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Career Lines of Top-Level Two-Yeer College Administrators:
Implicstions for Leadership in a New Era

Abstract

Over time saquances of positions ( career lines) are formed in organizations by which
individuels ars introduced to the demands of the next higher position in the sequencs befors they
actually move to the position. In this way organizstions ensure that a poo! of trained individuals
able to essume lsadarship roles is constinually available, and this task is accomplished as
efficiently as possible. There are two comman idses aboui the careers of adminiatrators in
postsecondary educstion organizstions: They are unstructured like careers of professionals such
8s physicians, or they are highly structured. There is littlle empirical support for either
position. Using internal labor market theory as the conceptual framework, the nrasent study
identified the career lines by which two-yeer college presidents, chief acadsmic officers, chief
student affairs officers, and chief business oificers heve risen to their current positions. Resulls
were discussed in terms of implications for individuals, wo-yeer colleges and for internal labor

market theory.




Career L'nes of Top-Level Two-Year Collecs Acmimistrators

If the reader was asked to define the term career, the response would probably go
something like this: career is what one does for a 1iving; ane's job; composite of several jobs held
by a person; or 8 job or life's work to which one aspires. On the other hand, if the question was
how should one prepare to become a college president, the answer would probably be that the
person should first be a facu!ty member, then a department chair, and then a dean. Assuming that
the advice was correct, why would such advice be given in the first place? Mgst likely the advice-
giver would give this recommedation because he or she has observed that persons who are or have
been presidents have followed this sequence of positions en route to the presidency. This latter
case demonstrates an organizational career--a sequence of related pesitions that are common to a
pnrtion of the labor force (Spilerman, 1977). The above senario illustrates that careers may be
viewed from either a personal or an organizational perspective, and that the distinction is an
important one. Organizational careers are structures of organizations tl;at serve important
functions for orgenizations, and thus they are an important subject of inquiry. Furthermore,
organizational careers in colleges and universities have received little attention as a subject of
inquiry. The purpose of this study was to identify career lines, as one aspect of the structure of
organizational careers, of top-les 1 two-year college administrators. A secondary purpase was to
compare the results of this study with those of earlier studies to note trends in the evolution of
administrative careers in two-year colleges.

Leadership s a critical need of all orgenizations, and in order to maintain stability,
organizetions must adopt means of assuring that a sufficient group of individuals is ready to
assume leadership positions (Martin and Strauss, 1968). Recruitment, training, turnover, and
job motivation are some of the tasks facing organizations that are an important part of developing
leadership. Career lines, paths, job ladders, or mobility clusters are various terms used to

describe ane means by which organi2stions insure that a sufficient pool of trained (as defined by
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the crganization) perzonnel 1s readv fo assume leader ship positions  Career ines’ serveto
facilitate recruitment, socialization, motivation, and to reduce the costs of turnaver in as efficient
way as passible. In short, career lines are one of the means used by organizations to allocate
human resources.

Weber was probably the first to suggest the advantages of careers as structures of
organizations. The role that Weber attributed to careers { promotion systems operating within
the clearly defined hierarchy of ofices) as a key to the permanency of bureaucratic organizations
is well known. However , it is from the work of Glaser ( 19€8) =~ his associates, who under took
the task of developing a theory of organizational careers; and from internal labor market
theorists that the nature and importance of career lines and of how they function to meet important

organizational needs becomes clearer.

Glaser ( 1968) introduced the function of organizational careers:

in general, organizations obtain work from people by offering them some kind of career

within their structures. The operacion of orgenizations, therefore, depends on people’s

assuming a career orientation toward them. Togenerate this orientation, organizations

distribute rewards, working conditions, and prestige to their members according to

career level; thus these benefits are properties of their organizational careers” (p. 1).
Becker and Strauss ( 1956) described careers as streams on which personel flow through
organizations from positions of low prestige to positions of higher prestige. Positions either
offered training or opportunities for further mobility or they served as oarriers to movement,
Central to the Becker and Strauss argument was the concept of career as a socialization process in
which one position prepares an individual to hold succeeding positions. How did these streams or
organizational careers develop? The paths which lead to top management positions became
institutionatized over time (Martin and Strauss, 1956).

