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o NORMATIVE .AND STRUCTURAL PERSPECTIVES .o r

' | . ON_AGE_IN A WORK ORGANIZATIONI S
ABSTRACT , , 2

Age grading, the diffefentiation of social groups by members' age . , ;;

1u¢gments, is widely regarded to be a universal aspect of socxal life. Yet
ampst studies examine age structurally, uiiqg age distributions, rathenhth?n
normatively, using group members'~ beliefs. Survey data measuring ‘employees'
age judgments of ‘'managerial careers were collected from an electric utility
(N=488, 47%) There is wide agreement on age boundaries for each level;
however, employees age judgments differ systemat1cally from~the company's
actual age d1str1but10n. The sign1f1cance of. this difference is emphasized by _ .
performance differences between\?anagers who deviate from shared age judgments .
and those who deviate from the age distribution, The results suggest not’ on?y | .
that age gradjr;g occurs in work organizations, but that ywhen judgments dwffera '\% :
{rom structural réaljty, a normatfve perspective is necessary to study age as a‘ ‘

social phenomenon, . N
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. ... NORMATIVE AND STRUCTURA. PERSPECTIVES | 4
ON_AGE_IN A WORK ORGANIZATION! ‘

~ o~ . | '

Age is one of the few universal human experiences.’ As a result, the

social norms that develop~around it are-belfeved to exert considerable
'influence on behaViOr (Atchley 1975). Altnough the social significance of age

is Widely atknowledged (Parsons 1942; Cain 1964; Clausen 1972; Elder 1975), C
4 . .
little empiri;al work exists on the subJect (Linton 1940 Marini 1984). This

is particuiariy true for studies within work organizations. Recent research

ow

suggests‘that work organizations develop, their own cultures (Pettigrew 1979
\

Dyer 1982; Jeiinek SmirCich & Hirsch 1983}, and age norms, as underlying |
companents of human—interaction, snould be visible in such settings. B
The organizational fiterature provides indirect evidente for the existence
~of age norms.x Managers interpret theimotivation and performance of empioyees
on the basis d? ages’ Rosen & Jerdee 1976; 1977 Cleveland & Landy 1983) men
¢

and women make decisions about vheir careers based on.age expectations {Martin
[T
*

) Strauss 1956; Sofer 1970; Lawrence 1980), and engineering firms use age VR
implicitly to define‘themtechnological‘obsolescgnce of empioyees (Dalton & |
Thompson 1971; Thompson & Daltaon 1976) These behaviors suggest that people in
organizations develop and respond to a shared picture of age-appropriate
behaVior. However, the existence of such -a shared picture has never been
assessed directly. ' T -

Moreoyer, even the existence of shared age Judgments2 has never been
estabitshed. Age ﬁorms do not exist without shared age judgments because
exbectations of age-appropriate behavior cannot be enforced Without.Wideﬁ
ag?eenent'on the appropriaté ages., Thus, as a néeessary step in the direct
'establishment of age norms, this paper presents results of the first

organizational study in which the existence of shared age judgments is

- B .
’
~ I . ! -
v *
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. demonstrated, The agreement between shared age judgments and actual age _ 0
o AR . A
distributions is also examined.’ - _ -

-

Age USually is studied by“dividing the‘tife span into age groups, whose

members are aSSumed to Haye some similar characterist1cs. Adolescence, for ' E
& E
1nstance, is the, common tzrm for an age group includtng 1nd1v1duaTs between the .7

ages of 12 and 19, Age group members are expected-to be "growing up" and “not

. .

yet adults."- They are aliowed to “feel their oats" more than members of older .

age groups for, whom expectat1ons differ, ' . . , '

~ ' L

Age groups have been stud1ed fn the past e1ther=9y exdmining age L X

Judgments, the nérmative perspectwve, or by exam1n1ng actual age d1str1buttons,
& : .. ¢ [
the structuraﬂ perspect1ve. The two perspect1ves are distinguished by thewr " ' -

definition of the age qr0ups used to pred1ct behavioral outcomes. From the
normative perspective, age groups, also known.as age grades (Raoc11ffe-Brown
1929, p. 21)3, are deﬁ1ned by the shared age judghents of members of a social
organization, Members agree on what const1tutes acceptable age group behavior K . 3.'
' and when the bounds‘of acceptable behavior are vxole;ted° the violator is o
sanctioned (cf. Homans 1950, p. 122). Age groups influence behavior because
membership is not vo]untarg. PeoBle can neither change their age, nor escape
the w1de1y held assumptions about and expectattons “of their age group Thos,
it is not, chronologtcal age 1tself that is of 1nterest in the normat1ve model,
but the meanings people construct around each age..»

L )

Normatively-defined age groups have never been studied in work *

organizations, amd the first question of thws research is "Are work ' | . "

organizations age graded?" It has been shown that some societ1es are- age

RN

* graded, that-is, members shared age Judgments define and differentiate between
. - 3
age groups. Ersenstadt (1956) used anthropolog1cal records of numerous third
wor 1d soc1et1es to 1dent1fy members agreement On age group def1n1t1on while ' K

Neugarten et al. (1957 1968 1973), collected. data from a U.S. sample to




Q?-‘ exam1ne members' agreement directly. In both studies, societal.members were

observed to0.have: shared judgments of age-appropriate behavmor that .

‘dwstmnguashed between different age gruups.

Age grading is difficult to'study. Societies are complex, and age groups

.
w3
&
.
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s
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" based on members' age judgments tend to overilap. ‘This‘may be pact of the

reason why mosi work on age groups is done from the structural pergpective e

(e.q. R11ey et al. 1972; Sm1th 1973 Featherman & Hauser 1978; Pfeffer 1981; | tm
Kaufman & Sp\lerman 1982 Stewman & Konda L883) - . ] . ' ‘f
. From the structural perspectwve, age groups ar%ﬁgefined a prlor1 by the ‘ o

researcher, Age affects behavior bécause the distribution’ of ages with1n a
social group constrawns the roles and statuses allocatedi}o members. The

scarcwty of youag marriageable men in England followinq World War {I for
. 1nstance, increased the age range of men consider®d as acce;table mates by
young women, Structurallsts d1v1de societies into d1screte age categeries, or
trata, omposed of individuals of similar age. \Age strata are d1st1ngu1shed .
by "socially sign1f1cant aspects of people and roles" such as chronologwcal
Jy?"SS in census categories, biologwcal stage, as in categorieés based on
phy51ca1 development psycholoqxcal stage, as.-in the life stage models of
Levinson (1978), Vaillant (19;9), or Gould (1979); or stage of soc1a1
deve1opment as in Kohlberg's (1973) mOdel of moral development (See Riley et | K
1972 for an elaboration of this view of age group1ngs) S o i |
The ‘distinction between the normat1ve perspect1ve that defines age groups
1nterna1!y by the shared judgments of members and the structural perspective
that defines age groups externally from the perspecttve of the‘researcher is
crucial., The most important question from the normative persbective, “Are work
organizations age qraded?“ is irrelevant frdm the structural perspecttve where\

age groups exist by deftnttton:' when chronolog1cal age automattcally assigns

employees to an age group, all work organizations are- age graded,

-

- A3
7 . . 1
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o4 Some strutturalists suggest that structurally defined age categories ade

DR <
.o\ .
meant to index soc1ally meaningful events (Riley et al. 1972) And, it ‘may be

. b Y

that sOCial meanings can be represented within the ;ontext of observed. age

distributions. If so, then both normative and structu#’l persbectivos can be

. captured within the study of age distributions. However, it is unknown whether
ade group members perceive the same meanings as are tpferred by the census ol
researchers, demographers, or life stage theorists who dEf1]§ sﬁch age . . . '

‘ categories. In structural approaches, age group membership is ‘used -to predict N

£ S
oy e .l
.

behavioral outcomes whether or not: members are aware of their membership
*

At first glance, the specification of age groups bx\the structuralist 5 ,; .

