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NORMATIVE.AND STRUCTURAL PERSPECTIVES

ON AGE IN A WORK ORGANIZATION'

ABSTRACT

f
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Age grading, the diffeentiation of social groups by members' age

judgments, is widely regarded to be a universal aspect of social We., Yet

most studies examine age structurally, using age distributions, rather., than

normatively, using group members' beliefs. Survey data tneasuringemployees!

age judgments of'managerial careers were collected from an electric utility

(N=488, 47%1.. There is wide agreement on age boundaries for each level;

however, employees' age judgments differ systematically fromhee ,company's

actual age distribution. The significance of this difference is emphasized by

performance differences between managers who deviate from shared age judgments

and those who deviate from the age distribution. The results suggest not only

that age grading occurs in work organizations, but that when judgTents differ

crom structural reality, a normative perspective'is necessary to study age as a

social phenomenon.
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.NORMATIVE AND STRUCVRAL PERSPECTIVES

ON AGE IN 'A WORK ORGANIZATION"

4 1"

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

social norms that develop 'around it arebelieved to exert considerable

influpnce oh behavior (Atchle$' 1975). Although the social significance of age

is widely. acknowledged (Parson s 1942; Cain 1964; Clausen 1972; Elder 1975),
4 4

little empirical workexIsti on the subject (Linton 1940,14rini 1984). This

is particularly true' for studies within wbrk organizations. Recent research

suggests'lhat work organizations develop,their- own .cultures (PeftigreW 1979;

Dyer 1982; 3elinek,.SmirCich, & Hirsci 1983), and. age norms, as underlying

components ofnuman-inferaction, should be visible in such settings.

The organizational literature provides indirect evidence for the existence

of age norms.' Managers interpret the motivation and performance of employees

on the basis cYage,,(Rosen & Jerdee 1976; 1977; Cleveland & Landy 1983), men

and women make decisions about.L.heir careers based on.age expectations (Martin

e Strauss 195'6; Sofer 1970; Lawrence 1980), and engineering firms use age

implicitly to definetheffitechnolagical obsolescence of employees (Dalton &

Thompson 1971; Thompson & Daltqn 1976). These behaviors suggest that people in

organizations develop and respond to a stared picture of age-appropriate

behavior. However, the existence of such' t shared picture has never been

assessed directly.

Moreoyer, even, the existence of shared age judgments2 has never been

established. Age norms do not exist without shared age.judgments because

expectations of age-appropriate behavior cannot be enforced without,wide

agf-eement on the appropriate ages. Thus, as a necessary 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
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,demonstra ted. The agreement between shared age judgments and actual age

dsAributions is also examined.'

Age Usually is studied by diyiOng the' i.ife span inco age groups, whose

members are assumed to Have some similar characteristics. Adolescence, for

111

instance, is the, common arffi for an age group including individuals between tire f,

. age's of 12 and 19, Age group members are expected to be "growing.up" 'and "n4
-

yet adults." They are allowed to "feel their oats" more than members of older

age groups for, whom .expectations differ.

Age groups have been studied' fn the past either lv examining age

r

judgments, the normative perspective, or by actual age distributjons,

4
V s.

the structural perspective. The two peripectives are distinguished by their
p

definitien of the age groups used to predict behavioral outcomes. From the

normative perspective, age groups, also known.as age grades (Raocliffe-Brown

1929, p. 21)3, are defined by the shared age judgAents of members of a social

organization. Members' agree on what constitutes acceptable age group behavior,-
. ...., ,

. .

and when the bonds of acceptable behavior are violated, the violator is

sanctioned (cf. Homans ;950, p. 122). Age groups influence behavior because

membership is not voluntary. People can neither change their age, nor escape

the widely held assumptions about and expectations'of their age group. Thus,

it is not, chronological age itself that is of interest in the normative model,

but the meanings people construct around each age.

Normatively- defined age groups have never been studied in work

organizations, ared,the first question of this research is "Are work

organizations age graded?" It has been shown that some societies are.age

graded, thatis, members' shared age judgments define and differentiate between

age groups. Eisenstadt 09561 used othropological records of numerous third

world societies. to identifg members' agreement On age group definition, while

Neugarten
.

et al. 4957, 1968, 1973), collected.data from a U.S. sample to

ta,

11.
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examine members' agreement dirpetly: In both studies, societal "timbers were

observed to.have.shared judgments of age-apprbpriate behavior that

dittiquished between different age groups.

w

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

based on members' age judgments tend to overlap. This may be part of the

. reason why most work on age groups is done from the structural, erspective

(e.g. Riley et al. 1972; Smith 1973;. Featherman & Hauser 1978; Pfeffer 1981;

Kaufman & SpilermaR 1982; Stewman & Konda 1.983)7.

From the structural pei-spective,age groups arl4efined a priori by the

researcher. Age affects ,behavior because ttie distribution) of ages within a

social gPOup"constrains the roles and statuses allocated lo members. The

,

scarcity of young marriageable men in Engl.and. following World War iI, for
. :

1

instance, increased the age range of men consider as acceptable mates by

, NI
A

or.
young wome. Structuralists divide societies into discrete age categories, or

strata; 'composed of individuals of similar age. Age strata are distinguished .

by "socially significant aspects of people and roles" such as chrbnological

ipels in census categories; biological, tage, as in categories based on

physical development; psychological stage, as..in the life stage models of

Levinson (1978), Vaillant (1979), orGould (1979); or stage pf social

development, as in Kohlber6's (1973) model of moral development (See Riley et
\ 0

al. 1972 for an elaboration of this view of age 'groupings). re%

The'distinction between the normative perspective that defines age groups

internally by the shared judgments of members and ,the structural perspective

that defines age groups externally from the perspective of the researcher is

crucial. The most important question from the normative perspective, "Are work

organizations age graded?" is irrelevant from the structural perspective where

age groups exist by definition:' when chronological age automatically assigns

employees to an age group, all work organizations areage graded.

a

As)

I!
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; Some struCturaliqs suggest that structurall defined age.Caiegories

)11eant to index socially meaningful, events (Riley et al. 1972). And, it may be

that social meanings can be represented within the gontext of observed, age

distributions. If so, then both normative and structiAl perqectivls can be

.captured within the study'of age distkibutions% However, it is unknown whether

.