More recently, a group of structurasl economists and sociologists have focused their

attention on the dynemics of internal labor markets as a framework for explaining income

IThis term is preferred over terms such as job ladders because it allows for horizontal as well as
vertical movement, whereas the term job ladder implies a hierarchically ordered movement from
lower rungs to higher rungs in the organization.




differences, career mobility, and discrimination in the iabor force. While most freguently
employed in studies of incurne differences and discrimination, internal iabor merket theory offers
the potenttal of explaining a broader range of organizational phenomena and, n particular,
provides a framework through which to examine the structurs of organizational careers, and more
specifically career lines. In fact, some of the most important recent studtes of career mobility
have employed internel labor market concepts (e. g., Spilerman, 1977; Grertner, 1980).

interna! labor markets are structures governed by formal and informal “rules”. Careers
and career mobility are structured in part because there are limited pcitions through which
employees enter the labor merket. By limiting entry, internel labor markets ofier employees
protection from outstds competition; for in the strictest case, workers from other markets must
begin at designeted entry points, which are ususily low-level positions in the organizational
hierarchly. The minimum level of education necessary for entry is set by the requirements of the
entry position. in addition, entry positions are the points of contact with externel markets, and
the number and lavel of entry positions reflect the degree of openness of the internel merket. In
internel labor markets chains of jobs ere formed thet m? ‘mize costs of adjustment to new
positions for both employer and employee. in this way, individuals ars introduced to the skills of
higher positions before actuaily moving to them. Consequently, both organizations and employses
benefit from internal labor markets.

Interna) labor markets are generally thought to be of two types: that which 13 confined to
asingle rirm--the firm internal labor merket; and the occipstionel internal labor market that
includes one or more related occupations and thet operates across more then one organization
(Doeringer and Piore, 1971; Altheuser ars] Kalleberg, 1981). The administrative positions in
two-year cJlleges constitute one or more occupetionel internal labor merkets. Furthermore, for
the purpcses of this study, all two-yeer colleges were assumed to be more 11ke each other then
thay were like other tvpes of organizations, and thus the 1abel organization in this study referrad
to the collectivity of all two-year colleges rather than to one single college.




Job ladders or career 1ines, and mobility up the izicer or movement along career hines,
are two of the 1mpor tant character1stics of internal 1abor markets. The other two, wnicn were rot
dealt with in this study, are entry positions and education (Althauser and Kalleberg, 1981).
Entry positions and education were not dealt with in this study. As structures of organizations,
cereer 1ines have oroperties such as entry ports, assessinent positions, and ceiling positions
(Spilerman, 1977, Gaertner, 1980). Geertner ( 1980) abserved that the mobitity process
inherent in organizational careers was a process that allow dorganizations to “adapt to current
«nd future demands through the allocation of human resources” "p. 97). For Spilerman (1977)
career lines were the strategic 1ink between organizations and the socioeconcmic achievements of
individuals. It is essential that organizations understand how careers are structured--what
pasitions have become institutionalized as the training required for top leadership positions--in
order that orgenizational adeptation through the sllocation of human resources can be
accomplished.

It was the bssic assumption of this study that for two-yesr colleges, as for other
organizations, career 1ines become institutionalized so as tc provide leadership necessary to
accomplish the goals of the or-ganization. However, in contrast to business and industr ial
orgenizations, where there has been much attention to career mobility in relation to
organizational functioning (e. g., Ouicht, 1981, Pfeffer, 1981 ; Kanter, 1983); there has been
relatively little scholarly attention paid to the role of career lines and career mobility in the
development of leaders in colleges and universities. Are the careers of coilege administrators
individualistic like those of professionals, or are they highly structured like careers in
bureaucratic hierarchies and, as Cohen and March { 1974) suggested, for college presidents?

In fact, we know very little about careers as structures of postsecondary institutions.
Cavanaugh { 1971) could not identify eny career paths, defined as sequences of related positions,
leading to the two-year college presidency in 1970. In their study of ivy league middle managers
Bess and Lodahl ( 1969) used very gross categories of positions (e. g., faculty, similar job,

dif‘erent type of job) toco~lude that a high proportiun of their sample had come to their present




jobs from similar jobs and from inside the institution. Grossand McCann ( 1981) found that

beckground and career variables, sich as previously held positions, improved the rate of
pradiction of whether the current deanship or vice presidency position was academic or non-
acadamic.