AN v

seems quite- neat, compared w1th the overlapping groups studied by those u51ng a
normative perspective. FurthEr study, howevér, reveals that structural age . %
grodps may not be so parsimonious after all. For example, the diviSion of life ' E
into age categories whose occupants are assumed to be Simnlar (cf Spenner |
Otto, &- Call 1982, 'p. 9) often disregards whether members are similar on the - f\.
. criteria of interest (Lawrence 1984b) ﬁlau and Duncan (1976, pp. 81 84) 3
address this problem indirectly in discussing the diffiéulty of using cohort : ﬁ 1. j
and generational conceots Simultaneously to explain historical trends in the ! )
occupational structure. Age groups or cohorts defined by the researcher for ."' .
sons do not coincide with cohorts defined for fathers, thus inferences about
generational mobility from cohort data-are difficult to make. Hogan (1981) s
oeven more explicit. His research shows that being off schedule with'
demographic age patterns for schooling, work, and marriage léadslto-marital
disruption and lawer total earnings for men, Hogan suggests that,=9
demographically observed age transit;ons are not the'entire picture;'hogever,
“little is known about transition norms; ‘He quotes from Elder: "No large

sample study has provided evidence on normative expectations and- sanctions

' regarding the timing and. synchronization of social roles and transitions over
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‘the life span...The process by'whtch age norms'or timetaples are constructed, ,

transmttted and 1éarned remalns largely unexplored'territory" (1981 p. 13).

‘f; . As Hogan suggests,.bhere probably ig interact1on between\fhe normat1ve A

o,

et ‘and structural explanaﬁions of age effects. 'The lic;;tance df dvffenences
| between the two approacyes rests on thé degree to whiich members age Judgments

agree wtth the actual age distribution. If 3udgments&are accurate, age norms
L

- deuelop around the'actual age demOgraphy.t Thus, demograph1cally selected.age

_ categorles may-well capture socially shared age’assumpttons and expectat1ons. '

' Howeverﬁ 1* Judgments are inaccurate, then the . normat1ve and structural &

R aﬂbroaches are descr?b1ng different phenomena. Th1s, then, is the crux of the

\

ual age dlstr1but10n of their: organization?"

L4

. second qgestlon address ed{in this study, wh1ch is: “Do members age Judgment%

_accurately reflect the ac

ThlS paper presents a study of age in a work organt;at1on in which both

a .

- a 7

v emp+o&ees age Judgments and actual age d1str1but1ons are analyzed The first S --;f
" major result of the study is that the brgan1zat1on ls age graded, that is, | | |
employees develop . shared ége judgments of the company. The sharedjaudgments,
-howeuer d1ffer markedly from the actual’ age~d1str1but1ona. In addition, 'there
I,are performance sanct1ons for, devoance from shared judgments, *but .. not for
dev1ance from dlstr1buttonal age - group1nqs, thus the second major result is
‘Tthat uhen judgments differ from reality, -a normat1ve perspecttve 1s necegsary
to study age as a social phenomendn. ' ‘ ‘
I. METHODOLOGY - - o
Demographic and questionnatre data on managerial careers were collected
from a large electric utility. The Bennix Pawer Company (not its real name),
'oriBPC, is an old, established firm, Traditionally, geople come to work in the
- ompany after school and remain untll retirement, The ave}age age of salaried
\staff amd manaqertal employees is 45 (range=22-66) and the average tenure is-20 -

fi
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years (range 0-45)\ There are efght-manageria1 1evels; Level i iS“a‘?TFst R

level superV1sory po§1txon and Level 8" includes E?e Chief Executive Officer and

/J - fl. . ‘ot
- President . oo . . . .

X

N " ., i .
Manager1a1 careers nav/)inherent advaqtaqes-for studxes bf;age in a work. .\.
organ1zat1on. sTn\\EKAges of progress are'rungs oﬁ)a formal status ‘1dddér, W1th l

-7

NN those on the'lowe;/pengs&oons1dered 1ess 1mbortant than those on.higher runqs,4
1

. sknce an individual can occupy only;gne leuel at ;a tingh fbrmal advancement is

- ¥ .

associated ineudtably with tﬁe age of the indiv1dua1 thus the many levels in. .

e status sys em of nagerial’ ca ers emphasize the d1fferences between .. §

} managers o‘ d1fferent aﬁs This makes it 1ke ly ‘that-es\ployes use age to - .0 ;
» ’ LI . @

dwfferent1ate Eetween career 1evels. o e ) ” -f . | . ‘

* P * A3 -~ . M . , L .
S Y PRosition, dn a career ladder 2150 pro@*ﬂes a’behavioral anchor for age.® S

assumpt1ons and exﬂect t1ons., Age is’ soC1ally meanianul only when it "; S
'c0rresponds to some expected status, andvthe status o%'any part1cular career' - OE
& eveJ in relat1on to J her career levels‘h;; stﬁon; convergent "dnd nomologwcal . r\.:
; vaiddety (cf Bagozz1 1980) for organizat1ona1 members. Thus, 1t is reasonable
| to assume fhat the mean1ng of “career level" isxconstant and that observed
variation in Judgments re5u1ts from real differences in perceptions of age
The first question to be answered is whether manager1a1 careers at BPC are
age graded.> It seems likely that age grad1ng is encouraged by low turnover,
thus BPC 'is probably an~idea1 first organization'in which to study age Lf‘
grading, Managerial vacancies are fif]ed "in house," and advancement is a slow
procéss. Employees have' ample opportunity, tnergfore, to develop shared and
reasonably accurate judgments of the age distribution, - .

“ ! . l 1.
¢ fowever, BPC is only one organiiation, and although the results of this

—\_\\3tudy may be genera11zable, we do not know enough about age grad1ng to knﬁw to

]
what organizations they would general/ze Pre11m1nary 1nterv1ews conducted

before this research suggest that age judgments of ‘career progress are highly




T e

. (35-45 years-old), and executives in the Senior Executives program (45-60 years

"old) at the Sloan Schdel of Management, MIT, Later, it was reviewed’with

dependent on organizational characteristwcs such as 1ndustry, s1ze, age, and -

rate of growth In addition, formql career ladders differ between campanies,

thus the age group criterion may be.orqanization specifxc. The question of

general1zab11\ty is one,pf the significant areas for future work S : ,‘f ' "¢;
¥he questwonna1re was developed in several stages through pre~ testxng with . -

MBA studerits (22-30 years old), middle managers in the Sloan Fellows program. «

~
”

several individuals at. BPC. " The questionnaire asks, for each career level in

the organization, subgects judgments of 1) the typica! age of individualsg in

that level, and 2) the age rang e of 1nd1v1duals in that level .Actual company -

-;tities for each career level were used.’ In the following example, the f§ . ¢

respondent indicates that he be]1eves tife typical age of Supérvisors 1s 37 and

\ . . S

that Supervisors rande in age from 25 to 58 years 01d.6

1/. In * sy peroepticn s that Supervisors sre::
PEPEPUE AT -nﬂ ..... 1f4f,'11.4.LL.4‘:xzi:ixz“‘::I:!::
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Demographic data as well as {nformation qq:attitudee towards work were also.