. age group members perceive the same meaningg as are trferned by the census

t
researchers, demographers, or life stage thiorists who defi; such age

0

El '
i
.

.3,
categories. In structural approaches, age group Membership' is used fopredict

i
. . .'

behavioral oufiorlies whether or hot. members are aware of their membership:
. .

.

At first glance, the specification of age groups b;the'structuralist..

seems quite-neat, compared with the overlapping'-groups studied by those using a

normative perspective. Further study, hozev'er, reveals that structural age

srodin may not be so parsimonious 'after all. For example, the div'ision of life

into age categories whose occupants are assumed to be similar (cf. Spenner,.

Otto, gCall 1982, 9) often diiregards whether members are similar'on the

criteria.of interest (Lawrence 1984b). lieu and Duncan ,(1976, pp. 81-84). ?

address this problem, indirectly in discussing the diff4ultyof using cohort

and generational concepts simultaneously to explain historical trends In the

occupational structure. Age groupsor cohorts defined by the researcher for

sons do not coincide with cohorts defined for fathers, thus inferences about

r

generational mobility from cohort'data-are difficult to make. Hogan (1981) is

even more explicit: His research shows that being off schedule with'

demographic age patterns for schooling, work, and marriage leads'to marital

disruption and lower total earnings for men. Hogan suggests that

demogiaphically Observed age transitions are not the entire pictu;me; however,

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 which age norms' or timetables, are constructed,
. ..

.., .

transmitted, and learned remains largely'unexplored'territory". (1981, p. 13).

. .
't

. -
_ ..---, e"..

As Hogan' suggestg;ithere probably is"`' interaction betweerilfhe normative
,

_ . . ,

,

, --; 'arid structural ,.explanations of age effects. -The 'friportance cif diffehnces

between the VWo approadkes rests on the'degr;e to W Ich memtler's' age jOdgments

agree with the actual age distribution. If judgments4are accurate, afe nouns

..
deuelcip around thel'actual age demography. Thus, demographically'selected.age

47.7A' 74c; 6 , ;

f.
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categories maywell capture socially shared age'issumptions: and expectations.

Howevierl i'f jb4gments are inaccurate, then the .normative and struciure .
. ,

. -
.

, ,..
.

aftroaciles are describing different phenomena.' 'This, then, is the crux of the

.

...

second cweikion addretsed in this study, which is: "DO members' age judgment%
,

,accurately reflect theic ual age dIstribiition of their'organization?"
. . L ,

This paper presents a study of age in a work organization in whieh both
/.411?'

emp-to;iees' age judgments and actual, age distributions/are analyzed. The first

major result of the study is that the organization is age graded, that is,

*..

"" to

.

employees.develovshared age judgments of the company. The sh&red:judgroents,

. ,.../'.;.A.

-however, differ markedly from the actdal'a0--distributiont. In addition, there
A

, 4
. 1 . i a

, .

.are performance'sanctions for, deviance from shared judgments,
.

tut,not for

o.

deviance from distributional agegroupings, thus the second major result is

that when judgments differ from reality, -a normative pergpective is necessary

to study age as a social phenomenon.

I. METHODOLOGY

Demographic and questionnaire data on managerial careers were collected

from a large'electric utility. The Bennix Power Company (not its real name),

or BPC, is an old, established firm. Traditionally, people come to work in the

.company after school and remain until retirement. The average age of salaried

staff amd managerial employees is 45 (range=22-66) and the average tenure is-20

fi



444
qP44s

it V MO.

years (range=0-45)% There are eight managerial levels:Jevel k ailrlst

level super'visory p9Aiton and Levelarincludes the Chief Executive Officer and

;

President..
.

. 4

Managerial careers

orgahization. The

- those on the' lower r

111

inherent adyaqtagts.for studiesk,a9e in a work

.,GP r
Ages of pragress a unrergs ot3a formal seatus.'lddder, Kith V ''

..
. PIM,

Ags ootisidered less' imitidrtant than thoSe on.higher runsV.

Sjnce an individu l can occupy bnrylipe.jel at:a tiae,rformal advancement is

associated inevitably with tNe age'of the4individuali, thus the many, levels in

# , . i /

the status !Opm 6f- nalagerial'cVrs bmphasize the differences beween.
.. .1 % t.'. 4. .4

) managers of different 'azils. This makes it li elyitkat:-05'144. use age to
t , to ..

differenfiate.ttween career levels. . .., ..
, .

, . t.

7 Position,on as career ladderAlso pro es ajiehavioral anchor for age.°

assumptions andlexeect tions.,PAge is socially meaningful only when it '

e
. .

ofcorresponds to some gx ect4 status, and thevstatuS of ariy,particular'career
, . . e

.,

tevej.in.relatiod to o her career levels)ha stOorig convergent And nomologicAl

.., Ivalfid+ty (Cr. Bagcizzi 1980) for organizational members. Thus; it is reasonable
if b'e . . .)

