to suspect” that top managers
will often exaggevete the controal they exercise over
organizational outcomes. Some motivational, cegnitive and
o orjaniiationzl ,easons  for such an "illusion ef control”
- © {Lsaszar, 1975, 1977 lLlauner and Roth«1975) are explored. In.
‘ par+icular, it 1s arqued that some arganizatioral processes

are themselvesg instrumcntal in the creation and perpetuation
of tnisbelier. Onc, ovganizctions are socially constructed

systamse @ith myths cbout Ygood"” management and managers.
Cuntrol is an interaral pert of this myth, and this
encaurages the belici# in control. Two- MansQeTs are

promcted to higher pocitions largely on the basis of their
post Tecords of, succesees. Thus persans in top managemont
.job~ are likely to have had a sequyehce of successes in their

carverns These succese experdences reinforce the belief in

percahsl causation. GSome implications of an illysion of

mansjement control are discuseed.

p 8
—
&

]
r* ‘



- ABSTPACT
. : b

Self-S%lectlon by Job Cheoice

Econonic godels of labor markets.generallgssﬁsume that firms gkfét
employées wages proportionate to their nroduc;ivicy. Given a diverse pool of
Job applicants and less than ﬁerfect information on the part of employers, tﬁis
assumption 1is unfounded. Fitmé'offer appli®ants a combination of a wage and a °
séecified Job or job classificaction. This baper examines how infarﬁption about
applicants is ravealed by their ‘choice of wage-job p;ckage, when jobs differ in
the dég;ee of 5mbiguity between‘ workers' actio&s and the outcomes for the
organiza&ipn. JobéAin ﬁhi:h stréng inferences may be made abgut the quality of
work will ag}tact high ability;wnfkers ;ﬁile':hose that ﬁéve more. ambiguous
1nference s:ructurﬁb will a:t;acg low ability workers (assuning onRers are pai?
there estirated prdﬁucti#ity i#g:he'follgwing period). Despite the fact—thar
jobs with tight inference structures will attract high abilizy wprkeis 1in the
initial period, ayplicancs who choéﬂe those jo?s ;usc be paid less than those who

choose jobs with.a more ambiguous inference strgéture inzorder to sustain the

screeniﬁg mechanism. Rigid and relatively low payfng entfy positionsAServe as a

-

means of establishing omes ability, while relatively high paying less structured

jobs do not provide such an opportunity. .

Ranfe¢l Levinthal .

1o :
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ABSTRACT

L ]

ASSERTIVENESS AS A FACTOR ASSOCIAIED %}TH THE CAREER DEVELOPMENT AND WOBILIT\

OF WOMEN: “*AN EXPLORATION

-

. ¢ . ~

The purpose of :hﬁ; paper is twofold: 1)\ to explore the literature.

relating to one individual factor (asser:ivéness which may be related to

the career dévelopmenc/mobility of women, and 2) to develeop quesﬁions which

may. be explorad <in future rescacch relating to asscrtiveness and the career
development/mobility of women.

- .

The literature reviewed is organized around the followikg questions:

1) What i{s assertiveness?

- )
2) Can assertiveness be measured? . -
3) To what extént is gssertiveness associated with three
factors that relate to the cnreer development/mobility
of women? )
a) Self?ccncept
’ b) Sex role stereotype o
¢) Locus of control
4) To what extent is assertiveness associated with career
development/mobility’
The literature review raises afnumber of questions which could be
pursucd in future fnvestigations. A number of these arce identified.
s L]
Judy Ma gton ‘
. , .
/ .

17



' AﬁS?RACT

.

Evolving Jobs: Dgfinition and Policy Implications -

#

- v .
. - i o e
L4

This paper reviews the notion of evolving jobs as a mechanism of career
mobility and structural change within organizations. Specific attention

is given to the organizational and individual factors contributing

to both an evolving jobs precess and the formal regognition of an, evolved
job. Considerat is given to the potential effects of these factors on
equal qpportunidéiéﬁfirmacive ac:ion gaals agd policies of the organization.

™/

Al

Suzanne Estler . ‘ 4
Higher Education \
University of Washington

!



] : . 4 ABSTRART : .

] : -

' Some Organizational Consequences of EwHimLJobs' v

L

~ - ' . ¢ ,
* Anne S. Miner | | :
. 'f.
1 In 4: prior paper "Towards a Model of Evolving Jobs," Estlef and

Miner dgscribe such jobs and seem to imply that such jobs are generally ¢
e !?ex'xeficial to the organization. This talk will claim that jobs designed o
®around current members of the organizatiorn. (hereafter EJs) are neithér K .
uniformly beneficial nor harmful. . / . u
. Systems of job descript:ions and titles are important because
. (1L they affect the structuring of day-to-day activgties and because
(2) they ¢ th‘ese activities. There can be relatively loose 1inkage
between activ:.ties and names for stable jobs. With EJs the linkage may
be even weaker. In a world with pigh EJs, it is not the case that - /
_". . . movement of indivi:mals through careers can be consid.ered as-a
*process in which vacancies will exist, for individuals who quflity for
promotion and the rates‘ of movement will be in balance. " A
M" seeva! paychglogy oF ergoniaing madels. -
A high EJ world res @58 more closely) In the streams of activity
and naming, _deJ process can have both adaptive and dysfunctional
gonsequences. I will discuss potential effects of EJs in .thre.e‘ con-'
téxts: change, information and conflict. For:‘ exa'mplc-., EJs offer a vehicle
" _‘for organizational change thmughﬁlearnino about the cutcome of certain
. ways of coubiniqq agtivities. Thus EJs offer a vehicle for adaptive
‘search a:;dA fhanqe. At the same time,. however, they can offef’a basis

for rigidity, through adjusting activities to whomever beloms to the 4

organization already.

{"Performance Sar-ling in Social Matches,” March and March, ASQ,

Séptomber 1978, Vol. 23, #3.

N e
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Finally, it will he noted that some of the literature on mobility

and duration of job matches argues about dlternative processes underlying

outcomes, e.g., soFting‘versus adaptation. The EJ process provides a
. .

model at the micro level for one of the alternatives in the job-person

* adaptatiomrocess. - e’




. Non-Teaching Professionals

! . e

An Ethnographic® Glimpse at Changing Jobs Among University

An assumption in the literature about career mobilify is that it\ -
is a rational process both from an individual and organizational
perspectivé, Im an attemp: to begin-a qualitative examination of
orjanizational careers, a series of interviews were conducted

'(Miner and Estler, 198l) to agsess how individuals at a university,

specifically those categorized as non-teaching professionals,
perceive the development of their careers. :

This paper represents a further analysis of the interview data in
terms of individuals' perceptions of what formal and informal fagtors
have influenced the development of their careers within the university.
Some of those factors also include illustrations of' the non- ratiomal
aspects of the process such as the element of chance and the degree to
which ag individual's interest or excitement in his/her job played

a part& their kateer development. *

L - -

Candace Purser

Higher Education

Univergity of Washington
\

»
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AUSTRACT .

This paper nvaluates the use of an application
of the Critical Incident Technique for the
measurement of changing job responsibilities,
a phenomonon of the postulated “evolyins; jobs

process” The diffilculties involved in descrtbing.

Jjobs ar~ rpviewed. and the implications of using
a critical indident apprnach descrited. Research
findings {primarily from performance evaluation
literature) relating to what psychometric char-
acteristics could be expected are reviewed.

The process Ls described, and examples given.

[y

-

Bill“Gregorf
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CURRENT QUTLINE '
Difficulties inherent in describing jobs. e R

’ . ’ . © .
Method constraints of an "evolving jobs" s§ggy. and desired
pPsychomerric properites of a.prucess. .
.. . - N e -
Approaches to describing jobs, their advantages and disadvantages,
and the relation of-Critical Incident Technique to ogher methods. -

_ . Y .
Descriprion of a process for describing 3lobs via. CIT{ Fog each. incidenrt
particularly useful inh acéomplishing the mission of ‘the job ) v
pesition 1list: A - The situacign leadinp, up to cthe behavior, .
what' the aim of the behaVior isi B 4 Thg speciflc behawviors -
updertaken to meet the challenge presenceéd tn the situation
which were inscruwental in creating the result; and C - [he
result which helped to accomplish the job position mission.

*Suggested ingervieﬁ format. ' .
1 . . R
Ma jor pre-supposition to make if CIT is to be used by a job - - .
incumbeny to describe a jobh “thatr the process would be similar
to ones“evaluating his/her own performange.

. & - .
Descriprion of resecarch: findings concerning the reliabilticy .
‘andx  validity of using sbecific behaviors(3a#S) to describe
performance. N

Key charactdristic:z of CIT which could result in enough objecrivity
for rescarch of "evolving Jobs™: Behavior is described using/ _

3 verb, miniamizing the need for infer?pce. , ) ' ‘
Praposcd method of apalysis: Use 4ndividual theidents to identif
the possibility ‘of change. Use a more complete listing of '
incidents in the Job Comparability Index recommended by Knake.

-

f
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"career mobility processes among nonteaching professional staff in univer-

Techgigal Report

Overview

This project is part of a longer term study of intra-organizational _
sities. The focus of this phase of the research was (1) the development - 4
of a model of career mobility based on the concept of evo' ‘ing jobs,

(2) consideration of the policy implications of an evolviij jobs process
and, (3) development of a data base at the University of Washington, a
public research university, that might permit long term comparison with
the existing staff history file developed at Stanford University in an
earlier phase of this research.

_ The following technical report presents the results of the research
aspct: of this project in the form of a manuscript for submission to
the Journal of MHigher Education, a reprint of an article published in \
Public Personnel Management and a summary of work in progress related

| ‘thEGilaing a unjversity of Mashington exempt staff history file. «

The first part of the report entitled, "Towards A Model of Evolving
Jobs: Professional Staff Mobility in the University," presents a working
model of the evolving jobs process based on employee interviews, docu-
ment review and participant observatio: at a private research university.
supplemented with similar study at a public research university. This
paper defines the population of employees of concern in this research,
provides qualitative substantiation of the existence of evolving jobs
as a mechanism of career mobility and develops a model of the process.
The model describes a process of mutual adaptation between individuals-
skills and interests and organizational needs and problems. In-account-
ing for the interaction between the individual and the organization in
career processes the model bridges two major approaches to career mobi-
lity one which considers only individual factors and the other considerihg
primarily organizationsl factors.

The model represents the evolving jobs process as two loosely coupled
segments. The first is a process of responsibility accretion occurring
as the product of a series of individual and organizational variables.
The second segment involves the individual, organizational and environ-
mental factors influencing the probability that an evolved job would be
formally recognized by the organization through such mechanisms as
increased salary, a change in job title, a vhange in reporting level.
It concludes with consideration of futuy@ efforts in developing and -
testing the model. .

It is particularly important to note that in the case of evolving.
jobs change in the formal job status occurs after rather than before
a change in responsibility. Further, a job may change significantly
in the kinds and levels of responsibility through the activities of the
incumbent with no guarantee that such a change will necessarily be
formally recognized withir the organizatfon. This raises one of the
policy concerns addressed in the second part of the technical report
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entitled, "Evolving Jobs As A Form of Career Mobility "Some Policy
Implications."

Evolving jobs serve as an instrument of career mobility only in
those cases in which the evolution is formally recognized. The process
of responsibility accretion with attendant personal growth and stimu-
lation poses both organizational and individual dilemmas. For the
organization the issue revolves around contro Should jobs be per-
mitted to change around individuals when the rganization may not have
the resources to reward them? The individual faces another version -
of the problem in that he or she may not be rewarded for taking on
additional responsibilities, yet failure to do so could produce a
disadvantage ‘n experience in competing for more traditional promo-

tion opportunities. This paper, aimed toward the practitioner, provides

a more concise overview of the evolving jabs concept and'disnusses the

- dilemmas and concomitantgggjicy imglications produced by the' pnqeess.

The third part of the technical report describes the exempt
staff history data file at the University of Washington, its level
of comparability with the Stanford Staff History File and demonstrates
one way it can be used in tonnection with the evolving jobs concept.
Due to uifferences in handling computerized payroll dat& as well as

differences in respective job classjfication systems, the UMiversity

of Washington Exempt History Eile iS narrower in the portion qf the
university rkforcg it incldﬂes The University of Washirgton data
spans 1974 tqrough 1980 compared with 1972-78 at Stanford. In both
in personnel practices make some data elements in
not directly comparable to similar elements in later

cases_change
earlier year
years.