rcheéfed. - | o " I
The yuestionnaire was distributed throdgﬁ com;any mail tonall salaried_ .

staff and manageria] employees (N 1043) in December 19807  The company

permxtted one follow-up memorandum, distributed in January 1981. -Forty-seveﬁ

,percent (N 488) of these employees returned the quest1onna1re, wh1ch is the

’

"expecfed return given the constra1nts imposed by the company (Heberlein & . )

Baumgartner 19739 A compar1son“of these employees with actual demographwc

data shdws the sample is. representatime of the population in its age, tenure, '

and gender dtstrfbutxons.7 o s — | S - 5

Ffployees '/ age Judgménts and the actual’ age dxstributions within BPC were

BN

- used to address the‘two central questlons of thxs study “Are work




'.'organizations age graded?“ and “Do members‘ age judgments accurately ref!jw

the actual” age dxstr1bution of .their orqan1zé¥1on?"

. 8
Y [
';. ' - o LI d

1. 'xss'ues' IN THE ANALYSIS OF AGE GRADI&G” o _
| There are two criteria for determining the existence of age gradung from .
questio:. saire data. First, there must.be some agreement on ages at edeh career
level, Secend there must beve1ffenences between ages in dwfferent career
levels. JIn aa organization hwgﬁﬁy differentiated by age (highly age graded);
.everyone agrees that'the'ages assJEiated with each career level are¢ -discrete.
In an organ1zat10n undifferenisated by age, on the other hand, the expected age
of managers is unreTateq to career level |
- One\of*the problems in study1ng agreement is deé;Eing how mumh agreement
there must be among a grOup of pe0p4e before judgments are said to be ‘shared."

In past stud1es, agreement on age group boundarses was assessed exther by ¢ "

w,
1}

1nferr1n& consensus--comp1ete agreement on age Judgments (Eisenstadt 1956), or

. by u’¥ng modal responses—-some large fraction of similar age judgments

¢

(Neggarten and Petersen }957). Kluckhohn suggests that "the best conceptual
model ,of the.culture-cen oniy-state correctly the centrel tendene1es of ranges
.of varvat1on" (1951, p. 76) | |
This study follows Kluckhohn by examining the central tendencies and

ranges of variat1on of age Judgments for eacﬁneareer level, and then by us1ng

. those dlstribut1ons to identify age\yroups.- Although both consensual-and

“modal age groups can be identified, this study concentrates on modal age
groups. A consensual age group is the range of all age judjments on a single

career 1eve1;'and a modal age group is the range of characteristic responses,

where characteristic responses are determined by the patterns observed in the -

distribweion, Figure 1 provides a simple comparison between the operational

measurement of the two types of groups. In this example, the'consensuel age

O

[
s
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& group defined by judgments uf Level 1 15 25 to 65, and the modal age group is

| ¥ to 44, - o

. " EJGURE 1 ABOUT HERE

- Y mmescmcesccssenmens

Consensua1 age groups represent a higher level of agreement than modal age

. groups, however it is un11ke1y when studying careers that consensual age

groups wil\ ever be meantngfully different, Although age may be an implicit

Criperion permitting{entry into a career level, it is rarely used as a
',cr%terion requiring,exit except at retiregent. Thus, it aakes more sense to
i focus on modal age’grodbs as indicaters of émployees' shareg age judgments of .
tnn managerial timetable. ] I w' ! a .‘Eﬁ

Once agreement lS assessed and age groups are defined, age differences, | E
the second crzteruon for establishwng age grading, can be examined. Age.
differences are assessed by comparing 1nd1v1dua1 age. judgments and aggregated

- age judgments (age groups) across career ]evels. This establishes 1) whether

individua) employees see age d1fferences between career levels, and 2) whether

employees' aggregated age judgments (age groqps) dxst1nguish between the ages

of different career levels, The first question of this study "Is BPC age

graded?" was studied using this procedure. . . ':§

IT1. AGE GRADING OF THE MANAGERIAL CAREER

Managers' agreement on age judgments, as assessed by the instrument shown
earlier, was examined., The mean, standard deviation, and range of réegonses
for all eight career levels are shown in Table 1. Two fnteresting and o ¥
gotentially important aspeets~of the que;tiongeire responses shouid be noted,
First, even though the instrument permits rep&nses at any ages between 18 and

74, most managers specified ages only to the nearest multiple.of five years.

i

" s e e ot . e e e
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In other words, the age scale was treated as an eleven step ordinal item. This
preference for ages ending in "O" and "5," also known as "age heaping," is
common in census-reporting across countries (Shryock, Siegel et al, 1980 p.
204). In this cése, it suggests that when assessing the age distribution of
their firm, BPC managers do hot distinguish between ages less.than about five
years apart. Alternative explanations, such as misinterpretation of the
guestionnaire instrutpions, are possible but less plausible. Second; when one
takes therdistinction between ordinal and interval treatments into accounﬁ; the
distributions are unimodal. This'suggests that people agree that a single age
reprégents what is typ%cal fo} each level, An alternate finding might have
been a bimodal or multimodal distribution, indicating that some people believe

one age is typical while cthers believe a different age is typical.

Considerable variation in age judgments is observed for all eight career
levels shown in Table 1. Analysis reported elsewhere (Lawrence 1983) indicates
that only a small portion of the variation in age judgments can be attributed
to a subject's age, organizational tenure, career level, or education. Thus,
although age judgments are somewhat influenced by an individual's position and
relationships within the organization, there are no simple explanations for the
variaiion observed at BPC.8

- Despite this variation, there are a number of strong patterns underlying
these.age judgments. The mean judgments 1ncre$se monotonically with career
level, suggesting subjects do see age differences between levels. To confirm
whether these differences are significant, a multivariate repeated measures
test (Morrison 1976, pp. 141-150) was used. The null hypothesis is that mean

age judgments are equal across all eight career l:vels,

14
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| Differences‘in mean age judgments acrqgs career levels were tested Fory
the typical age, youngest age, and oldest age. The null hypothesis is rejected
for each set of Jjudgments [Typical age: F=579.98, df(7,314), p<.001; Youngest.“ .
age: F=652.01, df(7,314), p<.001; Oldest age: F=95.18, df(7,314), p<.0011.
Given that differences are observed, simultaneous confidence -intervals were | -
computed for the differences between adjacent levels within each set %o
determine which career levels differ, The results show that, with the .
exception of oldest age judgments for Levels 3 and 4, subjects éee managers in
gll.adjaceht career levels as sfgnificant]y different in age. -Thus, even T
though there is variation in age judgments, individual employees do use.age to o
differentiate between career levels.9 | . [ -mf~ﬂ~~m§§¢
The c1usterihg of dge judgments in moé;1,age groups confirms these
perceived differences in career levels. Modal aée,grohps'weré defined bsing
characteristic judgment patterns for thertypical age. As ﬁieviéﬁsly.discussed,.
mdst subjécts specified ages at five-year intervals., These five-year peaks
were considered significant when the responses on a particular age exceeded’ ten
lpercent of the'sample (N=48), For each level, all such significant ages occur
at adjacent five-year intervals, and with few excegtions, the fraction of
responses bétween these adjacent.agés is higher than the fraction of responses
between any other fibe-year ége jntervals. Thus, the distributions for all
levels are unimodal, boéh for the ages that are hultiples of five and for those
that are not. This important result allows for the spec%ficatign of a
"typical" age for each 1evél. In addition, tﬁe range defined by these ages
includes between 66 and 80"percent of all responses. Modal age groups thus

capture both the characteristic responses of subjects as well as the majority

&

opim’on.lO
Figure 2 shows the modal age groups defined by all eight career levels.