.

to assume:ehat the 'meaning of "career level" is,tonstant and that observed
. /

variation in judgments results from real differinCes in perceptions of a§e.
.. f ,

The first question to be answered-is whether manegerial'careerstat BPC'are

age graded.5 It seems likely that age grading is encouraged by low turnover,

thus BPC As probably in-ideal first organization in which to study age '

grading. Managerial vacancies are filled "in house," and advancement is a slow
5

process. Employees have amRle opportunity, therefore, to develop shared' and

reasonably accurate judgments of the age distributiont

Mowever, BPC is only one organiiation', and althoUgh the results of thii.

study may be generalizable, we do not know enough about age grading to klt1w to
*

what organizations they would generalize. Preliminary interviews conducted

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

i0
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4tP dependent on organizational characteristics such as industry, size, age, and
11

rate of growth. In addition, form#1 career ladders differ between ompanies,

g

.

thus the age group criter)on may be ,organtzation-specific. The question of

generalizability is opelof the significant areas for future work.

The questionnaire was 'developed in seyeral stages through pre-testitig with

e

MBA studedts (22-30 years Old), middle managers in the Sloan fellows program.

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

old) at the Sloan School of Management, MIT. Later, it was reviewed'with

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

the.organizatfonv subjects"judgments of 1) the typical age of individual iri

that level, and 2) the age rang of individuals in that level. ,Actual company

-tities for each career level were used. In the follOwing example, the t

respondent indicates, that he believes ta typical age of Suprvisors is 37 and .

thaf Supervisors range In age from 25 to 58 years old.6

, . . .

I. In , ay perception is that Supervisara are:-
.

. .

. 1 : I ; : : 144444P4e4.41*"PeP.111'44144,411,10.=4/441m4.44.4,4 . I : . . %, I : 1. : : I :

20 30 40 00 60 70

Demographic data as well as information on ittitudes towards work were also..

rcnueited.

The oestionnaire Was distributed through company mail to all salaried,

staff and managerial employees (N=1041) in December 19807. The company

permitted one follow-up memorandum, distributed in January 1981. ..Forty-seva
V

t percent (N=488) of these employees returned the questionnaire, which is the

expected return given the constraints imposed by the company (Heberlein

Bautligartler 197N. .A compArfson'*of these employees with actual dethographic

data shdws the sample isrepreseptativp of the population in its age, tenure,

and gender distrfbutions.7

EliployeeWalie judgm4nts and the actual'he distsibutions within 'BPC were

used to address theltwo central questions of,this study: "Are work

1 11
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organizations age graded?" and, " "Do Members' age judgments aceurateberef10

the actual' age distribution of their organizilion?":

$

' II. ISSUES IN THE ANALYSIS -0F AGE GRADING

There are two cHteria for deterTining the existence of age grading from .

questio:.Jaire data. First, there must. be 'toile agreement on ages at each career

leyelo Seconl, there must be,diffeeences between.ages in different career

level%. :In an organization highly tifferentiated by age (highly age graded), '

I .

everyone agrees that the ages assn fated with each career level arf .discrete.

In an organization Undifferentiated by age, on the other hand, the expected age

of managers is unreTatet-to career level'.

One\of'the problems in studying agreement is dediding how much agreement
\

there mustabecamong a group of people beibre judgments are said to be "shared."

past studies, agreement on age group boundaries was assessed either by
it

inferring, consensus -- complete agreement on age judgments (Eisenstadt 1956), or

f. by King modal responses-,some large fraction of similar age judgments

(Neugarten and Petersen 1957). Kluckhohn suggests that "the best conceptual
., .

,

,

model.of the culture can only state correctly the central tendencies of ranges

, of variation" (1951, p. 76).

This study follows Kluckhohn by examining the central tendencies and

ranges of variation of age judgments for each career level, and then by using

those distributions to identify ag6roups. 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 judgments,on a single

career level, and a modal age group is the range of characteristic responses,

where characteristic responSes are determined by the patterns observed in the

distribtreion. Figure 1 provides a simple comparison between the operational

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

._;



O

group defined by judgments .of Level 1 25 to 65, and the modal age group is

36 to.44,

FIGURE 1 ABOUT HERE

Cohiensual.age groups represent a higher level of agreement than modal age

groups; however, it is unlikely when studying careers that consensual age

4

groups will'ever be meaningfully different. Although age may be an implicit

criterion permitting entry into a career level, it is rarely used as a

/criterion requiring exit except at retirement. Thus, At makes more sense to

6cus on modal age groups as indicators of employees' shared age judgments of

the managerial timetable.

Once agreemeht is assessed and age groups are defined, age differences,

the second criterion for establishitig age gradini; can be examined.. Age

differences are assessed by comparing individual age.judgments and aggregated

age judgments cage groups) across career )evels. This establishes 1) whether

individual employees see age differences between career levels; and 2) whether

employees' aggregated age judgments (age groups) distinguish between the ages

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

graded?" was studied using this procedure:

III. 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 responses

for all eight career levels are shown in Table 1. Two interesting and

potentially important aspects of the que,tionnaire responses should be noted.

First, even though the instrument permits repOnses at any ages between 18 and

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

13



In other words, the age scale was treated as an eleven step ordinal item. This

preference for ages ending in "0" and "5," also known as "age heaping," is

common in census-reporting across countries (Shryock, Siegel et al. 1980 p.

204). In this case, it suggests that when assessing the age distribution of

their firm, BPC managers do not distinguish between ages less.than about five

years apart. Alternative explanations, such as misinterpretation of the

questionnaire instructions, are possible but less plausible. Second, when one

takes the distinction between ordinal and interval treatments into account; the

distributions are unimodal. This suggests that people agree that a single age

represents what is typical for each level. An alternate finding Might have

been a bimodal or multimodal distribution, indicating that some people believe

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

TABLE 1 ABOUT HERE

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

variation observed at BPC.8

Despite this variation, there are a number of strong patterns underlying

these age judgments. The mean judgments increase 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 ivels.
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Differences in mean age judgments across career levels were tested for

the typical age, youngest age, and oldest age. The null hypothesis is rejected

for each set of judgments [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<.001].