Analysis of the University of Mashington data through transition
matrices showing movement across salary grades from one year to the
next suggests that about ten percent of all exempt jobs at the Uni-

versity are formally recognized in a given yeggras having changed
substantially in responsibility. ’,’4€gip ‘

Issues related to the research in the form of working papers
were considered in a forum including scholars from both the Univer-
sity of Washington and Stanford University entitled “Organtzations
and Careers: A Joint Colloguium on Issues and Methods in the Study
of Career Mobility in Organizations" at the University of Washington,
September 24 and 25, 1981. An earlier section of this report includes
the program for the colloquium and abstracts for each presentation. -

A separate, supplementary volume to this report includes copies of ,
the papers presented at the colloquium.

v
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« Introduction

Career mobility among university non-faculty professional staff often-
does. not conform to patterns predicted by cultural values anq existing
theories. Instead, movement within a university can be a process inlﬁhicn
. a job develops and changes over time depending on both the skills and
1ntérests of the incumbent and institutional problem-solving needs. While
this idea seems ogxious it contrasts with many existing models of intra-
organizational mobility that assume upﬁard movement through clearly
bounded, pre-existing jobs. This article uses the results of exploratory
research on career mobility at a private research university to consider a
process of “evolving jobs® in contrast to the more traditional view of

mobility through structured career ladders.

-

This article is one part of a larger research effort. Against background
analyﬁes of job-related data on coqputerized.payro1l files for each
emplbyee pbetween 1972 and 1927. ethnographic methods were used to gain more
understanding of career‘develﬁpment 1nc%ﬁding %nterviews, analysis of docu-

" ments def{ning‘formal personnel procézures. and participant observation.

This article serves as a bridge between initial observations and formal siudy
to test the notions they suggest. It represents work in progress on deve- ‘
loping a model, and it includes speculation about: (1) the organizational
and individual factors that might produce careers Characterized by evolving
jobs rather than traditional career ladders, and (2) the conditions under

which an evolved job may be formally recognized.
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Rationale

This paper addresses a relatively neglected aréa iﬁ the study of acade-
mic organizations: the intréorganiiationa] movement "of non-teaching pro-
fessional staff in a universlty. Unlik;“othe; facets of the Eﬁiverslg;.
e.g., the faculty and their career processes, it is an area t has had.
relatively 1ittle study.: While there has been some work looking at non-
teachiné professional staff in colleges and ‘universities, most recently .
reviewed by Scott (l978), lngre has Deeﬁ llttle attention to its mobility

i
Cory

processes.

}
This group includes employees who do not serve on the faculty, although

they may serve the faculty and the instituiion. Scott (1978) iraws a
feudal analogy contrasting this group as the "lords, squires and yeomen“'of
the university to the "monarchy” of central administrators. including the
chancellor, the pre ident, and provost, and the “royal family“ of the
faculty. At tnhe institution under study there are apout 1,800 administra-
tors or professionals who are not drawn from the faculty of about 1,006,
Excluding some 600 research prof£ssionals supported by .soft money,’ there‘
are about 1 200 professlonals and administrators who are our prlmary
concern. They work at such jobs as student service officer, dep;;tment
administrator, fund-raiser, lawyer, writer, auditor, space coordinator,
public affairs offjcer, aécountant, and the like, Although their job
responsibilities may be similar to counterparts in corporations, these

employees rarely have planned career ladders comparable to those in many

corporations. : "

Ju
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There ‘are a‘numué} of organizatibnal characteristics within the univer-

sity contributing to this pattern:

1. The structure of the university has a dual nature. The faculty,

. characterizcd by collegial values,constitutes thé dominant professional
group in re’ation to the university's mission. Faculty.-and those
admiristreiors drawn from the faculty have primary policy power. Non-
teaching professionals (or exempt employees under the Fair Labor
Standard Act definition) are organized to execute policy in a more
bureaucratic administrative structure. Exempt employees understand
they will never become president, chancellor, or dean in the organiza-
tjon giVven that these roles are typically filled by faculty.

2. The administrative structure is relatively flat. People often hold
positions that are not far removed hierarchically from either the most
senior or least senior_emplpyees in the systeq.- ‘ ,

N . . ‘

3. Diverse and sometimes inconsistent goals, unclear technology for .
achieving them, and competing demands on the attention of participants
create a high degree of ambiguity in onganizational processes {(March
and'Olson, 1976)s In relation to exempt employees_this ambiguity can
affect the allocation of responsipilities, standards and procedures for
performance, and the nature of supervisory authority. Particularly, in
many one-of-a-kind Jjobs supervision may pe quite loose.

-

L)

4. The nature of resoa;gg;flow makes the organization highly vulnerable to
its external enviro t (Baldridge et al., 1977). The political
nature of both private and public funding sources as well as changeable . ’}
student markets encoura$e the development of poundary spanning roles
buffering the organization from its efviro " Under the current
conditions, such reoles typically require high dégrees of discretionary
responsipility and flexibility (Thompson, 1967). This leaves those
roles particulirly difficult to fit into a nighly defined bureaucratic
structure and quite open to the responsibility accretion process

characteristic of evolving jobs. |
‘ ) -

The aggregate effect of these organizational characteristics is
limited structured career advancgmen& opportunities for nonteaching pro-
fessional staff. This appareq} lfhite& opportunity for advancement runs
co@nter to cultural and socigl values that frequently view career mobility

as a sign of success recognizable as an individual muves to increasingly
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important jobs within or across organizations (Kanter, 1977; Maccoby,

1976). Attempts to understand more thoroughly the processes of 1ntra—
organizational mobility .nave led to several receqt,studies which test
explanatory models through statistical methods (Konda.&‘Stewman. 1980;
Rqsepbaum,-iQ?B, 1979). Variktions on Markovian analyses ehploy a numbgr

of aséumptions about the!mnnility process as an outcome of individual
attributes, organizational attributes, aqr in rare cases, as a combination

of the two. Such studie§ 1§p11citly assume that mobility is primarily recog- '
nizable by movement through éleafly defined, stable, and pre-existing jobs.

' | In the university, the“pattern appearﬁ..instead. té be much more fluid. An
alternative mobilit} process may have developed in which jobs are fheither
stable nor ciéarly definedf Under soﬁe ébnditions; thgy appear instead -to
evolve in their stepe, responsibiiities. and even existence around individuals.
This is the phenomenon we have labelled as an evolving jobs process. While
other authors have alluded to aspects of such ; process; it is 1 concépt that .
has yet to be fully'develgped (Doeringer & Piore, 1971; Granovetter; 1974;

Thompson, 1967; and Hifliamgbn, 1975).

~
Evolving Jobs

' T?e evolvinQ jobs notion can be {llustrated bf case histories. For
example, among subjects Hn the study, there was an 1nd1v1dua1~ﬁﬁreg first

-as a rather unguccessful secretary and then as a more successful admini-
strative assistant in the engineering school. The initial responsipility

was to assure for the dean that the forms involved with staff personnel
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matters werésﬁroperly completed and processed by principal investigators
and departmental administrators. However, subsgeuenx to her appointment in
1969, increased attentior. on the part of the university to psrsonnel
prbcedures, 1ncreased gosernment regulations, and accompanying complexity
in éoordinating procedures and practices between the unisersity and the
specific needs of the engineeriﬁg school produced problems uhich {increased
the work and responsioility load of the administratiwe assistant. Over the
course of the next ten years, the job was redefined with each of the five
‘reorganizations of the school's administrative sﬁructure to encompass and
acknowledge the responsibility accruing to tne‘individual. Ultimately, the
) jan_had expanded to include management respoqsinility of a staff of five
and major discretionary responsibility in representing the interests of tﬁs
engineering school within the university. The job evolved to become titled
“"Manager of Personnel Services.® While there were a number of title

, Changes for the indiy;dual,they were changes not to new jobs, but to better
descriﬂe and reward the respodsibilities that had grown po?ut the original
Jjoo. ‘ ' * .

In another case an employee worked in a central accounting job assigned
on a project basis to various areas of the university, including suburnits of
the central accounting office itself.  One assigﬁment required a review of
the area the employee now heads. The revisw suggested\serious problems in
the existing structure and procedures, and a set of recomendations were

made for correcting them. These recommendations involved a restructuring of

- the résponsibilities assigned to various jobs in the area. The e@mloyee's

-~
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own supervisor, who ultimately was responsible for the area being reviewed

Aas well, asked the employee if sﬁe could impfement the recommendations if

given reSponsibility associated with the redefined department head's job.

After she said yes, the incumbent department"head was reassigned elsewhere ' .

and she was put in charge of the department in a newly defined role.
/

This process sometimes occurs "by accident"--as above--and sometimes

by intent.' For example, one sybjedf described ﬁdw he might go about creating
a new job for himself. He works in an area supporting efforts to find new
gradis for the university angd has held several jobs in the area. Based on
his own ekperience, he cohcluded that there is one untapped group of

' poteniiaI funding agencies. One possibility he saw ias‘to make the 'case for
the potentiai of tgat source‘and propose a new_ job to deveIpp it. He’assumed
with good reason ;hat if he argued for its potential, developdd a sensible
plan. and could convince others that the project could not be done through °

reassignments of current people, a job would be created and he would fill it.

In each of the preceding cases.. the employee was viewed as successful
and mobile despite the lack of a <lear career ladder or a 9a1cu1ated plan //
for career development. In these and other cases, the individual viewed e
his or her success as the result of chance:’ "being ihhthe right place at
the‘éight time." The process appears idiosyncratic to participantg. The

perspe;ti&e allows understanding of a process that iS marked on the surface

kY 4

by such idiosyncracy. ° //

W4
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Definition .

]
These cases are not easily explained by theories of career mobility
which assume a career within an organiz&tion-consists of a serfes of suc-
cessively more responsible jobs. Under usual theories as the individual

masters the defined responsipilities of a given job, he or she may apply or °

‘pe selected for a defined job with greater respdnsibility. The opportunity *-

to move to a moye responsipble job occurs when a vacancy appears in a chain
of jobs at a level more senior to the 1ﬁdiv1dual. When circumstan?es’i}mitz
tne.numner of vacancies, such as a period of economic downturn or limited
growth within the organization.-the-situation 1s.v1ewed as one limitéd in

L}

tareer opportun jties.

Under circumstances producing the evolving jobs phenomenori we suggest

~that céusality is reversed: the individual in a given joo ac&rues respon-

A‘sioilities peyond those expected thrdugh normal maturation in the job prior

to a formal change in job status.. The effect is to produce some organiza-

tional careers based on gradually accrueduresponsinilities resulting from

'the interaction ot,ibdividual skills and interests and the flow of organi-

zational problems, solutions, and decisign arenas. Con§1stent with this .
definition, career mobility becomes a dynamic process occuring through
responsinility accretion over time. The job can "evolve® in. terms of
title, salary, and additional uudéet %"d staff to reflect the changing

level of responsibility.

We have called such jobs “evolving jobs" here to contrast them with

 preplanned, or fixed jobs. At present, however, we do.npt mean to use the
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concept of evolution in its pure form. EvoRutionary processes require some
squrce of variation (e.g., random uarissioﬁ in genesi, some selection
mechanism, and some replicatioﬁ qgchanism such’ as genes (Hannan & Freeman.qg
1977). ge have not geveloped here a description of jobs that embody these
components. _Iﬁsre are, however, three ways in whisﬁ the processes ‘
described here are simil;r to evolutionafy proéesses. First, evolutionary
processes are historical. . Where you end up is*shaped by where you have

peen (it s too late, most likely, for human beings to- develop w1ngs),~
Evolving jobs are often heavily dépendent on very specific prior nistories -

of people and tasks.

Second, evolutionary processes are not necessatjly optimizing., Fitness
is a ccmpargttve matter. Similarly, evolving Jobs typically develop in
-incremental steps, sometimes 1in the "satisficing" mode where the first

'.satisfactory'solutian fs accepted over the single optimizing solution.’

’ ~— y
Third, as in evolutionary processes, chance plays a dominant role..
While we attempt in this paper to suggest some personal traits of employees

. ’ L]
that may increase the odds that they will end up in such a post, we believe

them when they report that the specific outcomes often resulted from
chance--in their. words, from "happening to be in the right place at the

right time."

«
-~

Implicit in the prior discussion, the process can work in a devolving
direction as well. In one case an indjvidual jeélous?y guarqéd inforTstion
related to a specific area of the job in such a way that the other employees
found alternative sources'for the information, thus decreasing the importance

of the first individual and increasing the importance of others. Insofar
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as our concern is with mobility, this paper focuses on the positive case
o :

where responsibility accrual occurs. v

A -

What the process is not. There are a variety bf practices‘ that would

not fit Gﬁih the‘potion of job evolution as described here, &lthough they

undoubtedly occur and are important.