The demographic age groups shown ip this Figure are discussed in Section IV.




Modal age groups represent shared, though not consensual, beliefs about the S F

typical ages of managers. ‘For example, subJects beliéve it is atypioéf for a

Level 1 manager to be 50 years old. Similariy, they believe a‘Levei 7 manager

L4

is not usually 45 years old. . ' é . !
. d 4 1
FIGURE 2 ABOUT HERE ‘
. mmmTmmeneseees -
Although some modal age groups overlap, each age group defines only one ' |

career level, except for the third which defines three, why subJects ‘do not

distinguish between Levels 3, 4, and 5 is ‘an interesting question, One

.interpretation is that subjects see -career movement ending betwsen the ages of
45 and 55.° Because middle management is the upper limit of mest careers, these
N

levels are seen as similar in age. If this interpretation is correct, it
b

suggests that employees believe age 55 is the plateau for all managerial
careers. Hhatever pOSition a2mployees attain by 55 s likely where they will . |
‘“remain,ueven though theybwill probably york for another fifteen.years. b
The importance of age 55 is supported by two other characteristics of = 5

, these age groups. Because this a;e is also seen -as the upper.age iimit of

Level 6 managers, only the highest management positions in the company, the h

Senior Vice-Presidents, CEO, and President, are believed typically oider than S
155. This supports the interpretation that most career movement occurs before |
this age. In addition, age 55 gerves as a boundary between age groups ‘that are
discrete, Assmming that age has most social significance when it defines

discrete events, age 55 is important for understanding @ubjects‘ perceptions of -

]

managerial careers in this company.. : .
The nonoverlapping segments of age groups may signai subjects' perceptions

i
,

_of other critical ages in managerial careers. Figure 2 shows that only Level 1

managers are perceived as 35-40 years old, only Level 7°managers are perceived

16 o ,
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as 55-60 years old and only Level 8 managers are perceived as 60-63 years
old. The boundaries of these age group segments suggest that, in additidn to
age 55, ages 40 and 60 are important in the manager1a1 career, Given that most
subjects will not become Level 7 or Level 8 managers, these boundar1es suggest
that subjects believe all upward career movement occurs betweeri the ages of 40
and 55. Th1s means that 1n an organ1zat10n where most employees remain for
their entire work lives;, about 45 years, managers see.themselves as upwardly
mobile during only fifteen years; Two-thirds of their lives will be,spent in
;"jobs withnno change in‘level Although 1ongxtud1na1 data are not available .
from th1s Company, these perception$ g?e cons1stent w1th Rosenbaum's (1979a)
study of a large cqrpqrat1on in which the period of high career mob111ty was
"limited to a rather short time in life, }.

ol N

D{scussion .

hanagerial careers w1th1n an organization are.age graded if career levels
are differentiated by the age judgments of members. The two criteria for age
grading (See Section III)’:;e/agreement on ages at each career level and
differences ‘between ages ih different career levels. The results confirm that
managerial careers in BPC are age(graded. The'analysis of ‘age agreement on
career levels shows that although there.is wide variation 1nisubjects‘
judgments of each career level, there js agreiment that managers incréase'in
age for each increase in career level.” An anaﬁysis of modal age groups shows
that age divides the managerial career into four“discrete age=categories; _
Typical managers in Level 1, Levels 5-5, Level 7, and Level 8 are seen as being
different in age from one another, Age differences across career levels for

both individual age judgments and organizationally-perceived modal age groups

confirm that managerial ‘careers within the Bennix Power Company are age graded.

17
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One fina!l questxon that must be asked 1s whether these shared age
judgments represent age norms. As pointed out by Marini (1984), employees must
bﬁlieve not only that their judgments represent the actual ages of_managers,

but tﬁat they represent the appropriate ages of managers~-the “'should be" as

-

.opposed to the "is." The shared judgments observed here identify what
émployees percgfve.as the boundaries of -normal Behaviorﬂ "Fér éxamp]e,\\ -
emp?gyees beliéve the typical L;vel'{ manéger is between 35 and'45{ therefore,- .
Level l‘managers younger or older than this age group are seen as excepti;ns.
There 1s st111 a difference between this 1nference of what is acceptab]e
and an exp11cit statement by subjects that such ages are cr are not
acceptable. - It seems,reasongb}e to suggest, however, that shared age judgment§

of what'actuafly is typical repregent no}mative’age bouﬁgaries for the average
$\x'qqod manager, 11 ‘ ' LA
o Shared age judgméﬁts, then, define what ages are seen as ahead of . °
schedule, on schedule, and behind schedule for each career leJel. It is always
"acceptable" to be in any one of the three c;tegories, but to the extent that .
'positioﬁ in the managerial career_has:recognized'status, age Jjudgments of
managers in different age-based categories should carry sanctions if they are
\ norms. The individudl consequences of age group membership are exapined in
S?ctign V. ' 4
IV. THE ACCURACY OF AGE JUDGMENTS ’
The second question:in this study is "Do members' age judgments accurately
reflect the actual age distribution of their organization?” To answer this
question, employees' age judgments were compared with the actual age
distribution of each-career level in the Bennix Power Company.
Table 1 in Section IIl summarizes the actual ages of a]] career levels,12

-
Although the ages of managers in Levels 1 through 3 are somewhat normally

18
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distributed, the age distributions of Levels 4 through 8 are. ?ainly fJat. The
'youngest manager in the company is 75 and the oldest manager s 66. The age. |
range of managers 1s large 1n each of the first ftve levels, but decreases
dramatical1y in Levels 6 througn 8. Th!S ref1ects the increasing age of the‘
youngest manager-in higher career levejs. Managers in the ypper levels of the
'Organization are more similar in age than those in the lower levels. aIf a

. manager reaches the*top of the‘brganization, he or she is likely to work with
age peers. x | :

Comparing these distributions with subjects‘ aje Judghents, we find that
some aspects -of age judgments are accurate and others are. not. Figure 3
compares actual ages w1th the average Judgment for each caraer level. ., One set
of points compares the actual youngest age with the average ybungest age
judgment; another set compares the actual oldest age with the average oldest
age judgment; and a third set.compares the actual average age with the aveuage

)

typical age judgment. Points fall pn the identity line when the auerage age .

~ Judgment is accurate.