Given that differences are observed, simultaneous confidence-intervals were

computed for the differences between adjacent levels within each set to

determine which career levels differl The results show that, with the

exception of oldest age judgments for Levels 3 and 4, subjects see managers in

all adjacent career lev,els as significantly different in age. Thus, even

though there is variation in age judgments, individual employees do use age to

differentiate between career levels.9
Oa

The clustering of dge judgments in modal age groups confirms these

perceived differences in career levels. Modal age.groups' were defined using

characteristic judgment patterns for the typical age. As previOusly.discussed,.

most subjects specified ages at five-year intervals. These five-year peaks

were considered significant when the responses on a particular age exceedeeten

percent of the sample (N=48). For eackle'vel, all such significant ages occur

at adjacent five-year intervals, and with few exceptions, the fraction of

responses between these adjacent ages is higher than the fraction of responses

between any other five -year age intervals. Thus, the distributions for all

levels are unimodal, both for the ages that are multiples of five and for those

that are not. This important result allows for the specificati9n of a

"typical" age for each level. In addition, the 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

opinion.10

Figure 2 shows the modal age groups defined by all eight career levels.

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



Modal age groupt represent shared, though not consensual, beliefs about the

typical ages of managers. For example, subjects belidve it is atypicI for a

Level 1 manager to be 50 years old. Similarly, they believe a Level 7 manager
9

is not usually 45 years old.

FIGURE 2 ABOUT HERE

Although, somesmodal'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, 49 and 5 is an interesting question. One

.interpretation is that subjects see career movement ending between the ages of

45 and 55. 'Because middle management is the upper limit of.mest careers, these

levels are seen as similar in age. If this interpretation is correct, it 64-

4

suggests that employees believe age 55 is the plateau for all managerial

careers. Whatever position employees attain by 55 is likely where they will .

remain, even though they will probably work for another fifteen years.

The importance of age 55 is supported by two other characteristics of

these age groups. Because this age is also seen -as the upper age limit of

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

Senior Vice-Presidents, CEO, and President, are believed typically older than

This supports the interpretation that most career movement occurs before

this age. In addition, age 55 serves as a boundary between age groups 'that are

discrete. Assuming that age has most social significanCe when it defines

discrete events, age 55 is important for understanding /subjects' perceptions of

managerial careers in this company..

The nonoverlapping segments of age groups may signal subjects' perceptions

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

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



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 managerial career. Given that most

subjects will not become Level 7 or Level 8 managers, these boundaries suggest

that subjects believe all upward career movement occurs between the ages of 40

and 55. This means that in an organization 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 withhno change inievel: Although longitudinal data are not available

from this company, these perception% g-e *consistent with Rosenbaum's (1979a) .

study of 'a ,lai*ge corporation, in which the period of high career mobility was

limited to a rather short time in life.

Discussion

Managerial careers within 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) ar agreement on ages at each career level and

"6)
differences

,

between ages in 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 in subjects'

judgments of each career level, there is agreyment that managers increase in

age for each increase in career level. An analysis of modal age groups'shows

that age divides the managerial -career into four discrete age categories.

Typical managers in Level 1, Levels 3-5, 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 'career's Within the Bennix Power Company are age graded.



One final question that must be 'asked is whether these shared age

judgments represent,age norms. As pointed out by Marini (1984), employees must

believe not only that their judgments represent the actual ages of managers,

but that they represent the appropriate ages of managers--the 'should be" as

.opposed to the "is." The shared judgments observed here identify what

employees perceive as the boundaries of normal behavior. For example,

empre'yees believe the typical Level). manager is between 35, and-45; therefor4;

Level' 1 managers younger or older than this age group are seen as exceptions.

There is still a difference between this inference of what is acceptible

and an explicit statement by subjects that such ages are cr are not

acceptable. It seems. reasonable to suggest, however, that shared age judgments

of what actually is typical represent normative 'age boundaries for the average

good manager.11

Shared age judgments, then, define what ages are seen as ahead of

schedule, on schedule, and behind schedule for each career level. It is always

"acceptable" to be in any one of the three categories, but to the extent that

'position in the managerial career -has .recognized'status, age judgments of

managers in different age-based categories should carry sanctions if they are

1 norms. The individual Consequences of age group membership are examined in

Section V.

IV. THE ACCURACY OF AGE JUDGMENTS

The second qpestion.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 III summarizes the actual ages cf all career levels.12

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

Is
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distributed, the age diStributions of Levels 4 throu§h 8 are.iairly flat. The

youngest manager in the company is 25 and the oldest manager is 66. The age

range of managers is large in each of the first five levels, but decreases

dramatically in Levels 6 through 8. This reflects the increasing age of the

yourNest manager.in higher career levels. Managers in the upper levels of the

organization are "more similar in age than those in the lower leels. If a

manager reaches thetop of the.brganization, he or she islikely to work with

. age peers.

Comparing these distributions with subjects' age judgments, we find that

some Aspects 0 age jildgments are accurate and others are.not. Figure 3

compares actual ages with the average judgment for each ca ).tier level., One set
f

of poirits compares the actual youngest age with the average ydungfist age

judgment; anotherset compares, the actual oldest age with the average oldest

age judgment; and a third set compares the actual average age with the average

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

judgment is accurate.
f .

FIGURE, S mu °HERE

a

The figure suggests severil trends. First, onaverage subject's

judgments of the typical age are fairly accurate. Second, on average, subjects

. .

consistently overestimate the youngest age
.

and underestimate the oldest age of

each level, and third, the accuracy\ of subjects' judgments increases with each

career level.

Because this figure only examines average judgments, actual accuracy may

be.obscured. If judgments are accurate, the average age jUdgment should equal

the actual age. However,, is variation in judgments; therefore, a'sec9nd.