First, "evolving jobs" are not toially unformalized‘Jobs.‘,ln the
stories above, for example; each person has a relatively clear set of
responsipilities and aétivities, recorded somewhere fcrmally.' Tnesf\ﬁre

| not jobs that wquld be descrihed as follawg; “Oh, we just tell Smith to do.
whatever he-wants to.do.® Téere would be no way to deduce the process of
. formation of\theie Jobs .y chehking jpb dascriptions‘at any single point in’

time. ®

Second, the gvolving jobs described above are not part of the planned
employee development prqgfams. 'érming“ or long range persomal career
planning gfforts. In no case was therea coﬁ;cious managemen; assessment
of the employee's apilities at an early stage, and a step-by-step plan to
expand their duties. Nor Qas there an gmﬁloyee plan along'the lines-of'“r

want to take over this whole department in three years and this is how I'l]

get there."” . o

Third, this is not a vacancy chain process. Indeed, if evolving jobs

are common, the notion of vacancy chains becomes more complex.

Finally, evolving jobs do not necessarily involve "political™ maneu-

vering Dy managers or employees; although they clearly provide opportunity

for such activity.




The Model

m—e——_

Existing theories of mobility suggest'tuo possible outcomes resulting
from an organizational decision to offer and the individual decision to -.

accept a given job. The first, and preihmabiy desired outcome, is good

: perfo}mance within the defined job. The second ﬁossinle outcome 1s a

mismatch between the employee and the job. The quality of performance may
De viewed as deiernined by a conninatioh of sxilis. experience, and atti-
tudes the individudl brings to the job and organiintional factors enabling
or Eestrainﬁng the application of those attributes .to thé set of tasks and
responsibilities defined as the individual's job. Fo; example, in the
positive outcame‘case. an individual might pe hired as Director of - '
Computing. bringing appropriate skills into an organizational environment
placing high value on devel8ping its computing facilities. The combination
of circumstances are such that the person has a nigh likelihood of effec-
tively carrying out the expectations of the joui. In the case of a mis-
match, the same individual midnt enter an organizational environment where -
resources are scarce and the political dynamics are highly conflict-riddehn
in respect to the role of computing, making effective perfarmance in the
job poss}ble but censiderably more difficult. In effect, the pruuability
of a satisfactory match {s reduced by the organizational factors. The
"liklihood of success would be further reduced if the individual nrcugnt

less complete skills to the job.

-

We can éapture the combination of ¢ircumstances contriputing to the

likelihood of success in the job as probability "a;," with "a," represenfing

!
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the\pruéability of 5 mismatch. Given that a, + a, ° 1, as circumstances
favorable to success combined in a increase, the'probability of a mis-
match, Ay, decreases. ]igse alternatives are implied by traditional models
of 1ntraorganizatfonal career mnbility ubich assume bounded jobs and res-

ponsibility accretion through-sutcessive jobs.

The evolving joﬁs model implies a third dltérn?tive outcome: a Jjob is
offered .and acc;ptgd and the iﬁgividua! accrues additional responsibilities
within that job;“";n_such a situation a subsequent job maj rebresént (1) a
title change Fo ac&ndwledge the,ihcreased responsibilities: (2) a collec-
tion of responsibilities asgigned to consolidate those already accrued, or
(3) a %estrdttut{nb to provide additional staff to support the new compi-

nation of responsidbilities the 1nd1?idunl‘h§§ accrued. This responsibility

* accretion alternative poses a third probability'“as“‘yhere ay +a, +ag = 1.

------- - G RGN M G R R G0 g Gh G0 40 SR @
. \

Insert Figure 1 about here

F%gufe 1. represents a diagram of these alternative hiring outcomes

and subsequent outcomes. In the cases of evolving jobs and good perfor-

~
title, promotion to mew job, and lateral transfer. In each case, however,

mance within defined joni some of the outcomes look similar, e.g., new

they differ--ufder the'evolviqg Jobs circumstances the formal changes in
job stétus represent acknowledgement ‘or adaptation to an existing reality

resulting from responsibilities already accrued. In the good performance

-
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situation, they represent a step toward greater responsibility through a
new, usually existing, job ~r simply a reward for good.performance within
the job already being done. Throughout the remainder of tnis paper we will
pe concerned specifically with the branch of the diagram having to do with
evolving jobs. Specifically, we want to define 0rganizati6nal and
individual conditions that might enhance the likelihood that (1) an
evolving job would occur, and (2) its occurrence would be formally recog-

nized.
‘ Vo
The Probability of Responsibility Accretion

Observations péﬁvided through interviews and analysis of organizational
contexts suggested tﬁat the process of responsibility accretion was con-
tingent on both individual, organizational and environmental factors. Our:
view of the rE;ponsibility accretioﬁ prgcess inferred from these observa-
tions assumes a highly contextual décision-making process described by
Cohen, March and Olsen (1973) as one in which reYatifély independent streams
of problems, solutions and participants converge around choice opportunities -
or occasions in which the organization is called upon to produce’a.decision.
Timing and competitive choice oppartﬁnities affect the specific mix of
participants, problems and solutions attending a given decision. Recurring
and/or anticipated problems are typically assigned to specific employees
as part of their job responsibiligies in ordér to rout{nize reponses to
those problems. Thus many problems may be attached to specific participants.

However, as participants change and as new problems arise they are more

40
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available to attach to participants not previously identified with

. them.

\ * . Circumstances may change the importance of a problem to the organiza-
tion. Thus a progleﬁ initially viewed as relatively unimportant may
o }increaée or decrease o;er time, and with it the importance of the job to
o which 1t has become attached. Thus the probability of individual res-
ponsibility accretion is a function gf the frequency of contact with
) unatta;ﬁgd problems, the 1ndjv1dual.;esponsé to the problems, and
environmental circumstancés af?ecting the relative importance of the
problem ovér time. Table ] lists'those factors appearing to influence
the likelihood of a job evolving arcund an incumbent based on responsibility
accretion. In considering those factors, it is important to be conscious
that a particularly high set of values on either the individual or organiza-
tional dimension for a given individual is not 1ikely to be sufficient
'to overcome a complete absence of facilitating factors on the other dimen-
‘»sion. In other words, an individual who we might think of as an entre-
preneur may ndt ac;rue'additiqpal'responsibilities fo her or his jeb if
that job offers absolutely no f];xibility or opportunity to 1ink with new

problems in the environment.

Throughout this section we will consider the factors outlined in

Table 1 in greater detail.

L N L R R N R

~
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1. Individual factors influencing the probability of responsibility
. ral)

accretion. - R

The first set of factors inferred from analysis of the interview

data relate tc individual attributes affecting responsibility accretion.
The hypothetica! {ndividual ihese-factors suggest is likely to be in an
.gvolving Job situation is one who: (1) is skillful in the:use of his or
her assertiveness, persistence, savvy ang the eeﬂﬂeetéen§-associat;d~w1th
'job respon;ibilities to move the organization "to get things done";

(2) is characterized by intellectual curiosity demonstrated by an interest
in problem solving, imagindtion in séeking solutions and tolerance of
ambiguity; and (3) uses b&th native ability and formal training to execute
résponsibilities in a highly competent manner. This section elaborates

on these thrée clusters of variables.

Ability to influence organizational processes--This label reflects
a combination of attributes which allowed the.individual to be perceived °

as someone who could “get things done" within the organization. Assertiveness

enhanced the employee's visibility as a poter:ial respondent to a given
N ' <- ‘,
problem. Many of those who seemed to accrue responsibilities over time went

through bad times as well‘gs good times. Persistence in pursufhg specific
probleﬁs despite, for‘exémble; (1) a new supervisor who prerd the focus
of organizational digrubtionluntil deciding to leave, and (2) insufficient
resources, ultimately allowed those individuals to cain further credibility
because they maintained théir cowaitment despite temporary organizational

adversity. These aftributes tended to be enhanced by an openness to risk

fﬁtaking which allowed the employee to assume responsibility for new problems

-
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which could Tead to failure and public embarrassment as well as

success. .
L I

Most of the éubjects attributed their success to "being in the
right place at the right time." While most did not articulate it, they
shared the ability to recognize the’right place and time not only in
relation to their caree=s, but perh:ps more important. in recognizing

and responding to problems facing the organization. This attribute, here

labeled organizational savvy,was demonstrated as well in‘Ehowidg who to

keep informed and involved as situat#ons progressed.

.
A

The degree to which the precediﬁg individual attributes could be
effectively employed were influenced by the organizational position of

" the current job. The individual's niche in the organization affected the
opportunity for exposure to unattached problems, and the access to mengérs
and sponsors who could §upport him or her in becoming identified with

and solving the problgm.

Intellectual Curiosity--The aﬁility to influence organizational

processes in itsé€lf does not explain responsibility accretion. Indeed,

it is a label which describes many who take an a prescribed‘set‘of respon-
sibilities and do them well without adding addit;onal ones to their jobs.
Rather, almost, without excepiion. those whose jobs had evolved described
themselves as "trouble-shooters." They shared an "intellectual curiosity”

that was demonstrated in a bgprem-solvinq interest allowing them to'

address new problems reghrdless of the organizational risks involved.

Their intellectual curiosity was also characterized by a tolerance of
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/ ’ .
ambiguity inherent in dea)ing with unattached problems and the imagination

.to both generate alternative solutions and define a particular problem in a
way consistent with their skills and )nterests allowing them a greater

chance to be assigned responsibility for the problem.

€

Performance/competence--The ob#ipus hedge against failure is being

good at what one does. The final individual attribute appearing basic to -
accretion of responsibilty is recognized ability to deal with organiza-
~ tional problems demonstrated in native ability, formal training and past

experience. In many cases, individuals took on problems for which they
had no ipecific training. They did, howaver, consistently take pains ustgg

~native ability to learn about the probiem Snd possible solutions.

2. Organizational factors associate& with responsibility accretion.

~

[N .

The second get of factors listed in Table I.represents the organiza-
tional conditions most favorable to the developméht of evolving jobs.
These include (1) high problem activity produced by external turbulences;
(2) internal instability produced in managerial turnover or feorganizaé
tion; (3) the qrganizaiionel goals, culture and valu;s which define.the s
formal and informal “rules of the'gaMe“ within which the individual must
function; and (4) organizational slack which Ean proviQe the resources
for innovation. - |

ay
High problem activity--Areas characterized even femporarily by high

problem activity are likely to offer greater opportunify for people within

their domains to identify themselves to an unattached problem. Conversely,

4
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in an area with highly prescribed jobs and few attached problems, there
RS will be fewer opportunities for identification with new problems. Over

“time, however, a specific cr!sgs can make ao area wito normally Tow problem"

.,

U activity very actioe. ‘There are two sets of conditions, often related,
. which can serve to increase problem activity: - external suﬁbulence and ~

internal instability. .. :
v .

- - o -~

External turbulence--Shifts in the flow of critical resources pro-

e ————

— 7 duced by‘extefﬁﬁT‘toFBﬁtence Favor Tncreased discretion in boundary
spanning jobs. These jobs would otherwise tend to become routinized io?

» a stable environment (Thompson, 1967). Shifts in resource ¥ow to the
orgenization can also produce internal growth or decline offecting problem

activity within the organization.

gggggg:—Organizational'gggggg_frequently produces problems end situa-
tions that have not been previously assigned to a specific job. Further,
there is potential for develoning a job by tapping previously untapped
resources. In periods of growth, we would expect to see new jobs created .
' \ particulerly.oround more entrepreneurial employees. There are two major

‘effects of declining resources on evolving jobs: (a) When an employee

1

leaves, there are incentives ;o reallocate.responsiﬁilitiés to existing
jobs or to delay hioing in ordef to'save salary costs. fﬂos. there is .
¢ - an opportunity for employees in the system to assume the now«unattached
. responsibilities. (b). New problems arise that may not be preassigned within
a job structure established to meet the demands of a steady or growing

state. This again provides opportunity to assume responsibilities in an

B ok T
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~ area of growing importance to the organizatton.

) -
L)

Internal instability--may be'rgpnesented.by reorganization or

managerial turnover. Efther situation provides an occasion for the:redis- |
tribution of responsibilities among employees within a given domain, and |
)for a redefinition or priorities for the work of an area Such situations

often seem to provide occasions for thé accretion of responsibilities

idealiy in a way to more effectively use tne skiils and interests of '

e v —— e A e

' existing éﬁpioyees.