Commmmmmnmanan
FIGURE_3 ABOUT “HERE
The ftgune suggests several trends. First, on'average, subject's .
judgments of the typical age are faﬁrly'accurate. Second, on average, subjetts
consistent1y overestimate the youﬁgest age and underestihate the oldest age.of
each level, and third, the accuracg\of subjects‘ iudgments inc}eases with each
career level, - | ) \ - .
Because this figure onlyfexamines aye%age judgments, actual accuracy may
be. obscured. If judgments are accurate, the average age judgment should equal
~ the actual age. However,. there is variation.in judgments;. therefore, a‘secgnd.

measure of accuracy is whether the actual age is within the range of most age

o
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judgments. If the actual age 1s withikyoné standard deviation of the average

Judgment then a- 1arge proportion of subjects is makﬁng reasonably accurate age

judgments of that levél, Although this procedure has no stat1sticai .
51gn1f1cance, the results g1ve -a general idea of - those career levels gn which

most subjects -are reasbnably gccurate. Al] three judgments wére compared with

“the actual age dfstributions, and judgments that meet this accuracy ¢ériterion

v

are indicated in Figire 3.
_The results of these comparisons confirm the visual examination. All
Judgments of the typical age are accurate except-for those of Level 1,

Although weople unaerest1mate the average age of manvgers in Level 1, 2 lgrge

»

(Proport1on ofsrespondents have a good picture of the “typical® managen in other

]

2 13

accurate, All Judgments of the youngest age are inaccurate, except for those
of Levels 7 and 8. For the oldest age, the only accurate judgments. ‘are those ’
of Levels 6 and 8; The'imooFtant subject of systematic disagreements between
judgments apd actual ages will be addressed in the next'section:

& . N [
Both age judgments and the actual age distribution suggest that career

, movement ends between Levels 3 and 5. Ear11er, it was inferred- that subjects

believe career movement ends .between these three 1evels._ modal age groups

W

indicate that managers between Levels 3 and 5 are seen as similar in age.  The

large decrease in the actual nuymber of managers between Levels 3 and 4 and then

’ 3

between Levels 5 and 6- suggest that these modal age judgments are an accurate
reflection of_ reality--in terms of mobility, but not necessarily in terms of

age. The observation of accuracy in perceiving underlying age patterns but not

. actual ages is also noted for the lower age boundary for each career level.

Earlier, it was shown that -employees be11eve the -age of the youngest manager

dincreases wlth career level, w1th the exception of Level 2 to Level 3 this

- perception is accurate, even though emp]oyees age judgments are-not. !

o

20

evels. tIn contrast judgments of the youngest and oldest managers are not so
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Structurai age greups are defined by the age range one standard deviation
. Jpround the mean age-for ‘each careér ievei Figure 2 in Section Il1- shows the
comparison of BPC's structural age groups and -its normative (modal) age
~groups. For seven of the eight career ieveis, normative age groups are defined. )
by a narrower age range than are structurai age groups. Empioyees Shared
Judgments-constrain the band of approgriate-ages for_each career level. ?eopie )

are more discriminating than the structure :suggests. . \ :

¢

o Discussion ' . . ' ' b | Y

The ,second question in thig study asks whether employee age judgments’ are
an accurate reflection of organizationai reality. " The results indicate that o
the accuracy of some age judgments is higher than others. ‘To a certain extent,
age Judgments appear based on the actual age distribution within the

. Organization. Wide variation in Judgments mirrors actual variation in ages.
Typical age judgments are fairiy aceurate, however, the distinction between
Judgments and reality increases for the age boundaries.

It appears that many empioyees do not rea]ize how eariy promotions are
occurring, and do not recogni;e the numbers of employees who remain in one
position unt}i retirenent. This last finding is partifuiariy curious since it
is no secret that most empioyees do not ieaye the company until they retire.
The cdnsistent underestimation of the age of the oldest manager may reflect an
American fantasy that promotion opportunity continues forever (Rosenbaum in

'press). The existence of iOng‘blateaued, older empioyees'may be obSCUred by _‘4\3
this fantasy. B | ”

One possibie explanation for the relative accuracy of the typical age

, compared with the youngest and oidest age judgment is that peopie make .
judgments based on what they see, and they see the “average" manager moreé oftenJ

than the youngest manager or the oldest manager. However, this .does not

@
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account for the increasing aécuracy,of the youngést and oldest age judgments

]

_ for the upper career levels.

" -19- T

The actual age distributions of the upper Eareer

leveis:are;almost'flat, suggesting that there is no "typigal" ageﬁfor'thése

- higher level managers.

Even though typical age judgments are in reasonable agreement w1th actual )
ages for each level individually, when considered as a career timetable° there r

is remarkable disagreement

Peoplé may make

better'age judgments of these managers

' because they are more- v1sib1e .and there are fewer of them,.

Compared with actual ages, typical age judgments

systematically exagherate.the differences'between the first five leveis. In

¢ v

typicai age judgments, Levels 1 pnd 5 are on average ten‘'years apart.- In,

actuai. age, Levels 1 and 5 are on average only two yedrs apart.

Employees appear to believe that they are on an agerbased career ladder, In

T,

fact, it is unclear there is much of a ladder at ali } - .

-»
L]

In addition to creating th\S age-based career ladder, employees aiso

constrain. the dges perceived as typical for iodividuai caréer levels, The fact

.“ that pe0p1e use age to create larger differences between organizationai -

i

statuses than exist in reality suggests, -first, that these age Judgments are

. age norms, and second that there may be important distinctions between

normative and structural studies of age in “work organizations, -

'.

V. THE NORMATIVE CONSEQUENCES OF AGE GROUPS

The significance of . age groups depends on whéther there are organizationai ’

between normative’ and structurai age groups dependS'on whether "off schedule"

consequences for each perspeCtive differ..

consequences for being "off schedule."

And the importance of the distinctions

To examine these duestions,

gerformance data were obtained for the population of BPC managers who received

performance ratings the year the questionnaare was distributed (N 542).
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Although performance ratings are not perfect measures, they are believed \ , E

to be good indicators of productivity (See Medoff and Abraham 1980 for a

" discussion of fhis topic) If there are social sanctions for being off - .

i-ei.schedule, it seems. reasooable that employee performance ratings would be . * ‘_gimglgw‘;
Taffected Managers who are ahead qf schedule generally are vieued with higher '
regard than managers who are behind schedule. Thus, the number of high ° .

- performers should Qe greatest for those in the ahead of schedule category and,

n

lowest for those 1n the behind sthedule category. In addition,7the performance

n

ratings 1n the ahead of and behind’ schedule categories should differ )
'51gnif1cantly from what s expected withim the population, whereas the s 4
performance ratings of on’ schedulé managers should be unaffected by age group-‘ o®

“

« membership. . . . : : - ' R
BP& performance ratings range from Unacceptable (0) to Excellent‘(S) A '
e maJority of managers receive Good (3) ratings, (N 305, 56 3%), ‘suggesting, this N
. category can be 1nterpreted as including competent,,but not outstanding
,1nd1V1duals. ‘The managers “above (N 161, 29, 7§) and below (N=76," 14.0%) this . .
group can be treated as the high and Tow performers at BPC.

Both normative (modal) and structural (demographic) age ‘groups were used
to divndewthe population of BPC managers-into ahead.of schedule, on schedule
and behind schedule cateqories. For example; applying normative age groups,
all Level 1 managers younger than 35 were a551gned to the ahead of schedule ' .