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

9
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judgments. If the actual age is withi' one standard deviation of the average

64, judgment, then a' large proportion of subjects is making reasonably adcurate age

judgments of that level. AlthOUgh this procedurehas no ttatIstIcali P
.

significance, the results give.a general idea of those career levels 9n, which

most subjects rare reasonably accurate. All three judgments were compared With

..

the actual age dtstributions, and judgments that meet this accUracy criterion

are indicated in Figure 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 people un8erestimate the average age of owners in Level 1, a lirge

!
roportion of 'respondents have a good picture of the "typical" manager in other

levels. In contrast, judgments of the youngest and oldest managers are not so
,

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 important subject of systematic disagreements between

judgments ad actual ages will 'be addressed in the nextsection:

Both age judgments and the actual age distribution suggest that career
a

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

believe career movement ends between these three levels:. modal' age groups

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

large decrease in the actual number of managers between Levels 3 and 4 and theg

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.

.

a

C

a

4-1

Earlier, it was shown thateAployees believe the age of the youngest manager

increases with career level'. With the exception of Level 2 to Level 3, this

perception is accurate, even though employees' age judgments are not.



Structural age groups are defined by the age range one*.standard ddviation

JAround the mean age-for each career level. Figure 2 in Section II/ shows the

comparison of BPC's structural age groups and-its normative (modal) age

groups. For seven of the eight career levels, normative age groupsiarq defined

by a narrower age range than are structural age groups. EmOfoyees' shared

judgments constrain the band of appropriate ages for each career level. People

are more discriminating than the str'ucture:suggests'.

Discussion

The second question in this`study asks whether employee age judgments'are

an accurate reflection of organizational reality. The results indicate that

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 fairly accurate;. however, the distinction between

judgments and reality increases for the age boundaries.

It appears that many employees do not realize how early promotions are

tl

occurring, and do not recognize the numbers of employees who remain in one

position until retirement. This last finding is particularly curious since it

is no 'secret that most employees do not leave the company until they retire.

. ,

The consistent underestimation of the age of the oldest manager may reflect an

American fantasy that promotion opportunity continues forever (Rosenbaum in

P

Press). The existence of long plateaued, older employees may be obscured by

this fantasy.

One possible explanation for the relative accuracy of the typical age

compared with the youngest and oldest age judgment is that people make

seejudgments based on what they see, and .they see the "average" manager more often

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



4
41 ,account for the increasing accuracy of the youngest and oldest age judgments

for the upper career levels. The actual age distributions of the upper career:

levels are.alimist flat, suggesting that there is no "typical" age for these

higher level managers. People may make better'age judgments of these managers

.. because they are more.visible4and there are fewer of them.,

Evan thOugh typical age judgments are in reasonable agreement with actual

ages for each level individually, when considered as a career timetable-, there

. 0

is remarkable disigreement. Compared with'actual ages, typical age judgments

. systematically exalt erate.the differencerbetween the first-five levels. Tn

typical age judgMents, Levels 1 and 5 are on average ten'years apart.; In.

actual. age, LeVels 1 and .5 are on average only two years apart.
f

.

'Employees appear to believe that they are on an age-based career ladder. In

fact, it,is unclear there is much of a ladder at all.

In addition to creating this age-based career ladder-, employees also

onstrain, the ages perceived as typical for iadividual career levels. The fact 4

that people use age to create larger differencei between organizational

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 whether there are organiiational

Consequences for being "off schedule." And the importance of the distinctiont

between normative and structural age groups depends on whether; "off schedule"

consequences for each perspeftive differ. To examine these questions,

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

performance ratings the year the questionnaire was distributed (N=542).

I.

22

111

ay.



y.ti

-20- o'

Although performance ratings are not perfect measures, they are believed

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

discussion of this topic). ifthere are social sanctions for being off

schedule, it seems reasonable that employee performance ratings would be__ _

'effected. 'Managers who are ahead of schedule generally are viewed with higher
5

regard than managers who are behind schedule. Thus, the number of high

performers should pd greatest for those in the ahead of schedule category and

lowest forsth, oWin the behind schedule category. ,In addition, the performance .

' t

ratings in the ahead of and behlndvchedole categories should differ

'significantly from what is expected within the population, whereas the

perlformance ratings of on schedule managers should be unaffected by age group.' 5

. '

membership.

1315,0 performance ratings range frIbm Unacceptable (0).to Excellent (5). A'

majority of mariners receive Good (3) ratings:(N=305, 56.3%),.suggesting,this

category can be interpreted at including competent,butinOt outstanding

individuals. '.The managers above (N:161 29.7) and below (N=76,'14.0%) this

group can be treated as the high and low performers'at BPC.

Both normative (modal) and structural (demographic) age groups were used

to divide- the population of BPC managers.into ahead of schedule, on schedule

and behind schedule categories. For example, Applyipg nonnative age'groups,.

all Level 1, managers younger than 35 were assigned to the ahead of schedule

category, as were Level 2 managers younger than 40, Level 3 managers younger

than 45, and-so forth thrOugh the eight level's. The same procedure was used to

divide the population' using structural age groups: The proportion of high

performance Managers in each of the ahead of schedule, (39 schedule, and behind

schedulJ categories as then examined.

The results show a consistent relarionship'between on and off schedule

categories and eqployed performance. Regardless of whether normative or

23
e. .



structural age groups are used, manageri are icreasingly.likely to be high
' e

performers the closer they get to being ahead of schedule. The proportion of

,high performers increases from 23% to 42% between normatively-defined behind

and ahead of schedule categories, and from 22% to 39%- between structurally-
,

defined behind and ahead of schedule categories. A chi-souar-'e goodness-of-fit

test was used to test whether these obser'ved proportions differ from what is

eXpetted given the population. The proportion of high performance managers'in

, the population is 29.7%0 thus the expected frequency for each category is 2967%

*.
.

of the sample frequency in,that 'category. . .