[
&

§ Organizatignal goals, culture and values--some organizotions or

[}

units within organizations provide greater gpportonity than others for

responsibility accretion by virtue of the goals, culturé and values

determining the struoture ond7forwu1 and'informal "rules of the game."
. These rules and the structnre they refieot determines who has access to

arenas where unassigned probiems may be parceled out. Goal clarity may . °
influence the proportion of probiens that are assigned to existing Jobs.

Ambiguity in goals and technology--is 1ikely to increase the number

¢

of unassigned problems. In organizatfons or organizational subunits

where goals are ambiguous or in.conflict, it is not likely that one clesr -

set of tasks can be defined to moot'them. We know, fbr'example.,what

set of tasks ig necessary to build an automobile, and responsibilities

can be clearly assigned to a set of jobs to do so efficiently. It hecomes

- -iess clear when we talk of producing an educational program to meet
teaching, research, ond_senvico goals. In a situation where the technology

associated with a job and an organizational unit is unclear to participants,

I
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there is fér greater upportunity for responsibility accretion than a
.Situation in which jobs are tightly coupled with specific problems.

A high organizational value on professionalism is liéely to increase
 the 1ikelihood of responsibility sccretionyas a result of the autonomy
“and discretion demanded for the expbrt development and application of

*

knowledge.

_ Organizational slac&—-Access to unclaimed resources, especial]y

discretionary-time or funds, facilitates the development of new projects

that can lead to an evolved job.

The probablity of formal: recognition of an evolved job .

( Once’ responsibilities accumulate around a person’s job there may or
may not be formal recognition of this fact.” In a system with a 1imited
formal job structure this recognition may be limited to salary. However,
in the more typical case where there are formal job categorfes, recognitfon
may include (1) a change in job title, (2) a ;eclassificdtion éf the job
to a higher paying and more pres;igious level, or (3) a restructuring of
the job around the newCresponsibilities. In addition, there are means of
recognition that do not involve an 1mﬁ;diate change in the formal ,ob status
such as providing additional staff*to the person to hangle additional
responsibiiities? merit pay increments, and inc!usion in higher level
decisicn-making areas. As with .the process of responsibility accretion
there are 1nd1v1dual organizational and environmental attributes influencing

. the probability of fbrmml recognition of greater responsibility in the

4/
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Jot%s. " These factors are summarized in Table 2 and represented in Figure 1

as probabilities_'b]." and “bz.'

- R G ) G G G T en D Gn N S .

1. Individual factors affecting formal recognition of an evolved
job. '

The individual factors influencing recognition overlap with'spme of
the attributes involved in resbonsibility accretion. In this case, the .
individual with the assertiveness, persistence, savvy, and risk-t;Hjng
ability to move the sysiem may apply ghoée attributes to initiating

formal progedurés for reviewing thezéiatus.of an ewolved job. Assertive-

"ness is involved in initiating procedurés, persistence in pursuing

recognition over time and through alternative channels if necessary;

and organizationa)l savvy in knowing when and through what channels to

push the process. The individual's organizational position influences

Il

sugh elements as access to peer alliances, mentors and sponsors who can

bring the employee's expanded resgonsibilities to the attention of others

-able to initiate formal actions for recognition.
\ . ,

2. Organizational factors influencing recognition of an_evolved

job.
For formal recognitfon,°the organizational factors affecting the

process assume primary importance over individual factors. As noted

in Table 2, conditions most favorable to formal recognition involve

»

- 48
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(1) the até;ibutes of problems for which the employee assumes fespon-
sibility, including importance, visibilit} and distastefulness to others
who might logically deal with them; (2) the structural flexibility in
budget and personnel procedures to effect a change in formal status;
and (3) the presence of triggering events, such as supervisory initia-
tive, reorganization or a formal audit of a group of jobs which might

reveal discrepancies between the existing title and salary and the
A}

_responsibilities handled by the employee. An elaboration of these

factors offer a clearer picture of their role in the process of formal ~—

recognition.

Problem attributes--{(a) The impdrtance of the proﬁlem:. If the

individual has gained a great deal of responsibility around a problem
of marginal concern to the organization there is little cost to the
failure to recognize those resppnsibilities. Conversely, an important
problem, if gn'addressed. could have major consequences. Thus, ihere is
an incentive and a net gairl involved in recognizing the role of the
person addressing it; (b) Visibility: A problem may be important but
not very visible. Accretion of responsibilities about problems
affecting.large numbers of people, and that are central to key decision
maker§.or serious to the survival of thé‘organization. are'likg1§ éo

be both visible and recognized; (c) Distastefulness to others: Problems

that no one wants are likely to be formally recognized to keep them

where they are.

e e
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Structural flexibilfty--Most colleges and universities have some

set of standard operating procedures governing the administrztion of

personne! matters. These procedures are in many cases only loosely.

- connected to the management structure and procedures involved with the

individual ﬁob. ‘Thus an individual mahager may be limited in the
amount of control Be or she may exercﬁse over the timing and implemen-
tation of the promntion or reclassification of a subordinate. The
formal procedures involved w1th personnel matters such as reclassifi-
cation, salary administration. and promotion provide the framework
wiihin'which the manager and individual empToyee must work to implement
formal change in an individual's job status. The flexibility onm
rigidity of these rules play an 1mportant role in the speed and manner
of formal recognitian of an evolved job.

_In addition to the flexib111ty of procedures surroundi_gﬁgprsonneI

matters. the manager fis constrained by the rules and g[pcedures surround-

ing the administrqtion of the bud¥et. Given the fiscal implications
typically involvéd with formal recognition of an evolved job and the
availability bn& flexibility of procedures association with the alloca-
tion of funds influence the ease uith which a manager can affect a

formal change in job status. A particularly rigid set of procedures

‘related to either personnel or budget 1ncreases the energy and conse-

- quently the cost involved in gaining a formal change in job status..

We might note that the energy required may vary with the status of the

person asking for a change. If a member of the "monarchy" asks, wheels
» % .

may well move more quitkly than for a "squire."” While the managerial

-~
.
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“gaming” encouraged by a particularly rigid set of rules may lead to a

kind of organizational pathology, complete flexibility represented by
. ' B
- the absence of rules could encourage a particular pathology of the

evolving jobs process, allowing jobs to be based primarily on personal ‘
.\}
attributes.. -

e »

Triggering events--In addition to individual and oréanizaiional

attributes which can enhance . grployee's efforts to win formal-
recognition of an evolved_job. there is a class of events.“tr{ggering -

events,” which can cause recognition without employee initiative. The

first, and perhaps most frequent, is supervisor initiative. As noted
earlier, the rank, status and proximity of the supervisor to the
central decision-making authority can affec;_the success and speed of

supervisor efforts. _ ‘ Y,

£

A formal job audit instituted across the organizatioﬁ on such
occasions as an affirmative action review, the development,of a new
Fompensation system or a néw Job classification system, can call atten-
tion Lo circumstances in which an employee's job has evolved so that
he or she is handling a distinctly different set of responsibilities

than those for which he or she is rewarded in terms of salary Sr'title.

[3
B -

Finally. reorganization also provides an occasion for scrutiny of

job responsibilifies which can bring organizational attention to an
- evolved job. The hiring of & new manager may often be accompanied by

some reorganization.

£
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. Environmental fhctors--Théipreceding individual and organizational

cnnditiéné reflect the observation that, in dealing uifh the day~to-day
demands of organizational 1ife, routine review of jobs often falls by
the wayside. More typically some combination of individual and organ- °
izational circumstances serves to.draw attention to spgcific cases
where a job may warrant a‘change in status. External circumstances
Ancluding exit options for éhe empioyee and turbulence qhich increases
the importance of a g{yen Job'may serve to attract attention to the

need for formal action to-assure the employee ~cmains with the organiza-

ion.

Exit opportunities, i.e., labor market demand factors, play a role

in determining the degree to which an evoleed job will be recognized.

Insofar as an employee serving an important function has the possibil-

ity of gaining_rguards in anather organizaiion'there are incentives to

recognize the eﬁployee through a change in job status to keep the person

within the organization. This'suggests.-fo? example, that on average,

evolved jobs may take longer to be récognized in econoinic hard piuns.
and may be recognized more quickly in occypational areas thgt are in

high demand in the general labor market.

.

-

Environmental turbulence relates to exit opportunities insofar as

it may increase the incentive:. to remain competitive with other'organiza-
tions to maintain stability among employees whose jobs have evolved to
respond to external pressures potentially effecting the flow of resources

to the institution. Thus we ﬁ%ght expect admission staff in colTeges
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struggling for enroliments tos have more immediate formal recognition of

evolved jobs than:employees involved with internal administration. '

Future Efforts .

Future directions involve both further'oevelopment of tne model and
and empirical research ‘in several organi;ations to test its validity.

Development of the Model

.At"a theoretical level, we need to explore more systematically the
- lingages of evolving Jobs to séveral models of organizationaT processes.
Consistent with. population ecology models, we plan to begin with a

careful review of possible oelection processesa

First, we will explore the possibility of considering a job or job
series Ss a Yspecies" that replicates itself over time through written
, Job descriptions. Consider, for example, a large, highly eiaborate job
Lo _classification system with fixed job descriptions. Assume that job content
is actively reviewed oni& when en incumbent departs, and a decision must
. be made-about replaciny the person. The combination of duties that seem
-currently useful are contipued, even after the_person around whom the job
L was designed departs. On the'other hand, the job is not perpetuated if
) oY the duties no;ionger_seem ugefﬂl. If so, only éeiatiéeiy more adaptioe |

Jobs.survive'over time. .

) -~
v
I these circumstances. the practice of creating a small but steady
oumber of idiosyncratic jobs could be adaptive for the organization as

a whole. Thus, if we posit a small but continuing percentage of jobs

53
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that get cre@ted around -individuals on an exception basis, we can see
these jobs as a source of variety while the overall system is a source

-
of repetition. Note that this particular process could help an organiza-

tion adapt to change with no particular auarenesg of intention for it
. . # [ ’ . ) :g

*a

to do so.

- | , v
< wConsiste}nt with our prinr discussion, this process depend§ on uncer-
tajﬁt§ about how duties qay be combined. It also requires, Howgver.
L that;there is some ability to evaiuate outcomes in a meaningful u&y.
If thérefis not, no functional selection process -could occur éﬁd H§ w&uld‘
"t . expect purely political models -to apply. Also, if ﬁo jobs are dis-

continued; the outcome could be highly dysfunctional.

and what actually happens wh:n evolved.incwbents leave evolved jobs.
Observation suggests some varfation: sometimes the job fe~emerges: It
may be reclassified, divided among sevefplhother jobs, or’simply filled
by a pew person with similar duties. In thetlattér case, a searcﬁ is
likely to be for an employee with formal trainfng for a géb of%giha!]y
developed by an individual who may have had 1ittle formal training in the

specified area.

At a macro level, we need to consider the effacts of different ‘evels
of evolving jobs across population of organizations. The degree of

. . -
evolving jobs may have implications for survival of populations'of

-

»

This line of inquiry suggests the importance of looking at job "déath“

-
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drgan{zations. It is at Teast theorepically possible that population;’of
organizations survive in part because ihey.-for whatever reasons, found
levels of evolving jobs that prevent.overrigidity but also avoid'exéessive
design around individuals. We assume this;wﬁuld be a highly contingent

pattern related to environmental and resource dependencies in particular. .

Thus, Qe do not expect a uniform outcome of thg existence of evolving
job systems. Intuitively, it seems likely that patholodies will occur
in organizations reoresenting the extremes of an evolving jobs continuum:
both a structure so rigid and defined that there are no evolving jobs,
and one in which jobs are developed gntirely around individuals are ljkeiy

to be dysfunctional in effectively matching individual skills and interests
- ¢

'with organizational prgblems.

. Additional contexts for further theortetical work includé politicai
models of organizations (11lustrated by Pfeffer, 1980), selection models
for job/person matches (i]]ustra%ed by March & March, 1978}, and a varfety
of economic work on job characteristics (illustrated by Williamson, 1975).
In the first area, we are especially interested in evolving jobs at higher
jevels. Certainly we imagine that a job may get defined around a person

who then defines organizational goals. Causality here runs in the

‘opposite direction of our ordinary notion of the organization having goals

and locking for a person to meet them. At the first examination, it
again appears, that such a process could be either pathological or

adaptive, in different circumstances.
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In the second area, we need to consider tarefully the problem
of performance sampling. Both the employee and employer draw conclusions
about the employee's abilities from samples of the employee's actions

and apparent consequences. Evolved jobs, then, develop not around the

actual abilities of an incumbent, but around the results of such sampling.