'category, as were Level 2 managers younger than 40, Level 3 managers younger . .
. than 45, and- so,forth throughzthe eight levels. The same procedure was used to
divide the population'using’structural age groupsl The proportion of high
' performance managers in each of the ahead of schedule, og schedule and behind
' schedulé categories was then examined

The results show a consistent relafionship'between on and off schedule -

categories and employeé performance. Regardless of whether normative or

-]
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structural age groups are used, managers are lbcreasjngly llkely to be h1gh

perfOrmers the closer they get to being ahead of schedule. The proport1on of

-.high performers increases from 23% ‘to 42%,between normatvvely-deflned behind

and ahead of schediie categorfes, and from 224 ‘to 39% betwéen structurally-

. defined behind and ahead of schedule categories. A chi-square goodness-of-fit;

test was used'to test whether these obseryed proportions d1ffér frOm what'is

X ekpected given the population. The proport1on of h1gh performance managers’ in

, the population is 29, 7% thus- the expected frequency for each’ category 1s 29, 7%

k]

of the sample frequency 1nothat category. S

1

Table 2 summarizes the results of these tests. As pred1cted both the

| number of high performeﬁs in the normatively-def1ned ahead of schedule and

behind schedule categories are significantly different from expected The

[ o]

numben of high performers in the ahead ‘of schedule category is s1gn1f1cantlyﬁ

h1gher than expected and the number of high performers in the beh1nd schedule

a \ )

-category is. swgn1f1cantly lower than expected. The number of h1gh performers

in the on schedule group does not qiffer,signff1cantly from the'populatlon.

'y - : ’
The results for the structurally-defined categories are quite different,

, None of the on and off schedule categories discriminates employee performance

 from what is gxpected thhtn the populatlon at the 05 level. If demographers

had exam1ned age group1ngs in BPC using these structural specifications, they

J'would not have observed performance sanctions for being off schedule.

Structural age groups do not appear to carry the same social meantng to ‘

employees as do normative age groups.
. An alternate’ explanatlon for these f1nd1ngs lS that the probab141ty of

being a high'performer'is-positively related with youth. Employees in the

<4
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& ahead of schedule category-may reeewve higher performance ratwngs because they SR

\

eare younger than other employees, and younger employees rece1ve hfgher rat1ngs,

regardless of ‘age group membersh1p. : .o 'a:. o | -

i!r To examine this poss1b111ty, the;relationsh1p between.age and performance
d . was studied, Although the correlat1on betwekn these two variables is not Cs
a swgn1f1oant (r-- 04, p=. 353l Furttier exam1nat1dh revgals they have a

curvwlﬁnear relationship. -The proportion of hwgh performance managers 1s ‘ oy

. Jowest’ among young (20- 30) and old (63+) managers., It is h1ghest among ‘ ‘ . ':"‘g
Y employees between the. ages of 31 and 40, After 40, the proport1on of high T
| performers declwnes somewhat but remains relatxvely stable through age 62 . | ,: ‘f:f

v These character1st1cs of the performance d1str.butwon were used to d1vide o ,.f

v

%

'n managers intg four ge cohorts: 20-29, 31-40, 41-62\ and oven,62. If age BN

'. *..

. explains pérformance \ndependent of age group membership,'there should be no

difference between the proportion of"high performers in each on and,off' . ‘ r '1J‘“

. « 4 )
> . - .. Iy - t .

"schedule category. Table 3 shows this is not the case. : . - LT
-

N ‘In all instances where there- is a comparison age cohort ahéad of schedule‘ ’ ;;

managers are . more likely to be high performers' t#an on schedule managers, and
on schedule managers are more lwker -to be high performers than beh1nd scheduIe
‘ managers. For ‘the normatxvely-definedycategorxes, 48% of the ahead of schedule - .

managers 1n the top performance 31 40 year-old age cohort are high perﬁormers

.
¢ . .. )

‘whereas: only 33% of the on schedule managers in thws cohort are h*gh ‘,r,_ﬂ ‘e
performers; Similarly, 42% of the ahead of schedule managers 1n the moderate « ' .

/ L e
performance 40-62 year- old age cohort are high performance managers, whereas A R

on1y~35% of the on schedule mdnagers, and 24% of the behind schedule managers

v ® Al

in this age cohart,are in this category. The sgme pattern-ofrresults_ws .

) . ! - L. )
o . T . o b * .
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ipﬁserved.for the structhrally-defined categories, Age group membership appears
S T l . : :
strongly related to .employee performance, regartiless of an emptoyee's age,

‘/
-

.‘_ . I:, ! . . . /

Discussion

A

+ Managers who deviate from what is seen as the "normal" age for'their

.carger level are sanctioned through performance ratings.. .This result adds

A3

, additional support to the argument developed earlier that employees' shared age
juq§méntsfﬁe identify important’normative boundaries. A}thougn it is noi -
Tupossible with cross#se&tionaT data to state whether age group devianqe cduses

dwfferencesewn performance ratings or whether performance ratinQS«define age

’,_ groupqdeviance cthere cleariy is a re1ationsh1p between the two. The normat1ve

,-1mportance of - shared age Judgments is emphasized bv the contrasﬁing resu1ts
\rece1ved tor Structura1 ‘age groups, where no sanctions are observed for off
-schedule managers. -
Superv1sors appear to use shared age Judgments aq an 1mplicit evaluat1on _

criterxon.. Vet being off schedule may have little to do with performance:

o Hiohly respected managers may choose a slower” promotion route é&ven when given

-the opportunwty to move ahead (Bajlyn 1979). As a result, it is unknown

whether'the dxfferences in performance’ ratings observed here indlcate percelved‘

or acfhad d1fference§\Tn performance. It seems likely, rowever that such

‘ evaluatuons, even 1f or1grnal1y 1ncorrect become aCCUrate over time through a

. social form of seqf fu)filling prophecy. The pfocess through which age norms
§

sanction and u1t1mately constravn behavxor is an area for further n
"anvestwgat1on ¢ | e s

- 5. . . .

VI. 'summrzv AND IMPLICATIONS' e ‘ \

‘The f1rst question addressed in.this research was? "Are work organization&

age graded?* Using & questionna1re, Judgments of the actua! age d1str1butwon

.
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in a single cbﬁpady werakobtA1ngn*\ The results ,show empirically what has long
AL - - e \ . ‘

'Efféfbeeh suggested“thegretiéa?{j?',work %féanizations are age graded. Employees

%

use age‘as a map on‘whichhnor@a1 caredr progress is charted and against which

deviance is measured. The answer to the second question "Do members$' age

judgmehts accuréiely reflect ‘the actual age distribution of their

organization?" suggests there are numerous discrepancies between employees’

-

perceptions and the actual age distribution. Members exaggerate the age
differences between career levels, suggesting that employees believe in an
age-based career laQGer despite the evidence,

: ) -
The importance of these perceptual inaccuracies is confirmed by the

relationship between age group membership and performance, The probability of.

receiving high performance ratings 1s affected significantly when managers are

. o
of f schedule with perceptions, but not when they are off schedule with

reality, This éuggests first, that shared age_jgdgmehts are age norms, and

L}

L direct indicators of explanatory variables (cf. Wagner, Pfeffer, & 0'Reilly

~

" 1984) may be missing some of the explanation, .