. .

Table2 summarizes the results of these tests. As predicted, both the

la

I

4

number.of high perfprmeei in the normativlydefined ahead of schedule and

behind schedule categories are significantly different from expected. The
14

number, of high performers in the aheadof schedule category is significantly'

higher than expected and the number of high performers in the behind schedule
N.

category is. significantly lower than expected. The number "of high performers

in the on schedule group does riot differ, significantly from the population.

14.

TABLE 2 ABOUT HERE

V 0

The results for the structurally-defined categories are quite different.

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

from what is expected within the population at the .05 level. If demographers

had examined age groupings in BPC using these' structural specifications, they
A

would not have observed -performance sanctions for being off schedule.

Structural age groups do not appear to carry the.same social meaning to

employees as do normative age groups.

An alternate'explanation for these findings is that the probability Of

being a highdPerformer.is.positively related with youth. Employees in the

cir

24
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4 1

v,

7.4 .

- .
.,

?, ahead of schedule category may, receive hligher performance ratings becau,se,ihv
...

., .
44

, .....
.

are younger than other employees; and younger employees reeeivehtgher ratings,

4gardl'essof 'age group membirship. .

.
..) ...

. ,

.
.

. .

.

To examine this` possibility,' the, relationship between age and performance
. ,

. .
. .

was studied. Althdtigh.the corelation petw4n these two variables is not
,

..... . .
. .

significant (r=-.04, p=.35), further examination reveals theyiave a
ra

curvillnear relationship. -The proportion of high performance wagers is
- I

.'

lowest' among young (20-30) and old (63+) managers. , It is highest among
,;

.

employees between the, ages of'31 and 40. After 40, the proportion of high
. ,

. .
. . .

erformers:declines somewhat but remains relatively stable throdgh'age 62.
. .

4
These characteristic's of the performance distribution were used to "dividi

managers intd four ge cohorts: 20-29, 31-40, 41-62, and over., 62. 1'f age

explains performance ndependentof age group membership, there should be no

difference .between the proportion Whigh performers in each On and ,off'

'schedule category. Table 3 shows this is not the case.

TABLE 3 ABOUT HERE

In all instances where there- is a comparison age cohort, andad of schedule

managers aremorelikely to be high performers' than onnischedule mgtfagersi.and,
4.

on schedule managers are more likely.to be high performers thah behind schedule

managers. For 'the normatively-definedica/egories, 48% of ttte aheaeOf schedule

manager's in the top performance 31-40 year-old age Cohort' are -high performers

whereas-only,33% of the on schedule managers in this cohort are high

performeri. Similarly, 42% of the ahead of schedule managers In the moderate.-
/

,performance 40-62 year -old age cohort are high performance managers, whereas

only 35% of the on schedule managers, and 24% of the behind schedule 6anagers

in this age cohort are in this category. The same pattern of,resyltsis

1 0

'S

O

'

r.

'

0



observed.for the structurally - defined categories. Age group membership appears

k

strongly related to semployee performance, regartiless of telt employee's age.

Discussion

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

..career level are sanctioned through, performance atings., This result adds

additional support to the argument developed earlier that employees' shared age

judgments Ve identify important normative boundaries. A) though it is not

possible with cross-setional data to state whether age group deviance causes
4%.

,differences performance ratings or whetter:performance ,ratings,defini; age .

s r , a

. e 4
r.

group146i.ance,,there clearly i's a relationship bitween the. two. The normative \

,

--Himportance of shared age judgments is emphasized by the controXing results
..

received for.ttructural .age groups; where, no sanctions are observed for off
I f

schedule, managers.

Supervisors appear to use shared age judgments as an implicit evaluation

criterion. Yet, being off schedule may have little to do. with performance:

Highly, respected managers !hay choose a slower-promotion route even when given'

...

the opportunity,' to. move ahead (Ballyn 1979).. As a result, it is unknown

whetherOe differences in perforMance".ratings obseryed here indicate perceived
.

or actuaci differences It seems likely, however, that such

evaluations; even if originally incorrect, become accurate over time through a
.

. 1

social iormhof selt-fulfilling.prophecy. The process through which age norms

Q 4

sanction and ultimately `constrain 'behavior is an area for further

investigatioR.

VI. SUMMARY AND IMPLICATIONS

Tie

,

first question addressed in,this research was( "Are work organizations

age "graded?" ising a questioimaire, judgments of the actual age distribution
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in a single company were\obtaing4., The results ,show empirically what has long

been suggested theoreticaNy: work drganizations are age graded. Employees

use age as a map on which normal career progress is charted and against which

2

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

judgments accurately reflect 'the actual age distribution of their

organization?" suggests there are numerous discrepancies between employees'

perceptipns and the actual age distribution. Members exaggerate the age

differences between career levels, suggesting that employees believe in an

age-based career ladder despite the evidence.
eP

The importance of these perceptual inaccuracies is confirmed by the

relationship between age group membership and performance. The probability of

receiving high.performance ratings is affected significantly when managers are

,

off ,schedule 'with perceptions, but not when they are off schedule with

reality. This suggests first, that shared age judgments are age norms, and

second, that when perceptions do not match reality, demographic variables used

cv direct indicators of explanatory variables (cf. Wagner, Pfeffer,'& O'Reilly

1984) may be mi's'sing some of the explanation.