The consequences of sampling error, and ‘distributional characteristics

of the underlying population need to be explored.

Finally, we will examine the linkage of evolving job processes to
‘economic literature treating firm-specific knowledge, job creation, and

innovation.
-

Empirical Issues o~

Empirically there are questions of measurement and method to be
addressed in order to begin formal research employing an evolving jobs

notion. For example:

1. How do we know an evolved job when we see it? While we have
listed a number of indicators characteristic of some evolving jobs, some
of the time we must more formally define indicators that are more con-
sistently reliable in separating traditional promotions from indicators

of an evolved job.

2. To what extent can we measure the relative stability of a job
structure where we would characterize an area with a high proportion of

evolved jobs as unstable?. Relevant elements might include (a) the degree
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to which procedures have develope§ for exceptions to formal search and
selection rulgs. (b) the number of.employees ustng_those exception
procedures, and {c) the organizational response to jobs as employees,
leave. A bureaucratic model predicts existing jobs would be filled as
they were previously definéd. An evolving job; model would predict

considerable variétion in the response.

« 3. While instruments exist to assess the aggregate importance of
responsibilities atzhﬁsﬂd to professional jobs, we myst evaluate their
effectiveness in tracking a dynamic process in which the basic natur-

. of the responsibilities change as well ‘as their relative importance.

Significance

i

* An evolving jobs perspective on intraorganizational career mobility
has both the: theoretical and applied significance. For scholars it
represents a way of lookihg at careers in organizations tﬁat takes into
account both individual and organizational factors. In particular, it
sugjests that models built on vacancy chain assumptions, i.e., that
careers are bpuilt through a movement through a series of vacant jobs,
may be inappfépriate to settings charqcterized by structural ambiguity.
The notion of evolving-jobs, if accurate, is important-to the design of
personnel systems in higher education more specific to a realm where
the jnb structure may be more unstable than those in corporations.
Career development programs, for example, would focus more on res-

ponsibility accretion than on planning for a career ladder consisting
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of a series of jobs. In other words, programs would be more suited to |
an environment where future structures are more unpredictable. Affirma-

tive action implications center on equity in both tFe process of

responsibility accretion as well as formal outcomes such as title changes .

- typically monitored under affirmative actioh programs. If numbers of

any particular population group were favored in the responsibility
accretion process, which may not be monitored, they would be at an
advantage in the gvaluation of experience in bgrsoﬁnel acfions such as -
prombtion, reclassification or transfer. Thé final.proce;ures could ;tand
up to tests of procedural fairness thougha_gotentia]ly discriminatory
effect could result from the unobserved bias inAtﬁe respons?bi]ity

accretion process.
o .

-~
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TABLE 1 |
FACTORS AFFECTING THE PROBABILITY OF
. - v RESPONSIBILITY ACCRETION
Individual | Organizational -

- Ability to influence organizational High problem activity

processes

Exteﬁnai turbdlencé .
. Assertiveness -

. Growth ’

. Persistence
' . Decline

Openness to risk taking

Internmal instability
QOrganizational savvy

Rearganization

Organizational position of :

current job (visibility, . Managerial turnover

access) .

- Organizational goals, culture

- Intellectual curiosity and values

Problem-solving interest . . dAccess .

Tolerance of ambiguity ' . Ambiguity in goals and

. * technology
Imagination

. . Professionalism
- Performance/competence

- Organizational slack
Native-ability ‘

. Resources for innovation
Formal training

Past experience

61
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- TABLE 2

FACTORS AFFECTING THE PROBABILITY OF FORMAL
RECOGNITION OF AN EVOLVED JOB_

Individual | Organizational Environmental
- Ability to move system ¥ - Problem attributes - Exit alternatives
. Assertiveness : . Importance - Turbulence
- Persistence . Distastefulness
. Savvy - Organizational flexi-
, ' bility -
- Organizational position
. . Budget slack ¢ -
R . Alliances ’
' . Personnel pro- e
Persistence = cedures )
. 'Savvy - Triggering events '
| ' . Supervisor
initiative
. Audit (e.g., affirma- -
tive action review,
institution of compen-
sation system,
recognition
« « Organizational
. restructuring
%




i FIGURE 1
Alternative Outcomes to Hiring Decisions

. | . ' | | Reclassification {no responsibility change)
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Good ﬁerformsace within
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Exit .
ob off a N : Transfer to another job * ) .
ob offered 2 ismatch between employee a
& "1 and job situation 7 Continuing ten$ion ‘s
accepted ¥
Adaptationj

New t%tle
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5 . -
1 Increased responsibilities p:g"?;&?gob
Additional responsibilities formally recognized Lateral { f
accrue to job/person ) )

b
“Z-- Increased responsibilities ———————{E:::]
not formatly recognized [

—~{Transfer]

[Maintain]
Reduce level

. L of responsibili

— 4 - ' T - * Asterisk indicates process may return to
beginning and possibly alternative paths o .‘543
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“ote: This article is an-extension of work done in collaborgtion with Anne S. Miner.
rhe uleas have further benefited from comments by many individuals including’
“arol Ellner, Elisabeth James March, Candace Purser, Helen Remick,
Jeanne Speizer, Joan Talbert and Valerie ¥an Osdel. The Stanford University Affir-
nsitive Action Office, the Unitversity of Washington Graduate Studies Rese Fund
snd the National Institute of Education Program on Postsecondary Organizations
arovided financial support fof the research. Interpretations are the sole responsibility

of the author. = ' oo
o~ - ™ . _ . )
i introdection - . ‘
.75, arcer opportunity in the traditional sense of upward movement through an organiza-
@ tional hierarchy may appear particularly limited for professionml employees in cer-
N 4ain kinds of organizations and under current economic conditions. ‘Organizations
. viracterized by relatively flat hierarchies and/or thase limited or declining in the number of
«ibs are typically those in which we would expect to find limited career opportupities. Uni-
versities, colleges, and government agencies are obvious examples. Kanter' discusses at
'vngth the negative ef :cts of limited opporturfity on morale, performance and turnover.

These effects are greater for minerities and women who are likely to be more recent hires
+nd thus frozen in low level, low paying jobs. New responses and new perspectives on the

process nf mobilify are needed 4f organizations are to maintain vitality and morale in the
face of declining resources. 1 will focus on (1) an alterdative process, calléd “evolving jobs”,
which are_partisly independent of hierarchical mobility, (2) the potential positive and nega-
tive effects which could result from thia process, and (3) the policy implications suggested by
those effects. | will not advecate eveolving jobs but instead will note the conditions under
which the process exists in practice, ‘consider their effects and discuss some of the dilemmas
which they present to organitations and employees. i

This paper is one part of a larger research effort. Against background analyses of job-
related data on computerized payroll files for each employee at & medium sized, private
research university between 2 and 1977, ethnographic methods were used to ga.n more

_understanding of career development. These methods included interviews, analysis of docu-|’

ments definipg formal personnel procedures, and participant observation. The research proj-.

+ ect wats exploratory in nature with a view toward developing a model for testing in further
studies. An earlier paper by Estler and Miner® discusses evolving jobs at length and de-
scribes the conditions under which an evolved job may be formally recognized by the organi-
zation. This paper eatends that work to an understanding of the equity implicntim'\& of the
process of evolving jubs. ' :
The focus for the research pryject was intra-organizational mobility among r_\onteuching;

6o
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professional ‘stafl in universities, after it was observed that much of an individual's career
typically develops within a single organization. In the past the research on mobility has
tended to look instend at inter-organizational movement over an individual's lifetime.” The !
focus on the university reflects interest in an organization with properties quite different |
" from business ofganizations such as hespitals, schools and some government agencies. Some |
of these properties include: (1) a dual structure in which most professionals within the ad- '
‘mipistrgtive structdre are subordinate in prestige and power to the faculty, which represents
the dominant professional group relative to the organization's mission; nonteaching profes-
sional stafl understand they will never become president, chancellor, or dean; (2) the ad-
ministrative structure is relatively flat. People often hold positions that are not far removed \
" hiergrehically from eithér the highest or lowest level employees in the system. Thus the kind ‘ i
" of vertical mobility generplly identified with careers in large business organizations is se- .
. verely limited; (3) diverse and sometimes inconsistent goals, unclear technology for achiev- |
- _ ing them. and unpredictable environmental demands on the organizations create ambiguity
in the allocation of responsibilities, the standards and procedures for eval@ating ‘perfor-
mance, and the hanfure of supervisory authority. In short, it is a system which does not °
. provide formally structured career opportunities (or indders) s¥often desctibed in large cor-
; porations. - -
These organizational conditions led us to expect to find the frustration associated by
Kanter with limited career opportunities.® Instead, we found that in many cases jobs were
not static but tended to change or evolve around the individuals holding them, thus the
label “evolving jobs”. It is a perspective in’which jobs are viewetl as bundles of respon-}
sibilities, activities, and privileges. Attached to these‘bundles are salaries or wage rates, ti- |
tles, and unwritten customs. An evolved job is one in which the “bundle” of duties have come
to be arranged in large part to match an existing employee's perceived “bundle” of abilities
- and interests.® The process of evolution is one in which both organizational factors and indi-
vidual attributes interact to create an essentially different job than that for which the
- employee was originally hired. The evolved job, which may remain quite stable once it has
. * been created, becomes an instrument of career mobility through a second process, also in-
volving individual and organizational variables, léading to formal recognition of the newsset
. of responsibilities. = , , 1
i IHustrations

The evolving jobs notion can be illustrated by case histories. For example, among subjects
in the study, there was an individual hired first as a less successful secretary and then as a
more successful administrotive assistant in the engineering school. Her initial responsibility
was to assure the dean that the forms involved with stafl personnel matters were properly
.completed and processed by principal investigators ?nddepqrtmental administrators. How-.
ever, subsequent to her appointment in 1969, increased attention on the part of the univer-
sity to personnel procedures, increased government regulations, and accompanying complex-
ity in coordinating procedures and practices between the university and the specific need of
' the engineering school produced problem: which increased the work and responsibility load
of the administrative assistant. Over the course of the next ten yedrs, the job was redefined: .
with. each of the five rearganizations of the school’s administrative structure to encompass
and acknowledge the responsibility accruing to the individual. Ultimately, the job had ex- ¢




} panded to include management respansibility of a ‘staff of five and majqr discretionary re--
. “ponsibility in representing the interests of the engineering school within the university.

" The job eveived to become “Manager of Personnel Services”. While there were a number of
utle changes for the individual, they were changes not to new jobs, but to better describe

4nd reward the respohsibilities that*had grown about the original job. ' i
In another cuse an employee worked in a central accounting job assigned on a project basis

te various areas of the university, including sub-units of the central accounting office itself. ;

One assignment required a review of the area the employee now -heads. The review

suggested serious problems in the existing structure and procedures, apd a set of fecommen-

dations were made for correcting them. These recommendations involved a restructuring of
 the responsibilities assigned to various jobs in the area. The employee's own supervisor, who
uitimately wak responsible for the area being feviewed as well, asked the employee if she -
could implement the recommendations if diven regponsibility associated with the redefined
depagtment head's job. ARer she said yes, the incumbent department head was réassigned
rlsewhere, and she was put in charge of the department in a newly ‘defiffed role. ot

Thh procers gometimes occurs “by accident™—as above—and sometimes by intent. For ,
rxamiple, one subject described how he might go about creating a new job for himself. He

- warks in an area supporting efforts to find new grants for the university and has held sev-
erul jobs in the area. Based oh his own experience, he concluded that there is one untapped
group of potential funding agencies. One possibility he saw was to make the‘case for the
potential of that source and propose a new job to develap it. He assumed with guod reason
that if he argued for its potential, developed a sensible plan, and could cenvince others that |
the project could not be done through reassignments of current people, a job would be created
and he would fill it. ' " ’ .