The unarticulated and probably unconscious use of shared age judgments in
evaluation underscores the importance of such basic assumptions in

-oFganizatibna! culture (Schein 1984), I[f age grading occurs and differs in

other organizations, "career plateaus” and "technological obsolescence" may be

" organizatipnally-specific manifestations of age as a social phenomenon, A 35

year-old middle manager may be "plateaued" in one compady and "fast track” in-
another, Me%gefé may be}cbmplicated when firms have top management teams of
widely-differing agess And employees who choose léteral transfe;s or career:
slowdowns at the "wrong age" may risk unknowingly their future chances for
promotion, Such oréanizational issues'frequehtly have been attributed to

chronological aging, but they may be better explained by "cultural aging."

he
e

secqnd, that when perceptions do not match reality; demographic variables used

g
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In the past, research on age as a social phenomenon has Leen divjded by
‘normative and structural perspectives. The results presented here suggest that
this separation is not just a question cf measurement., There are statistically
significant'pertormance differences vhen managers deviate fram,shared age
.judgments but not when they deviate from demographic reallty Thus,
structura1 measures cannot assume to capture social constructions.arpund age,

This calls for a new interpretation of the two perspectlves and the
Hefationship between‘them. Stewman and Konda (1983), for example, examine

' demographically-determinegpromotion probabilities in organizations. ~Although
‘their focus is structuratl, they state that promotions are conditional on

- managerial preferences, and then assume that such preferences are stable. The
normative perspective suggests that managerial preferences may indeed be stable
in the short run, but for a soc1a1 rather than individual reason. Managers
promotion decisions may be guided by shared perceptions of whether subordinates
Jare ahead of on, or behind schedule on the age-based organlzational

timetable.

In the long run, however, organizational age norms are likely to change.
Little is known about age judgment formation, but it seems almost certain that
_ ,emplqyees' age judgments are based on what they see arounq them: the actual
age distribution. As demographic changes take their inevitaple toll on age
perceptions, managerial preferences will not remain stable. :Predicting
managerial preferences may require knowleuge of the stability of snch judgments
given a stable age distribution, and the time lag between a changing age
distribution and subsequent changes .in judgments. Explaining promotion
patterns requires not only consideration of both organizational age norms and -
the actual age distribution, but an examination of how the former evolves out

of the latter,




| The social effects of age on behavior, then, resuﬁt from a complex

" interplay of social and demographic characteristics. This paper has discussed
such effects in teérms of normative discrgpancies, deviance from socially shared
expectations of age, and structural discrepancies, deviancg from actual age
distributions. A third possibility ‘that has not been discussed is that people
respond to individual discrepancies, or deviance from their own perceptio?s of
the a;e.distr;bution (Lawrence 1984a). Althoughléae norms provide implicit
rules for career timetables, individuals may respond to such rules in different
ways. Understanding the separate effects of and joint interaction between
théSe'three explanations of age effects is crucial for elaborating how people

create, recreaté, and maintain continuity at.work,b} using age to index their

expectations, -

o : | 29
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FOOTNOTES

o

1) 1 would like to ackﬁowledge the helpful comments of Dennis Hogan, Gordon
Qa1kér, Connie Gersick,*Mftchelx Koza, Eric Leifer, Maﬁgaret Marini,
William Juchi, and Peter Yeager on an earlier draft of this paper. This
research was supported by grants from the National fnstitute on Aging #1
RO1 AG04615-01, the Office of Naval Researcthonp}act Ndb@14-80-C0905; NR -
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170-911, and the Administration on Aging #90 ATO' 0 33/11,
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.

2) Age judgments are individual pe#&eptions of the age distribution, or ages,

\

p—

of members of some specified social group.

| 3) Radcliffe-Broﬁn is génera]]y'credited with defining the term age grade.

" According to this deffnition (1929, p. 21); an aée grade is: "the
recognized divisioh of the life of an 1ndiyidua1'a§ he pasges from infancy
to old age. Thus, each person passes succeésive]y into one grade after
anether, and, 1f he live (sic) long enough, through the whole

> series--infant, boy, youth,_young married man, elder, or whatever it may

be." The term was deQeloped for use'in tribal societies where age

groupings appeared fairly simplé. However, in modern tlmes; peop1e be1ong
to many significant soc1a1 groups making it less reasonable to use the

term "age grade" only for discrete age categories. Hence, agé grading is

defined here as the differentiation of a social;group by the shared age

judgments of its members, - ! .

! ' K

4) We are all aware of instances where the informal status system does not
'correspond to formally aScribed status, An unusually competent young
manager who 1s ahead of schedule in'a lower leyel p051tion may have a

higher informal status than a plateaued manager at a higher level, even

\

: Q o . ' :}”
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though‘tﬁe young person's formal status is lcwer., However, it is
interesting to note that in this case informal status is dependent on the
social gpnstruction of formal_status. A ﬁanager has higher or lower
. 1nforma1'status’as a regsult of being récogniisd~as ahead of or behind what
is accepted as normal pfdgress. This means that "normal p?dgress“ must
first be sdcia1ly deftned._ The shared understanding of pormal proérgss s

what members use te idsptify deViants, who are-then rewarded or sanctioned °

[ ‘v'

by the system, - 1 expect that members will create an age graded career

. timetable around the formal status system to define normal progress. -

§) It should be ndted that studyipg the age grading of managerial tareers
doesaﬁot mean stud}ing the entite s&stem of age judgments held py»
emprdyees in the organization.. Age.grsding jn a work organtzation
jnclddes age jquments of the organization, as well as other'age Jjudgments
brouéht in by employees from their families, religious or ethnic groups, '

. or.commdhities. These general.gge judgments are nbt distfnctive because

they exist in otker sbci;i géoups. 'Nonetheless, the& operate'within the

. !ork:énvironment and thus belong to the“organizétion's age grade system,

6) The visual age scale allows people to be flexible in answering questions.
Pre-testing indicated that people will come up with a numer1ca1 age if |
forced to do so; however, they find it easier to respond to a, visual

picture of the enttre age range. Whether these two methods, requesting |

Y .‘

specific numerical ages and providing the vtsﬁal age scale, would have
‘ elicited q1ffergnt;responses Ts unknown. Additional study on the
reliability and validtty of diffgrent methods of obtaiming age judgments:

is necessarys :
-7 . o
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7) BPC had mever participated in a.survey'study: Company o%ficials were ¥
‘ céneerned about 1) the perceived confidentiality of Eesu1ts, and 2) 7
managerial time In completing the survey. As a }esu1t anomymous
questionnaires were used and on1y one follow-up letter was mailed.

Hehzibein and Baumgartner (1978) suggest that under these field
conditions, the expected return is 52.5%. The 47% response rate obta1ned -
is me1) mithin the 5%% confidence interval for Heberlein and Baumgartner's
equation for the expected return. ° o SIS
‘Sample bias was examined-byrcamgaring demograbhic‘Sharacteristics of the
samb{e and the population. ‘The sample is representative of the eopu]atiom
in age (t=.40, df=918, p=.65: sample mean compared with mean of random
- sample of equal size selected from popu1ation)9 sex ((x2=,22, df=1, p<.7), h
and tenure (t=.27, df= 896, p=. 79: sample mean compared with mean of random
sample of equal swze selected from population). Response 1eve1s fluctuate -
between funct1ona1 areas (x2 20.1, df 4, p< 001) and career levels ‘ .
E (x2=134.35, df=7, p<.001) with the d1str1but1on of responses by career
1eve1 biased towards middle level management and -salaried staff
pos1t1ons. However, functional area and career level are not strongly
related to age gudgments. Thus, the subjects' age judgments examined here
can be genera1zzed reasonably to BPC s total salaried employee
. ﬁopu1atiom. |

8) This variation also is not explained by coding errors. An independent

¢

comparison of the final data set against the original questionnaires by

two coders indicates the error rate is negiigible.

e
oo




9)

10) -

11)

\

12)‘

. frequency. The fraction of responses on age 36 is 7%, and the fraction of

«30-

Tables including the computed confidence 1nterva1s are available from the

author. 1 - " .