Using data from a nationol study of administrators careers, Moore et al. { 1984) and
Salimbene { 1982) approached the study of four-year college and university presidents’,
provosts’, and deans’ careers from a structural perspective, and they identified career paths
leading to each tap position. In both studies the career histories of administrators were tested
against 8 normative carver path suggested by Cohen and March ( 1974). A number of carecr paths,
in addition to the hypothesized normative path, were found to lead to the presidency, provestship,
and deenship. Their work constitutes a pianeering effort to examine careers of college and
university administrators as structures of the organizstions. However, both studies lacked a
theoretical framework from which to interpret the meening of career s  cturee for colleges and
universities.

Other then the five studies meantioned, most studies of carees in colleges end uuiversities
have been largaly descriptive and have approeched careers rom an individual rather than en
organizational point of view. For example, scholars of two-yeer colleges were particularly
interested in {dentifying potential sources of supply of administrators, and thus koberts ( 1964),
Johnston ( 1965) and Schultz ( 1965), Wing ( 1970), and Atwell { 1980) identified previously
held positions of two-ysar college administrators. Thess and many other authors identified
per3sonal and educatione! cheracteristics of administrators.

Any discussion of careers as structures of organizations must take into account the unique
cheracteristics of colleges and universities as distinct from other types of organizations. Colieges
and universities are generally cherecterized by flat hierarchies ( Scott, 1978; Estler & Miner,
1981, Holmes, 1982). Thus there may be few clearly defined steps upward. Other ways in which
careor mobility may be accomplished in colleges and universities includs mobility which occurs as
the result of increased job responsibility (Estler & Miner, 1981); change in position titles to




reflact excellent work (Scott, 1978); job mobility by leaving the institution; and mability by
downward progression (Scott, 1978). Birnbeum (1971 explained mobility by demation in
terms of an exchenge value in which a person might move ‘rom a higher status position at a lower

- status institution to 8 lower status positior: &t 8 higher status institution. As Ho'mes (1982)
abserved, “progress may be actually deter mined by more sub’le, intangible, and culturalty
specific criteria™ (9. 31). The present study acknowledges these factors but given its exploratory
nature, did not attempt to address them empirically. However, interpretation of career mobility
in postsecondary organizations must be approached with some caution.

Framed by the work of the organizational career and internal labor market theorists, the
purpose of the presant study was to identify and describe the career 1ines leading to the following
top-1evel administrative positions in two-yeer colleges: president, chief academic officer, chief
studsnt affairs officer, and chief business officer. Career lines wera defined “gs sequences of
related positions that are common to a portion of the lsbor force and for which there is a high
probability of movement from one position to another* ( Spilerman, 1977, p. 560). Thus, for
ths study career lines were considered to be an enpirical regularity and as such, were
distinguishod from an indtvidual's career history. Results are discussed in terms of implications
for individuels and for the organization. Two~yeer colleges have a dynemic history in which
leadership hes played an important role. Understanding the implications of career lines for
leadership of these organizetions whose trademark is adaptability to change is essential.

Dota Source ond Method of Analvsls
Deta used to determine career 1ines of two-yeer college administrators were obtained

from the vita portion 6f Taday’s Academic Leaders, 8 netional study of two-yeer college
administrators’ careers.2 A thirty-five percent random ssmple of each of seven positions at all
regionelly accredited public and privats two-yaer colleges in the United States ( including Alaska

JJunior Collegha, wee caried out during the 3pring of 1984 by The Center.for the Study or Higher
Education, The Pennsylvania State University under the direction of Dr. Kathryn M. Moore.
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and Hawall) was drawn. Career lhines of two-year college presidents, chief acagemic afficers,
chief student affairs officers, and chief business officers were the focus ¢ this study. HEGIS
administrative position codes were used to identify each administrative population thus
eliminating the problem of various titles used by different institutions to represent the same type
of position. Anoverall 75 perrent response rate resulted in the following sample sizes:
presicents, 193; chief academic officers, 271; chief student affeirs officers, 221 ; chief business
officers, 207. On the vita portion of the survey, respondents were askad to 1ist up to ten
professional positions in reverse chronologica? order. As accurate curriculum vi.ae area way of
life for acacemic administrators, typical concerns about the accuracy of retrospective life history
data were not considered problematic. From these data career lines of presidents, chief academic
officers, chief student affairs officers, and chief business officers were determined.