The unarticulated and probably unconscious. use of shared age judgments in

evaluation underscores the importance of such basic assumptions in

eganizational culture (Schein 1984). If age grading occurs and differs in

Other organizations, "career plateaus" and "technological obsolescence" may be

organizattpnally-specific manifestations of age as a social phenomenon. A 35

year-old middle manager may be "plateaued" in one company and "fast track" in-

another. MergerS may be complicated when firms have top management teams of

widely-differing ages., And employees who choose lateral transfers or career

slowpowns at the "wrong age" may risk unknowingly their future chances for

promotion. Such organizational issues frequently have been attributed to

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

27



In the past, research on age as a social phenomenon has teen divided by

normative and structural perspectives. The results presented here suggest that

this separation is not just a question of measurement. There are statistically

significant performance differences when managers deviate from, shared age

Judgments, but not when they deviate from demographic reality. Thus,

structural measures cannot assume to capture social constructions.around age.

This calls for a new interpretation of the two perspectivet and the

relationship between them. Stewman and Konda (1983), for example, examine

demographically-determined promotion probabilities in organizations.'"Although

their focus is structural, they state that primotions 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 social rather than indiVidual reason. Managers'

promotion decisions may be guided by shared perceptions of whether subordinates

are ahead oi, on, or behind schedule on the age-based organizational. .

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

employees' age judgments are based on what they see around them: the actual

age distribution. As demographiC changes take their inevitable toll on age

perceptions, manageria4 preferences will not remain stable. Predicting

managerial preferences may require knowledge of the stability of such 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.
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The social effects of age on behavior, then, result from a complex

interplay of social and demographic characteristics. This.paper has discussed

such effects in terms of normative discrepancies, deviance from socially shared

expectations of age, and structural discrepancies, deviance from actual age

disstributions. A third possibility "that has not been discussed is that people

respond to individual discrepancies, or deviance from their own perceptions of

Ie
the age distribution (Lawrence 1984a). Although age norms provide implicit

rules for career timetables, individuals may respond to such rules in different

iflays. Understanding the separate effects of and joint interaction between

these' three explanations of age effects is crucial for.elaboratin/ how people

create, recreate, and maintain continuity atwork,by using age to index their

expectations..

4
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FOOTNOTES

z

1) I would like to acknowledge the helpful comments of Dennis Hogan, Gordon

Walker, Connie Gersick, &Mitchell Koza, Eric Leifer, Margdret Marini,

William Ouchi, and Peter Yeager on an earlier draft of this paper. This

research was supported by grants from the National Institute on Aging #1

RO1 AG04615-01, the Office of Naval Research Contract Nd0014-80-00905; NR

170-911, and the Administration on Aging *90 AT0-0 33/11.
0

2) fleaLLAdments are individual perceptions of the age distribution, or ages,

of'members of some specifiedsocial group.

C

3) Radcliffe-Brown is generally credited with defining the term age grade.

According to this definition (1929, p. 21), an age grade is: "the

recognized division of the life of an individual a's he passes from infancy

to old age. Thut, each person passes successively into one grade after

another, and, if he live (sic) long enough, through the whole

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

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

groupings appeared fairly simple. However, in modern time% people belong

to Many significant social groups making it less reasonable to use the

term "age grade" only for discrete age categories. Hence; Amtgrading is

defined here as the differentiation of a socialesharedae

',Laments of its members.

4) We are all aware of instances where the informal status system does not

correspond to Cormally-tscribed status. An unusually competent young

manager who is ahead of schedule in 'a lower level position may have a

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

1.



though the young person's formal status is lower. However, it is

interesting to note that in this case informal status is dependent on the

social construction of formal_status. A manager has higher or loyer
k

informal status as a result of being recognized-as ahead of or'behind what

is accepted as normal progress. This means that "normal ftogress4 must

first'be socially defined. The shared understanding of normal progress is

what members use to identify dei,riants,, who are%then rewarded or sanctioned

&-

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

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

It should be noted that studying theli age grading of managerial careers

.
does not mean studying the entire system of age judgments held by

employees in the organization.. Age,grading in a work organization

includes age judgments of the organization, as well as other age judgments

brought in by employees from their families, religious or ethnic groups,

or communities. These general. age judgments are dot distinctive because

they exist in other social groups. Nonetheless, they operate within th.e

work environment and thus belong to the organization's age grade system..

The visual age scale allows people to be flexible in answering questions.

Pre-testing indicated that people will come up with a numerical age if

forced to do so; however, they find it easier to respond to a.visual

picture of the entire age range. Whether- these two methods, requnting

specific numerical ages and providing the vise al age scale, would have

elicited different 'responses is unknown. Additional study on the.
V .

reliability and validity of different methods of obtaining age judgmerits

is necessary.,

3 1
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7) BPC had never participated in a survey study: Company officials were

concerned About 1) the perceived confidentiality of results, and 2)

managerial time In completing the survey. As a result, anonymous

questionnaires were used, and only one follow-Up letter was mailed.

HeblOWftin and Baumgartner: (1978) suggest that under these field

conditions, the expected return is 57.5%. The 47% response rate obtained

is well within the 95% confidence interval for Heberlein and Baumgartner's

equation for the expected return.

Sample bias was examined by comparing demographic characteristics of the

' sample and the population. The sample is representative of the population

in age (t=.40, df=918, p=.65: sample mean compared with mean of random ,

sample of equal size selected from population), sex '(x2=.22, df=1, p<.7),

and tenure (t=.27, df=896, p=.79: sample mean compared with mean of random.

sample of equal size selected from population). Response levels fluctuate

between fuhctional areas.(x2=20.1, df=4, p<.001) and career levels

(x2=134.35, df=1, p<.001) with the distribution of responses by career

level biased towards middlelevel management and salaried staff

positions. However, functional area and 'career leve) are not strongly

related to age judgments. Thus, the subjects' age judgments examined here

can be generalized reasonably to BPC's total salaried employee

population.

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 neg;igible.
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Tables including, the computed confidence intervals are available from1he

author.