For Level 1 typical age juogments, for example, the peaks are aoes-35, 40,
and 45, Each of these peats exceeds ten percent of the total sample, (13%,

17%, '15%) 'The ages between 35 and 40" account for IS% of the totalisample
and the ages between 40 and 45 account for 9%. The next closest candtdate

for inclusion, as a modal age group boundary is.age 30. Howevery resporises

on this age‘and the ages between 30 and 35 represent a large drop in

4

responses between 30 and 35 is also 7%. Thus, 35 and 45 de?e selected as

the modal age group boundaries for this career level, Seventy percent of

*all subjects believe the typical age of Level 1 managers is between 35 and

8. - | S A | :

o

Using chavaoteristic response'patterns to define modal age groups is
- different from using the mean and standard deviation. Although. in this
case the two deftne'samilar ranges, charactertsttc response patterns were

used because they capture.the consistent manner in which these subJects '

made typical age judgments. _

This study defines age norms for the "average good manager " But ‘the fact
there are "e»cepttonal people," managers who are hot shots or on a slow
boat to nowhere, suggests age ncrms for career pnogress may be further
differentiateo beyond anead of, on, and behind schedufe‘categories. It
seems likely, for instance, there' are differeht age norms for a-manager

who aspires to be CEQ, and one who wishes to stay in project managepment,
: . ., f . .

Distributions for each level are available from the author,
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o TABLE 1
PERCEIVED AND ACTUAL AGES OF THE MANAGERIAL CAREER

. | - A, AGE JUDGMENTS
- I3 1 ¥ E XYV ¢ 1 - V- 3 831411 =¢xs:=am:aa:zu=='=="=3 3333233383;38838‘8 8\88333$===3=====
CAREER LEVEL ' TYPICAL AGE YOUNGEST AGE OLDEST AGE_
X SD Range ~ X SD Range X SD Range
Level 1: Supervisors......... 40,0 6.1 25-57 32.2 -5.77 20-52 50.9 9.4 30-68
Level 2: Senior Supervisors.. 44.3 6.1 30.60 37.3 6.0 20-55 53,7 8.1 29-68
Level 3: Division Heads...... 47.5 *£.,8 33-60 40.0 6.4 25-56 56.5 7.2 35-68 -
Leve? 4: Asst. Dept. Heads... 49,18 5,5 34-61 41.9 5,7 28-5 57,2 6.4 39-68
Level §: Department Heads.... 50.5 4.8 35-62 43.1 670 30-61 58.7 5.5 42-69
 Level 63.Vice Presidents..... §3.9 3.7 40-63 47.5 4.3 35-81 61.1 3.8 48-70
Level 7: Sr. Vice Presidents, 56,4 3,3 45-65. 61.0 3.7 40-63 62.1 3.1 49-70
Level 8: Preggdent & CEO..... 60.4 2.7 SOq?S 56.7 3,9 45-64 63.9 2.3 55-74
B. ACTUAL AGES
CAREER LEVEL o MEDIAN MODE u S0 RANGE N
Level 1: Supervisors....ee.... veessss 48,0 47 47.2 8.9 25-66 287
Level 2: Senior Supervisors......... 49.0 48  48.1 8.1 30-64 139
Level 3: Division HeadS...sveveesees 50,0 57 49.6 9.3 . 28-65 96
Lével 4: Asst, Depti HeadS..eeiiiens 52.5 57 49.8 9.4 31-62 24
Level 5*‘Uépartment Heads...... yeeee 49,0 54 49,2 8.5 33-65 31
Level 6: Vice Presidents........ coes 52.0 53 51.1 6.1 40-61 10
Level 7: Sr. Vice Presidents........  53.5 52 54.3 2.9 52-58 4
Level 8; President & CEOQ.....00veens 61.5 61 61.5 0.7 61-62 2
TOTAL o L | Lk

~

* There are a total of 1043 salarled staff and managerial employees, of whom 593 are
defined by BPC as “"managers.®

-
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TABLE 2

OBSERVED AND EXPECTED FREQUENCY OF HIGH PERFORMANCE MANAGERS
IN NORMATIVE AND STRUCTURAL AGE GROUPS

A. NORMATIVE AGE GROUPS :
‘==3====================m=='==========S======B===3====S883338333:3::=====
CATEGORY OBSERVED EXPECTEDA
AHEAD OF SCHEDULE:

High Performance 34 24.35
Low to Average Performance 48 57,65:
Total: 1] 82,00 x2+5,44%, df=]
ON SCHEDULE:
‘ High Performance 65 55.24
Low to Average Performance 121 130.76
Total: —186 186.00 x2=2.45, df=1
BEHIND SCHEDULE
High Performance 62 81,38
Low to Averane Performance 212 - -192,62
Total: | 278 7274.00 x2=6 ,57*%, df=]
B. STRUCTURAL AGE GROUPS -

CATEGORY OBSERVED EXPECTEDA

AHEAD OF SCHEDULE:

High Performance 31 23.46
Low to Average Performance 48 55.54

Total: 79 79.00 x2=3,44, df=1
ON SCHEDULE:
High Performance _ 113 114,05 7
Low to Average Performance 271 269.95

Total: 384 384,00 ~ x2z,018, df=l
BEHIND SCHEDULE
High Performance 17 23.46
Low to Average Performance 62 55 .54 )

Total: 79 ~79.00 x2=3,44, df=1
* = p < ,05
a = The expected frequency = .297(N), where ,297 is the proportion of high

performance managers in the population and N is the sample size in the
cateqgory.




TABLE 3
_THE PROPORTION OF HIGH PERFORMANCE MANAGERS IN ON AND ‘OFF
SCHEDULE CATEGORIES BY AGE COHORT : K
A.  NORMATIVE AGE GRGUPS ’
ON/OFF SCHEDULE ' AGE COHORT : ’ .
CATEGORY 20-30 31-40 41-62 . 63+ TOTAL
AHEAD OF SCHEDULE  14% (N=2/18)  48% (N=27/56) 4% (N=5/12) 0% (N=0) 41% (N=34/82)
ON SCHEDULE 0% (N=0)  33% (N=8/24) 35% (N=57/162) 0% (N=0) 35% (N=65/186)
BEHIND SCHEDULE 0% (N=0) 0% (N=0) 24% (N=61/257) 6% (N=1/17) 23% (N=62/274)
R , ~B. STRUCTORAL AGE GROUPS
==.‘.============================================é=======‘= ===8===3=====2===’=======2=8====3=====:==3===:=======
ON/OFF SCHEDULE : ®  AGE COHORT ’
CATEGORY 20-30 31-40 41-62 . 63+ TOTAL
AHEAD OF SCHEDULE  14% (N=2/18)  45% (N=29/65) 0% (N=0) 0% (N=0) 39% (N=31/79)
ON SCHEDULE 0% (N=0) - 40% (N=6/15) 29% (N=107/369) 0% (N=0) 29% (N=113/384)
BEHIND SCHEDULE 0% (N=0) 0% (N=0)* . 26% (N=16/62) * 6% (N=1/17)  22% (N=17/79)
43 | 14
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