Using Spilerman’s definition of career line the analytical ta3k was Gie of identifying a
methaod of determining "sequences of relatea positions™. The task was complicated by the fact that
the data were cross-sectional thus precluding the use of methodologically sophisticated transition
matrices and log- linear analysis poussible with personnel records ( see Gaertner, 1980).
Longitudinal oata and transition matrices permit the determination of probabilities of movement
from one position to the next. Cross-sectiona’ data have many advantages, but they do necessitate
identifying other methods of data analysis.

Spilerman (1977) suggested two complementary perspectives for studying careers.
From ihe first perspective, one studies career lines by begining with entry positions and by
tracing career lines forward from the entry point. For the present study it was most eppropriate
to utilize the second strategy and begin with a critical position in the organization and use
information about eartier positons to trace carecr paths back from the current position. The
range of possible positions were categorized based on conceptual arguments and the description of
positions provided by the Compensation Survey Titles ( inJones & Drews, 1977). Theentire
procerui-e for identifying career lines was described fully in Twombly ( 1985).
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Briefly, using the categorization scheme for possible pesition titles, the curriculum vitse
of respondents in each administrative focal position ( president, chief academic officer , chief
student affairs officer, and chief business officers) were analyzed to determine the types of
positk * thet wers held immediataly prior to the current posttions ( hereafter callea ihe first
previous position). Then the sacond position prior to the current position was analyzed for each
category of the first previous position. This procedure was conducted for each of the nine possible
posttions 1istad on respondents’ curriculum vitae.

In the process of identifying career 1ines, positions held in postsucondary orgenizations
were distingutshed from those held cutsids of postsecondery organizations. No distinction was
made between positions held in two-ysar or four-yeer institutions for the [:urposes determining
career lines. Thers were both conceptual and practical reesons for taking this stance.
Conceptually, postsecondary adm ‘nistrative positions @ < similar enough, regardless of institution
type, thet positions held in four-yeer colleges and universities are likely to affect career mobility
in two-yeer colleges. And practically, exough sdministretors in each of the ssmple moved in and
out of pasitions in both two-yeer and four-year institutions thet eliminetion of those cases that
had four-yesr experience would heve substantiaily reduced sample sizes.

1'sing the strategy outlined above, sequences of positions each of the groups of
administrators were most 11kely to come from to their current positions wers observed. First,
however:, 8 decision as to whe? portion of a abor market following 8 sequence of positions was
necessary {0 constitute a career line had to be mede. The iiterature provided no particular
guidance on this matter , and consequently, . 10 of sach sample holding 8 first previous pesition was
set as the criterion for the first previous position; and .05 of the total ssmple under considerstion
was used for earlier positins in the career. Thus if .10, 0r 19, of the 193 presidents had come to
their current positions mmediately from ief academic officer positions, and 10 of these 19, or
.05 of the total presidential ssmple came from faculty positions; a career line was identified that
consisted of the presidency, 8 chief academic officer position precaded by a faculty position.
Results are reported only for career lires that meet these specified criteria.

12




Two Dbservations are necessary before reporting the results themselves. The first is that
while the estatished critera of . 10 and .05 mey seem low, the suthor was surpirised at just how
quickly .arears fragmentad, eve.. u3ing the relattvely gross coding schemes devised. As a result,
no caroer 1ines longer than four positions ( including the curren’. position) were identified. And in
most cases, career 1ires were shorter then four positions. Furthermors, the fragmenting of |
career lines elimineted the possibility of analyzing cereer linc. by age, gender, geographical
ragion or other relevant control veriables. Larger samples or purpasive sampling tachniques
would be necessary to allow such criticolly important anatyses.3

Second, 1t be must emphestzed again thet the methods of dats analysis permitted
observation of the probabilities of coming from certain positions of origin, aven though it was not
possible to absarve probabilities of moving ig r sriain destinations.

Resuits

Career 1inss thd satistied the earlier specified criterie of .10 of the cample holding 8
first previous position and .0S of the sample holding an aarifer previous position ars reported for
each of the top-level administrative positicns that were the focus of this study.

Presiont. The career lines for the two-year college presidency are reported in Table 1.