10) For Level 1 typical age judgments, for example, the peaks are ages-35, 40,

and 45. Each of these peaks exceeds ten percent of the total sample, (13%,

17%,15%). The ages between 35 and 40 account for 15% of the total sample

and the ages between 40 and 45 account for 9%. The next closest candidate

for inclusion, as a modal age group boundary fs age 30. However; respohses

on this age' and the ages between 30 and 35 represcnt a large drop in

I.

c

.frequency. The fraction of responses on age 30 is 7%,' and the fraction of w.

responses' between 30 and 35 is also 7%. Thus, 35 and 45 were Selecied as

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

'all subjects beliOe the typical age of Level 1 managers is betWeen 35 and

45.-

Using characteristic response patterns to define modal. age groups is

different from using t'he mean and standard deviation. Although. in this

case the two definetsimilar ranges, characteristic response patterns were

used because they capture the consistent manner in which these subjects

made typical age judgments.

11) This study defines age norms for the "average good manager." But-the fact

there are "exceptional people," managers who are hot shots or on a slow

boat to nowhere, suggests age norms for career progress may be further

differentiated beyond ahead of, on, and,behind schedule categories. It

seems likely, for instance, there are differeht age norms for a manager

who aspires to be CEO, and one who wishes to stay in project management.

12) Distributions for each level are available from the author.
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CAREER LEVEL

TABLE 1 .

PERCEIVED AND ACTUAL AGES OF THE MANAGERIAL CAREER

AGE JUDGMENTS

=42...=-26-===amsamstzazazzaardmicazzamaa..assaamanitassaatiaaaasmazzta:::=...=

TYPI-CAL AGE YOUNGEST AGE OLDEST AGE.

.10M110111111111,71.1.111.0100141.1.100M..........amomme

11IMINIMIll

SD Range 7 SD Range SD Range

Level 1: Supervisors . . . OOO f,.. 40.0 6.1 25-57 32.2 5.7 20-52 50.9 9.4 30-68

Level 2: Senior Supervisors.. 44.3 6.1 3060 37.3 6.0 20-55 53.7 8.1 29-68

Level 3: Division Heads 47.5 5.8 33-60 40.0 6.4 25-56 56.5 7.2 35-68

Level 4: Asst. Dept. Heads 49.1$ 5.5 34-61 41.9 5.7 28-56 57.2 6.4 39.68

Level 5: Department Heads 50.5 4.8 35-62 43.1 6f0 30-61 58.7 5.5 42-69

Level61.Vice Presidents 53.9 3.7 40-63 47.5 4.3 35-61 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: PrescidentI CEO 60.4 2.7 50-75 56.7 3.9 45-64 63.9 2.3 55-74

B. ACTUAL AGES

CAREER LEVEL

CV"

MEDIAN

=

MODE
0

......

RANGE

Level I: Supervisors 48.0 47 47.2 8.9

milimemminaldimPre...10Ima

25-66 287

Level 2: Senior Supervisors 49.0 48 48.1 8.1 30-64 139

Level 3: Division Heads . 50.0 57 49.6 9.3 28-65 96

Level 4: AsstDept:- Heads 52.5 57 49.8 9.4 31-62 24

Level. 5: liepartment Heads p.
49.0 54 49.2 8.5 33-65 31

Level 6: Vice Presidents 52.0 53 51.1 6.1 40-61 10

Level 7: Sr. Vice Presideits 53.5 52 54.3 2:9 52-58 4

Level 8: President & CE0...., ....... 61.5 61 61.5 0.7 61-62 2

TOTAL: WI*

* There are a total of 1043 salaried staff and managerial employees, of wh9m 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

CATEGORY

A. NORMATIVE AGE GROUPS

OBSERVED EXPECTEDa

AHEAD OF SCHEDULE:

High Performance
Low to Average Performance

Total:

ON SCHEDULE:

High Performance
Low to Average Performance

Total:

BEHIND SCHEDULE

High Performance
Low to Averarle Performance

Total:

34

48

-117

62

212
274

24.35
57.65.

82.00\

55.24
130.76

FCCUO-

81.38
92,62
214.00

x2t5.44*, df=1

x2=2.45, df=1

x2=6.57*, df=1

B.
Oft

CATEGORY

STRUCTURAL AGE GROUPS

OBSERVED EXPECTEDa

AHEAD OF SCHEDULE:

High Performance 31 23.46

Low to Average Performance 48 55.54

Total: 79.00 x2=3.44, df=1

ON SCHEDULE:

High Performance 113 114.05 Jr

Low to Average Performance 271 269.95

Total: 3g4 384.00 x2=.014, df=1

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

category.



?ABLE 3

THE PROPORTION OF HIGH PERFORMANCE MANAGERS IN ON AND 'OFF

SCHEDULE CATEGORIES BY AGE COHORT

ON/OFF SCHEDULE
CATEGORY 20-30

A. NORMATIVE AGE GROUPS

AGE COHORT
31-40 41-62 63+ TOTAL

AHEAD OF SCHEDULE

ON SCHEDULE

BEHIND SCHEDULE

14%

0%

0%

(N=2/14)

(N=0)

(N=0)

48%

33%

0%

(N=27/56)

(N=8/24)

(N=0)

42%

35%

24%

(N=5/12)

(N=57/162)

(N11/257)

(N=0)

0%1N=0)

6% (N=1/17)

41%

35%

23%

(N=34/82)

(N=65/186)

(N=62/274)

B. STRUCTORAL AGE GROUPS

ON/OFF SCHEDULE AGE COHORT
CATEGORY 20-30 31-40 41-62 63+ TOTAL

AHEAD OF SCHEDULE 14% (N=2/14) 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=O) 29% (N=113/384)

BEHIND SCHEDULE 0% (N=0) 0% (N=0)4. 26% (N=16/62) 6% (N=1/17) 22% (N=17/79)
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