In cach of the preceding cases, the employee was viewed as successful and mobile despite "
the lack of a clear career ludder or a calculated plan for career development. In these and
other cases, the individual often viewed his or her success-as the result of chance: “being in

- the right place at the right time.” The p.ocess appesrs idiosyncratic to’ participants. The
evolving jobs perspective allows understanding of a process that is marked on the surface by
such 1divsyncrasy. - ' ] ’

These cases are not easily explained by theories of career mobility . -hich assume that a
career within an organi%ation ‘consists of a series of successively .inore responsible jobs.
Under usual theories, as the individua) masters the defined responsibilities of a given job, he ;

« or she may apply or be selected for a defined job with greater responsibjlity. The opportynity
to move to a more responsible job occurs when a vacancy appears in a chiin of jobs at a level
mare senior tsthe individual. When circumstances limit the number of vacancies, suth as a pe-

. riond of econame downturn or limited growth within the organization, the situation is viewed
as one limited in career .opportunities. Under circumstances. producing evolving jobs, the
causality associated with promotion is reversed: the individual in a given job accrues respon- -
sthilities beyend those. expected’ through normal maturation in the job prior to a formal
chunge in job status. : . ‘ o

The process can work in a devolving direction as well. In one case an individual jealously
suarded information related to a specific area of the jobr in such a way that the other
emplayees found alternate sources for the informgtion, thus decreasing the importance of the
first indiidyal and incfeasing the importance of others. Insefar ax our concern is with mo-
hility, this paper focuses on the positive case where responsibility accrual .pccurs. ;

.
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Factors Affecting lob Evolution

There are two processes- inherent in the evolving jobs as an instrument of career mobility.
These processes are illustratéd with more usually expected outcomes to hiring decisions in
Figure 1. The first process is the actual accrual of responsibility or the changing of the bun-
dle of tasks and responsibilities associated with an individual and his or her job title. The
second process is the formal recogniticn of the changed responsibilities. While a job may
evolve, it does not become an instrument of career maobility within the organization unless
the change is somehow formally recognized. This recognition may occur through a formal
reclassification with a new title and salary, a change in reporting function, or the addition of
staff to aid in the implementation of more responsibility. For the sake of simplicity, we will
focus on the former and more obvious means of recognition: title and salary changes.

Before considering some of the general properties of these processes and some of the policy
concerns they suggest, we will cansider some of the elem. nts which appear to cause them to

. operate. In each case we will consider the equity implications of the conditions.

Responsibility Accretion

OF. --vations provided through interviews and analyses of organizational contexts

1 aeq ti the process of responsibility accretion was contingent on both individual and

* nde.cad nai factors. Table I lists those factors appearing to influence the likelihood of a
Job evnlving around an incumbent by responsibility accretion. In considering those factors, it

. is-important to be aware that a partiularly high value for either individual or organiza-

tional dimensions is not likely to be sufficient to ovcrcome a complete absence of facilitating
factors on the other dimension. In other words, an individual who we might think of as an
entrepreneur may not accrue additional responsibilities to her or his job if that job offers
absolutely no flexibility or opportunity to link with new problems in the organization. It is
also t - that facilitating organizational factors are not likely to overcome an absence of any
por:t1v - ralues on individual dimensions.

.« first set of factors relate to individual attributes affecting respongibility accretion. The
hypothetical individual these factors su t is most likely to be in an evolving job situation
1s one who: (11 is skillful in the use of his or her assertiveness, persistence, savvy and the
connections associated with job responsibilities to move the organization “to get things
dane”; (2) is characterized by intellectual curiosity demonstrated by an interest in problem
solving, imagination in seeking solutions and tolerance of ambiguity; and (3) uses both na-
tive ability and formal training to executive responsibilities in a highly competent manner.

The second set of factors listed in Table | represents the organizational conditions most
favorable to the development of evolving jobs. These include (1) organizational instability,
which could be produced by growth, decline and/or managerial turnover; (2) condition:
generating a high number of unresolved problems, not yet attached to specific jobs; and (3)
the organizational goals, culture and values which define the formal and informal “rules of
the game” within which the individual must function.

Further, in organizations or organizational sub-units where goals are ambiguous or in con-
flict. it 13 not Likely that ene clear set of tusks can Le defined to meet them. We know, for
example, what sct of tasks is necessary to build an automobile, and responsibilities can be
clearly axstgned 1o a set of jobs to efficiently do so. Tasks become less clear when we talk of
producing an cducational prugram to meet teaching, research and service goals. In a situa-
tion where the technology associated with a job and an organizational unit is unclear to par-
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TABLE | Factors Affecting the Probability of Responsibility Accretion

individuat . . Organizational
—Ability to influence orgamization system —Organizational instability
e Assertiveness o Growth
o Persistence o Decline
- e Openness to risk taking e Managenal tumover
e Organizational savvy —High problem activity
e Organization position of current job o Turbulent intemal or external
(visibility, access) environment .
—Intefiectual curiosity —Organizational goals, culture and values '
e Problem-solving interest e Access
o Tolerance of ambiguity ' o Proiessionalism |
e Imagination : ' « Nature of the product i
—Performance/competence —~Organizational slack !
o Native abilty - o Resowrces for innovation

e Formal traimng :
e Past experience ’

.-4'

TABLE #l Factors Affecting the Prébability of Formal Recognition of an Evoived Job

|
|

individual . Organizational ' Envimnmentai

—Ability to move system —Problem attributes —Exit altematives

+ o Assertiveness e Importance - —Turbulence .
e Persistence e Visibility i
e Savvy e Distastefulnass .

—Qrganizational position —CQrganizational flexibility ) !
e Allances o Budge! slack .
e« Persistence e Personnel procec?ures' _ I
e Savvy —Triggering events ' f

e Supervisor initiative

o Audit (e.q., affirmative
action review, nstitution
of compensation system,
recogmition) -
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ticipants there is far® greater opportunity for responsibility accretion than'a situation in
which jobs are tightly coupled with specific problems. We might note here that a third set ef
factors, not included in the table, representing the external environment indirectly affects
the responsibility-accretion process through its effect on the preceding organizational factors.

1

\

" ~

With the possible exception of platement in the erganization, these factors do not appear

to suggest that any population group.such as men or women, minorities or nonminorities

¢
1
3

would be inherently favored in the responsibility accretion process. In most organizitions,
white males tend to dominate in the higher managerial roles which provide immediate ac-

cess to new problems seeking solutions. This difference may be offset in its effect on respon-
sibility accretion, however, by fairly immediate access to information provided to those stafl-
ing higher positions in roles more open to women and minorities, '

Managerial attention to équity in the formal allocation might help to further assure equal -

_ access to responsibility accretion by women and minorities. The more important equity con-
cern in the evolving jobs process resides in the formal recognition of the evolved job.

Formal Recognition

Once a job has evolved to represent a predominantly new set of responsibilities, it may or
may not come to be formally recognized by the organization. Table 11 summarizes thase indi-
vidual organizational and environmental factors which appear to influence the recognition
prucess represented by a titlé and/or salary change.

The individual factors influencing recognition overlap with some of the attributes involved
in responsibility accretion. In this case, the individual with the assertiveness, persistence
and savvy to move the system may apply those attributes to initiating formal procedures for
reviewing the.status of the evolved job. Assertiveness -is involved in {nitiating procedures,
persistence in pursuing recognition over time and through alternative channels if necessary;
and savvy in knowing when and through what channels to push the process. The individual's
position in the organization influences such elements as access to peer alliances, mentors
and. sponsors. who can bring the employee’s expanded responsibilities to the attention of
others able to initiate formal actions for recognition. .

For formal recognition, the organizational factors affecting the process assume primary im-
portance over individual factors. As noted in Table II conditions most favorable to formal rec-
mgmition 1nvolve (1) the attributes of problems for which the employee assumes responsibil-
. itv, ncluding importance, visibility and distastefulness to others who might logically deal
with them: t2) the organizational flexibility in budget and personnel procedures to effect a
change 1n furmal status; and (3) the presence of triggering events, such as supervisory initia-
tive or @ formal sudit of a group of jobs which might reveal discrepancies between the exist-
e ttle and salary and the responsibilities handled by the employee.

The preceding individual and erganizational conditions reflect the observation that, in
deating with the day-te-day demands of organizational life, routine review of jobs often falls
by the wivside. More typically some combination of individual and organizational cir-,
cm~fances serves to draw attention to specific cases where a job may warrant a change in
tatun Faternal circumstances including exit options for the employee and turbulence which
inereceaes the inportance of a given job may serve to attract attention to the need for formal
wwtion ty assture the employee remains with the nrgunimuun."'

Unlihey the responsibility aceretion process, the formal recognition process has the poten-
tial fin ditferential offeets on various population groups. Organizational position may affect
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the response to efforts to gain recognition: these in more powerful pesitions are typically
more likely to gnin more immediate and favorable attention, and more powerful positions |
tend to be dominuted by white males. In addition, the eflect of exit options on bnngmg at- t
tention tp an evolved job favors those for whom the job market is most active: again most
likely to be white males. In both cases factors not intentionally linked to race or sex can |
o serve to have a diffcrential effect on the formal recognition process. - i .
. Implications . 5

The p. 2ceding description of the evolving jobs process suggests several general properties
- that have implications for personnel procedures within the organization:
1. The responsnbnhty accretion process and the recognition process are only loosely
. coupled. The means_by which a job evolves is not necessarily tied to the formal progess by
- which the organization rewards responsibility. ,
' 2. Individual characteristics and responses are a necessary {though not sufficient) pmperty |
of the responsibility accretion process. If the organization demands duties beyond the where-
withal of the individual, they will not be fulfilled: yet in even rigid organizational cir-
cumstances an individual can shape the job at least minimally.

3. The organizational characteristics and responses are a necessary element of the formal
recognition process.

4. An evolved job is one in which the bundle of duties have been -arranged m large part to
match an existing ‘employee’s perceived bundle of abilities and interests. It may remain
rather stable once it has been created. '

5. Both processes are subject to unintentional effects of both individual and organizational
actions.

» 6. Many of the same individual attributes leading to responsibility accretion also influence
’ the recognition process. However, the organizational conditions influencing the two processes
are quite different. Thus, an individual may indeed change the job and take initiative to
gain recognition, but there is no guarantee the segment of the oi-gamzahon which can grant.
recognition will take such action.
The properties of the process suggest a number of dilemmas for both t.hé orgammtmn and |
- . the individual. At one level there are some attractive features to a world which allows jobs
to evolve to some extent around individuals (if not carried to an extreme creating a complete
lack of structure): it allows personal growth, a more effective matching of organizational
needs and individual skills and interests, and the possibility of job change even when promp-
tional pessibilitics are severely limited by either a flat structure or limited resources.
However, the loose coupling between the responsibility accretion process and the recogmi- -
tion process creates a situation in which the factors affecting recognition could have differen-
tial impact on various population groups. While men and women, for example, may have
equal aecess to new responsibilities in their jobs, exit alternatives and more powerful initial
pasitions have historically favared men. The effect is for a recognition process which may
act, Turgely unintentionally, to favor men. A woman could respond to this difference in the
hkelihood of formal recognitioh by avoiding additional responsibilities; but this choice ulti-
- mately mayv reduce her attractiveness for promotion through traditional means, since she

- wonld be hkely to be competing with others who may have visibly demonstrated their com-
petence through n':.pmmblhtv accretion: Or she may choase to assume more responsibilities ;
but not ultimately receive formal recognition for it (a risk to which all employees are sub- |

ject, but perhaps greater for women hecause of a less favorable labor market). i
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_ While additional responsibility may be inherently satisfying to the individual and usefiil
to the urganization, the organization faces dilemmas related to both control and equity. As
jobs evolive, they become less connected with the compensation and classification systems in-
stituted to help assure equity amang employees. Allowing job evolution and the individual
growth associated with it could lead to inequitable rewards in a situation where the organi-
zation cannot guarantee recognition. In order to meet budgetary responsibilities, the organi- |
cation must to some extent know its obligations in advance, requiring some control over the
compensatian level of jobs. The organization is faced with the problem of whether to encour-
age aiprocess with potential benefits to both the empleyee and the organization, at the cost
of a loxs in control over the job structure and with no guarantee the evolved job can be for-
mally recognized; or to invest energy in the imposition of hureaucratic controls over a process
which may be largely uncontrollable, given the organizational processes which permit it. In
most cases this dilemma seems te be deait with by leaving the process at an unconscious
level and treating the evolved jobs brought to conscious attention as exceptional cases. Indeed
it is interesting to note that universities that have moved to structured compensation systems
tend to have fairly routine procedures for dealing with exceptions to rules for promotions.

" The existence of a relatively unconscious, non-formalized process for mobility, side by side
with a set of formnl procedures, presents a problem for affirmative action policies typically
Jdesigned to monitor formal processes. Conscious recognition of an evolving job process would
eall for attention by managers to the delegation or allocation of new responsibilities to as-
sure that individual competence and interest affects the decisions independent of ascriptive
characteristics such as race or sex. Porticularly in situations demanding a great deal of dis-
cretion nnd trust, ascriptive characteristics may become a proxy for unmeasurable or un- -
knewn dimensions of values and loyalty. Someone “like onesel{™ may be more likely to be ,
assurned to have similar values than one who is different. Given the high proportion of
white, male managers in most organizations, there could be an unconscious tendency to
fivor white males in the allocation of responsibilitics. The effect is to provide a competitive
cdge in past experience when candidates enter the more formalized recognition process. Con- *
se1ous recognition of the responsibility accretion process would serve to focus affirmative ac-
ton offorts carlier in the vausal chain in systems characterized by evolving jobs. |

The informal and unintendsd nature of the evolving jobs process in the first stage suggests
affirmative action efforts aimed at formal monitoring may be less effective in assuring
eqquity than those simed at educative efforts to raise the awareness of managers and super-
visors. The second stage, consisting of the formal recognition process, however, is more
amendable to formal monitoring. Many existing mechanisms already serve this purpose.

More spectfically however, the evolving jobs medel draws attention to those procedures in-
volving reclussifications or exceptions to formal open posting policies for filling newly
crvated jubs, For example, are there mechanisms in an organization’s reclassification process
to “discover” the less assertive employee whose job may have evolved as significantly as
thuse already reclassified? Is there a disproportionate number of reclassifications requested
or approved for any single population group or organizational unit? Such questions, of
course. assume the existence and at least semi-formal acknowledgement of evolving jobs.

An alternative is to limit responsibility accretion so that carcer mobility occurs only
thrangh regular, more controlled procedures invelving formal promotion or transfer prior to
the addition of new responsibilities. This choice might ease the equity monitoring problem in
the b evolution process, but it may create other problems for the organization. In short, the
optian ot dealing with evolving jobs through tighter bureaucratic controls may simply be in-
frstmthie. The existence of evolving jobs appears to be, at least partially, an adaptive response

-
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to organizational conditions such as ambiguity in goals, technology, authority and demands
on the organization which do not fit neatly into Weber's world of ratienal bureaucracy.
Evolving jobs represent one means by which the organization can respond more quickly to a
relatively unpredictable world. Under these conditions, evolving jobs may be a fact of organi-
zational life. Conscious recognition of this fact allows us to be aware of and attend to the
equity implications, particularly in the formal recognition process, thus enhancing . the
chances for evolving jobs processes to make a positive contribution to organizational and in-
dividual lives rather than to become a pathological deviation from bureaucratic structures
and procedures. )
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lntrbduction "

In exploring the concept of evolving jebs we are concerned with
that group of employees, sometimes called exempt or excepted staff,
who hold professional level jobs outside civil service systems or
their equivalent in private universities. In the private sector,
these are employees who are exempted from the regquirements of the
Fair Labor Standards Act regarding hourly overtime compensation.
Public sector institutions are not bound by this system but often
use its definitions in their personnel systems. In a university
setting these employees are those professional, administrative and
technical staff supporting the academic mission of the institution.
They manage or coordinate such functions as the scheduling of class-
roons, collection and accounting of fees, administration of résidence
halls, purchasing of supplies, maintenance of facilities, compila-
tion of data for developing a budget, maintenance of student records,
and the sorting and monitoring of government contract compliance

~ regulations.

In terms of size, the professional staff managing these func-
tions constitutes a significant portion of the university workforce
and represents a large variety of jobs. Those include, among others,
assistant deans, admissions staff, development staff, financial atids
-*aff, legal officers, assorted managers, accountants, computer pro-
grammers and planners. The numbers are not inconsequential. At
the two institutions which have provided data sources for various
phases of this study, Stanford University and the University of
Washington, they constitute 40.8% and 35.4% of the respective work-
forces. At Stanford this represents 1,89) of a total of 4,631
employees; and at the University of Washington, 3,149 of 8,892
(excluding faculty in each case).

This portion of the report, describing work in progress will

deal specifically with the development of a data base related to a
segment of these employees at the University of Washington, its '
comparability to a somewhat similar data base previously developed
at Stanford, and applications relative to career mobility in general
and the evolving jobs concept in specific. Finally, we will discuss
supplementary data sources at each institution which may prove more
effective in exploring the evolving jobs concept.

The University of Washington exempt workforce. The University
of Washington data base profiles the exempt workforce defined as exempt
from the Washington State Higher Education Board Classification, as
opposed to the Fair Labor Standards Act. An overall picture of the
University of Washington workforce is represented in Table I with
breakdowns by race and sex. It reflects both exempt employees,
included in the executive/administrative/manager ci.tegory and pro-
fessional categories, as well as non-exempt included in clerical/
secretarial, technical/paraprofessional, crafts and trades and service
worker categories. The Stanford data includes a merged historical
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computerized data file with information on the full workforce,
comparable to that represented in Table I spanning the years through
1978. (Detailed analyses in prior studies, however, focused primarily
on the manager/administrator/officials job group, comparable to the
University of Washington executive/administrative/manager group.)

Differences in data management procedures between the two
institutions prevented development of a historical file comparable to
the Stanford data base. Computerized annual payroll files which had
been saved over time allowed the development of the Stanford file.
Tapes were saved only for a two-year period at the University of
Washington. However, data on exempt employees had been systematically
saved since 1975 by the University of Washington Affirmative Action
Office permitting work on the development of a comparable base on a
more limited portion of the workforce. °

Definition of the populatfon. The University of Washington is
governed 1n many of 1ts personnel procedures by the state's Higher
Education Personnel Board (HEP Board), a three-member commission
appointed by the Governor to establish Civil Service policies and
salary schedules for classified staff employees throughout higher
education. Executive heads, confidential secretaries and administra-
tive assistants to the president and vice presidents are exempted from .
the HEP Board classification by statute (91 in 1978). 1In addition,
"permissive exemptions,” numbering 796 in 1978, are allowed for jobs
including principal assistants to'executive heads, those involved
with continuing education activities, those with responsibility for
research activities and those involved with counseling students. .
Generally, these are jobs defined as close to the academic and
research mission of the institution and involving discretionary’
decision responsibility. In relation to the total University work-
force the exempt staff represents most of those in the executive/
administrative/manager job category and about one-fifth of those in" .
the professional category. The Stanford exempt data file encolpasses
nearly all emplcyees in these two job cateanwi~~ 7' = Ll uiiversily
of Washington file consti* . . ...:--uwer group of emplovees but those
most specifically of interest in relation to the evolving jobs concept.

The University of Washington exempt file includes a total of
1,591 employees appearinghon the payroll from 1974 through 1980. Data
elements include demographic variables such as race, sex, birthdate
and year of hire. Job-related variables include job codes for each
year beginning with 1975, salary grade for each year beginning with
1977, and salary, percent time, pay unit and service period for each
year in the file.

Internal mobflity rates. Unigersity of Washington procedures
permit” employees or their supervisors to apply for reclassification
of exempt jobs to a higher salary range as responsibilities increase.
At the same time, new positions may be créated and classified as exempt
if the job carries appropriate responsibilities. As noted in a prior
paper (Estler and Miner, 1982), evolving jobs may be formally

oU
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, recognized through a title cﬂange salary increase, movement to a new
position and a change in reporting status.” .While the University of
Washington data file will not permit exploration of all those possibili-
ties, they do permit analysis of the geperal dimension through changes
- in salary grade which would be 1ikely to reflect not.-only changes in
¥ salary, but reclassificationd and job changes as well. A picture

of activity related %o exempt staff activity for a single year, -

1979-80, is shown {n Table 2.- It shows{ that 52 pf 58 réquests for .

new positions were approved, while 66 of 75 raquests for reclas$ification )
- to higher salary grades were approved. Only 10 requests for reclassifi-

. . cation of classified jchs to exem?t were aﬂgroved. representin approx~ ¢
imately 1% of all exempt jobs.reflecting the apparent barrier .
movement Qptween exempt and classified jobs that appears to exjst in |
the labor force in general (Kanter, 1977). In relatibnto exolving .
jobs our interest-is in the process of reclassification to higher
;alary grades as an indicator of formal recognition of an evolved

o

While the 1979-80 Persnnnel Office data does not refTect the

number Qf personnel f111ing new- positions who were previously on the
- payroll, we can infer -that number- to be extremely low through compari- °
son with internal transition rates computed through the exenpt data
file shown in Table 3\ The dege ree of movement across salary grades .
“from one year to the next can calculated by cross-tabulating employees
by salary grade in a given year against salary grade for the -subsequent
years. Three sets of the resulting transition matrices are included
in Appendix 8. Rates of’movement for a given transition are calculated
by summing the number of employees in a different salary grade and
dividgng by the total number of employees present in both years of
transition. Representing only employees present for each year of a
given transition, it shows 60 employees cHanging salary grades between
October 1979 and October 1980. Personnel Office records indicate 66
approved salary grade reclassifications between August 1979 and August

; 1980 suggesting little 1¥kelfhood that salary ?rade changes in the
exempt history files reflect assignment to newly established jobs as
opposed to re~evaluat1un of. the responsibility level of existing jobs.

Assuming, then, that virtually all of the'salary grade transi-
tions represent reclassificat 'ons based on re-evaluation of job res-
_ponsibilities (the procedures for which are detailed in Appendix A),
we can assess the magnitude of formal recognition of evolving jobs
by looking at annual internal transition rates, again shown in Table 3
(and elaborated in Appendix B). These data suggest that one job in
ten is formally recognized for changed responsibilities in a given

year.

In reference to the preceding development of a theory of evolving
jobs based on qualitative research methods, these data and the fact
of their existence are important.” The theory would predict that, over
time, an organization, characterized as a university, by the elements
of ambiquity and flat structure, would develop formal mechanisms to

~
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| Table 2 *
“ . _Exempt Staff - Position Evaluation Activity for the
‘ ' “Period of August 1, 1979 Thru July 31, 1980 | C-
. - . ' (12 mnntﬁs) . ‘ . i
€ & ﬁ < - . . 4
.~“ ﬁbquest%— : Resolutjpnk Pending
' Brought > ' -~ carried
Type of Evaluation Forward  New { T°tf] Approved  Rejected Total i Forward
o] New positions - . - 58 58 52 ' .. 4 56 -2
‘Y| crnmmcacccccncccarwan [l DD L LT L o e o o o e dJP‘ -------- D D ey R i R s i i e S D VO S g e o g - -
35 Hmchuﬁhd - : S
“wl staff status 2. 13 15 10 4 - 14 . | I
B8]z D hiebiniiey alns | Stk bbbl | e smesesrT
o 8| From academic ’ | , .
3wy staff status 2, 2 24 . . 2 ‘
Sul X - : ..
8| Sub-total 2 73 5 |77 64 8 72 3
4 ol . ] . ' ‘ ’ | !a
‘Requests for re-evaluation ' ) : Co T
of assigned salary guide * 1. 74 75 66 a 7 73 2
— — — H —
Total evaluation activity, 3 147 150 . 130 15 145 -~ ff 5
. ) ’ &

Source: University of Washington, Department.of Personnel Services, August 1, i980
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Table 3

Salary Grade Transitions of Employees
v¥resent in Each Year of Transition

Transition Years

1977-76 1978-70 1979-80
Nurber of employees
changing salary grades 57 81 60
Number of employees
remaining in grade 490 - 492 385
Total employed in '
. both years 547 573 645
Percent change 10.4 14.1 9.3

Source: University of Washington, Exempt Staff History File,
1974-1980
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Geal with the process of responsibility accretion. The policies

and procedures at the University of Washington, like Stanford, shows
adaptation acknowledging the evolving jobs phenomenon. The data suggest
further that a fairly significant portion of the exempt workforce
receive formal recognition for an evolved job each year.

Supplementary data bases. The evolving jobs phenomenon involves
a range of both organizational and individual variables. While data
such as those described here may be useful in pruviding a demographic
analysis of a university workforce, they quickly reach l1imits in testing
notions related to internal career mobility. As defined, the evolving
jobs concept requires highly specific data to explore in detail.
While qualitative data revealed in interviews and individual case
studies can provide a rich view of the process, they are prohibitive
to collect in sufficient quantity to identify the extent of the process
in a given organization and to test hypotheses suggested by the quali-
tative analyses. The preceding analysis, based on a.single institu-
tion, suggests a useful route to existing data which is to some extent
comparable to that available at other institutions. However, more in-
depth quantitative analysis seems to call for data more specific to
the process.

The critical incident technique developed by Flanagan (1954)
draws attention to those specific occasions illustrating the phenamenon
under study. In the case of evolving jobs, as organizations have
developed procedures to respond to the phenomenon, record-keeping
procedures have evolved to document them. While reclassification is
only one possible organizational response to an evolved job, we might
reasonably assume it is the dominant response. Exploration of processes
at both Stanford and the University of Hashington suggest data regarding
reclassifications exist in some form at both institutions. However,
they do not exist in readily accessible computer files. In the
Stanford case, some portion are computerized. In the University of
Washington case, a project is currently underway to code variables
regarding reclassifications .over a one and one-half year period. In
each case, the data may be too narrow for full-blown hypothesis testing.
But in both cases they will allow some exploration regarding their
potential value in exploring the evolving jobs concept.
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UNIVERSITY OF WASHINGTON EXEMFT STAFF PERSONNEL PROGRAM

(Approved by: Provosté VP for Academic Affairsby suthority of Exec. Order No. &

A it AR, o RO

VP for Business and Finance by authority of Exec. Order No. 5)

INTRODUCTION

Under the provisions of RCW 28.B.20.130(2), the Usiversity of Washington
1s authorized to administer a persomnel progrsm for those Staff members
exempted from coverage under the provisions of the Higher Educatiou Per-
sonnel Board (HEPB). Executive Order 56 cstabliches the University's
Program and describes briefly the basic policies surrounding it.

In recognition of the significant role performed by the exempt staff in
assisting the institution to meet its commitments to studants and to the
public, the University has adopted the following Exempt Staff Personnel
Program so as to insure as nearly @s possible equitable perscanel pro~
cedures for all covered exsmpt employees.

COMPENSATION PLAN

A. Assignment of Sziary Range. Based upon 2 description of the duties
to be performed by sn exempt employae, each exampt position shall be
evaluated snd assigned tc s salary grade based upon the following joe
elements:

® Knowledge and experience necessary to perform the job.
e Complexity of the responsidiliries of the jot.

e Importance of the job to the success of the University.
®

External market considerstions affecting a particular jbb
classifi{cation.

In order to make comparative judgments, each exempt position will be
analyzed or the basis of twenty-six job element factors to which a
range of points will be assigned, depending upon the complexity of
each factor. The toigl number of noints assignad to a given position
is 8 measure of the relwgioaship of that position to others and serves
as the dusis for subsequent assignment to a salary grade.

The establishment of new exempt positions cr the reassignment of ex-
isting positions may be proposed as appropriate by Deans and Vice
Presidents. Basead upon a description of the requirements for and
vesponsibilities and duties of che position submitted by the Dean or
Vice Presidant to the Exempt Staff Administrator, the position will be
evaluated and assignaed o an sppropriate salary grade. If the Dean
or Vice President disagrees with the assignment of the positiecn, he
or she may requeet, in writing, review by the University Budget Com-
mittee. Such review and decfaion by the University Budget Committee
shall be 2ade ae expeditiously as poasidble.
R (3 P o PSR R BTN TS
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University of Washington Exempt Staff Personnel Progranm

L

Salary Crade. Fourteem salary grades have been established so as to

provide for the compensation of exempt positions based upon their com-
parable job worth as determined through the position assignment proce-
dures. A salary range for each salary grade has been established vhich
ie deaigned to recognize the professiomal growth of individual incumbents
by providing an opportunity for salary advancements. These ranges serve -y
as a guide for the setting of salaries of individuals based upon their
experience and performance. Whenever salary increases are authorized

by. the legislature for the exempt staff, performance evaluations will

b2 made of each incumbent and individuals will be sdvanced within the
salary range steps at rates indicated by the relative performance of

the individual.

Salary Administration. ' ' ) /.
(1) Initial Appointments. An individual appointed to an exempt posi- . «

tion shall nowmally be pajid at the minimum of the assigned salary
grade. Factorc which may be considered in establishing a higher
salary may include experience and special qualifications of the
{individual.

{2) Promoticn. An individual premoted to an exempt position with a
higher salary grade should receive an increase which represents
at lesst a 42 incrcase over the current salary,” or the mimimum
of the szlary grade, whichever is greater. Proposed increases
that exceed 10T of the cuirent salary are subject to review by
the University Budget Committee.

{(3) Transfer. A transfer to a different pogition, but in the same
exempt sslary grade shall neither require nor preclude a salary
adjustment.

{4) Position Reclassification. An employee occupying a position that
nas been reassigned to a higher salary grade as a result of the
position re~evaluation shall receive a salary adjustment as in
1.£.(2) above.

-

(5) Demotion for Reasons of Reduction in Force. If an {ndividual is
reassigned to a8 position in a lower classification as a result of
a reduction in force, the individual's salary will not be reduced.
However, further salary adjustments will be controlled by the sal-
ary range of the new claesificgtion.

‘ - 4
(&) Periodic Salary Adjustmencs.

{a) General Increases to All Salary Ranges. Subject both to
the availability of funds and the specific authorization of
the legislature, individual exempt employees may receive ei-
ther a dollar or percentage salary adjustment based upon a

87.
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University of Washington Exempt Staff Personnel Program

general across—the~board-inerease to-all- salary ranges. Such
increases will be awarded independent of performance per se
and will result in an upward adjustment of the wminimum and
maxizum of all ranges. , :

() ggrif'lncreasea. Subject to the svailability of funds and
epecific direction of the legislature, individual performance
reviews will be conducted by University aduninistrators for
avarding salary adjustuents within the appropriate ranges on
the .basis of performance. Supervisors will prepare written |
evaluations that veflect an assessment of the performance of
€ach exenmpt employee under their supervision. The perform~
ance evaluations along with the recommendations for merit in-
creases will be submitted to the appropriste Dean or Vice
President for review aud sction. Copies of the performance
eveluations will be maintained in depr ‘tmental files and upon
request, may be reviewed by the respective exeapt employee.
The percentage .ncrease will be dependent upon the availabil-
ity of funds and any adminigtrative guidelines for conducting
the specific review. Salary steps within a range are pro-
vided as a guide for consistency in awarding merit increases .
but it 18 not mandatory that they be used. Individuals should,
however, not receive merit increases which would place them
over the maximum for the assigned range. All exempt staff
wvill be eligible for such merit adjustment comsideration in-
de,enden: of thapfunding source.

(7) Supplemental ggggensation.

(a) Additional Duties Performed Outside Regular Work Assignment. -
It is expected that the working time of regular exempt astaff
employees is to be devoted to the duties and responsibilitics
which may be assigned them by the University. Every effort
shall be made to schedule all work of the exempt employees
as a part, of their normal work schedule. Compensation to an
employee for University service not represented by hig or her
regular salary may be paid only under exceptional cir-
cumstances. In no case shall such payment exceed a total of
25% of his or her regular salary for the period during which
such services are performed nor shall the peried for such
excess payment extend beyond one month. Exceptions may be
recommended for individuals teaching in University-sponsored

-Continuation Education or Training courses. Excess payments
under 'this section are subject to review by the University
Budget Committee.

S ——

(b) Extra Hours Associated with Regular Work Assignment. Exempt
staff personnel are not eligible for cvertime compensation.
Unusual eircumstances may require an employee to work an
excessive amount of hours for sn extended period of time.

-
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EXEMPT STAFF MODIFIED JOB EVALUATION SYSTEM

SUIRMARY OF FACTORS AND WEIGHTINGS OF TOTAL POTENTIAL POINTS

% OF
. TOTAL POINTS
A. ENTRY QUALIFICATIONS: 22%
(1) Minimum number of years formal education.
(2) Years of relevant work experience.
B. JOB CONTENT: . 45%
Difficulty of Thinking and Problem Solving - - 23%

t1] How specifically is direction given to incumbent.

Degree incumbent's work typically monitored.

Degree incumbent can obtain authoritative advice

Degree established rules, instruction and/or procedures apply.

Degree precedents apply to job duties.

Degree of freedom in selecting methods used.

Degree incumbent schedules own work. : N

Time,it typically takes to determine effectiveness of work.

Degree of probleun-solving involving integration of
information/reconmendations.

Degree of decision making involving theoretical/subjective judgments.

Extent of resourceful development/application of new approaches, etc.

™~
N

S ST T Y, S, S, G,

— O WO 0 S Oh WU W

o

b et

Personal Interaction ' 8%
(12a) Institutional officers (Regents, President, Vice President)

or

(12b) Dean, Asst. Vice Presidents, Head of Major Adm./Academic Depts.

(13a) Faculty and/or staff :

or .

(13b) Students and/or patients

L

(19) Respcnding to questions on immediate basis
(20) Irregular work week.
C. RESPCUSIBILITY AND IMPACT ON END RESULTS: . 33
(1) How influential is the position within the institution?
(2) Likely effect resulting from type of errors?
(3) Impact on the fiscal affairs of the institution?
(4) Importance of impact on the end results of institution?
TOTAL

(14)

General public

ervision Exercised

Su
(15; Responsibility for Personnel Staffing

(16)

(17)

Number of staff
Number of separate functional areas

Working Conditions

(18)

Externally imposed de~dlines

8y

125

2%

100°;
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SUMMARY OF EXEMPIION CRITERIA FOR PURPOSES OF DETERMINING POSITIONS
TO BE EXEMPT FROM THE CLASSIFIED STAFF

University of Washingten
Department of(?ersonnel Services

Confidential Secretaries and Administrative Assistants to the President and

Vice Presidenrs

Individuals serving as a confidential secretary and/or administrative ussistant
to the President or a Vice President.

Executive Heads of Major Administrative or Academic Divisions

Individuals serving as the president, provost, vice provosts, vice presidents,
assistant vice presidents, deans, associate deans, directorr or chairpersons

and who are resgonsible for a separate budgetary unit or units and direct the
work of others. Heads of major administrative or academic divisions must have

a reporting relationship not below that of a vice provost, assistant vice presi-
dent or associate dean in order to be considered executive heads.

Principal Assistants to Executive Heads

.Individuals serving as priancipal assistants to executive heads of & major ad-

ministrative or academic division and who have major administrative or program
responsibility within the division and report directly to the executive head.

Executive heads of major administrative or academic divisions may have no prin-
<ipal gssistants or may have one or more.

Counseling of Students

Individuals responsible for directing and/or participating in providing aca-
demic, athletic, career, medical, financial aid, student activity and/or person-
al counseling to sftudents. -

Continuing Education

Research

Individuals responsible for or assisting in the originating and developing of
formal educational programs for the general public, usually involving close
contact with faculty and staff, or training or corsulting with specific groups
in the community to enable them to provide specialized training and/or services
to the community.

}

-

Individuals having formal academic preparation at least at the Bachelor's level
or demonstrated professional competence in a specific field, and having respon-
sibility for or assieting in one or more of the following tasks:

o Identification and defini.izn of rescarch problems.

Ju
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o Deaign of approaches or hypothesis to be tested and the methodology to
be used.

Summary of Exeaption Criteria

o Design of specittc‘phases of research projects.
o Analysis of results.
. 0 Developuent of conclusions and hypotheses.
o Presentation of research results in publishabls form.
o Obtaining research grants.

Graphic Arts and Publications

Individuals having prescribed academic preparation or special training in the
fields of graphic arts, printing and publications, and who are assigned to a
major acadenmic or administrative unit responsible for scholarly or related
publications, or the full range of printing and publications activities as may
be analogous to the office of the Public Printer.

31
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Grade
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13 .

12

11

10
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Annual/
Monthly

x> X>» X> X> X>P>» XP X> X> XpPp X> X> Xd> KX>p X>

Minimum

35,244
" 2,937

"31,308

2,609

27,816
2,318

24,696
2.“8

21,924
1,827

19,476
1,623

17,292
1,441

15,348
1,279

13,896
1,158

12,588
1,049

950

10,320
860

9,336
778

8,460
705
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Attachosnt B
Pg lof 1
o ey 19 D 42.1
SALARY RANGES FOR EXEMPT STAFF
Bffective Octodber 1, 1979
lat 3rd
Quartile Mid-Point  Quartile  Maximum °
OPEN -
36,072 40,836 45,600 50,352
3,006 3,403 3,800 4,196
32,040 36,264 40,488 44,700
2,670 3,022 3,374 3,725
128,452 32,196 35,952 39,696
2,371 2,683 2,996 3,308
25,260 28,584 31,920 35,244
2,105 2,382- 2, 660 2,937
22,140 24,792 27,444 30,096
1,845 2,066 2,287 2,508
19,656 22,020 24,360 26,736
1,638 1,835 2,030 2,228 -
16,992 18,636 20, 280 21,924
1,416 1,553 1,690 1,827
15, 396 16,884 18,37° 19,860
13,944 15,288 16,644 17,988
1,162 1,274 1,387 1,499
12,624 13,848 15,072 16,296
1,052 1,154 1,256 1,358
11,436 12,540 13, 644 14,748
953 1,045 1,137 1,229
10, 344 11,352 12, 360 13,356
862 946 1,030 1,113
9,372 10,284 11,196 12,096
781 857 933 1,008
9z
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