There were six catagories of first previous positions possible for presidents: top executive,
chief ecadsmic officer, 1ine officer S, administrative deen/director, faculty, and staff which

includes associate and assistant positions. As shown in Table t, presidents were most iikely to
e directly from only two types of positions: top executive positionsor chief academic officer
positions. These are the only two positions that met the .10 criterion, and they wers heldby 118

3 The ressarchers were surprised by the low proportion of women and minorities represented in
each edminis‘rative position studied The low representation of thess groups .urther compounded
the problem of anelyzing caresr 1ines by gendar or racial/ethnic group.

4 This category includes the positions of president, president of a campus in a multicampus
system, end provost.

S Positions thet are identified by the Comperiaation Survey Titles as raporting directly to the
president. The chief academic officer position is treeted separatsly and is not included in this

13




Table 1

Career Lines of Internally Selected Two-Year
College Presidents (n=118)

Current lst Previous 2nd Previcus 3rd Previous
Pcsition Position Position Position
President Top Executive Chief Academic Other Administrative
Positions Officer a Position
(n=66) (n=16/.083) (n=13/.067)
Top Executive Other Administrative
Positions Position
(n=15/.078) (n=10/.052)
Line Dean/Director
(n=11/.057)
Qutside
(n=11/.057)
Total 53b
Chief Academic Outside
Officer (n=12/.062)
(n=53)
Faculty
(n=10/.052)
Total 22c

a,Propcrtion expressed as a proportion of the total 193 presidents.

This total represents those among the 66 whose first previous position
was top executive position who alsc fell into one of the longer career
patterns meeting our .05 criterion.

¢ This total represents those among the 52 whose first previous position
was chief academic office who also fell into one of the longer career
" patterns meeting our .05 criterion.
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or .51 of the total 193 presicents. When the earlier careers o. the presicents who held 2ach of

these first previous positions were analyzed longer sequences of positions leading to the two-year
college presidency were tdentifier

Yerbal description of each career line is awkward and may not add to tne visual pictur of
career line * represented in Table 1. However, several summary comments are useful. First, it
has already been noted that presidents were most likely to rise directly to their current positions
from only two types of positions--top executive pasitions or chief academic officer positions. It is
noteworthy that such a high proportion of current presidents rose to their current positions from
top executive pasitions; thus making what appear to be lateral moves.

Second, two-year college presidents were not nearly as likely to have held the following
first ¢.-evious positions: line officer (n=13/.067); administrJtive dean/director (n=13/.067);
faculty (n=107.052); and staff (n=8/.041). Line officer pesitions, other than a chief academic
officer position, were not a prevalent immediate source of presicents suggesting that other line
officer positions may be ceiling positions. That is, they may be positions above which a person can
not move in two-yeer college adm inistration. Of course, moves from chief student affairs or chief
business line officer positions to presidential career lines may occur earlier in careers. In fact,
there was some support for this. One of the career lines identifier “or presidents included a
previous wp executive position and a line officer position at the second positic: prior to the
current presidency.

Third, the career lines identified consist primarily of administrative pesitions. This was
particulariy true for the career lines leading to the current presidency through a top executive
position. In addition 1S presients have helg at lesst three top executive administrative posts in
postsecondary education organizations. It appears that previous edministrative experience is
important for two-year college presidents.

“ourth, very few of the presidents in the present study were able to move directly from
faculty positions to the presidency. Nor were faculty positions prominent in any of the career

lines identified. Thus whiie faculty positions appeared as entry positions for a substantial
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proportion of presidents rising to the presidency through erther top executive or chief academIc

officer positions (Twombly, 1985), movement out of the faculty to administrative pesitions must
have occurred fairly early careers.

In suinmary, six sequences of positions leading to the two-year college presidency through
top executive positions or chief academic officer positions were identified. A different trend in the
career 1ines of two~year college chief academic officers was noted.

Chief Academ1c Officer. The first previous - ..tions of chief academic officers were
ciassified into eight categories: chief academic officer, staff, administrative dean/director,
department head, academic desan, faculty, line officer, and top executive pesition. As reported in
Table 2, current chief academic officers were most likely to be selected from five different types
of positions. A total of 187 current chief academic offics=s (.70) came to the.r current position
from one of these five positions. However, there was little commonality in their esrlier careers.
The cne longer sequence of positions that satisfied the specified criteria represented what might be
termed a “traditional” career sequence: 1o chief academic officer from department head, and to
department heed from faculty.

Soie observations can be made from the data reported in Table 2. As far presidents, chief
academic officers were most likely to have come directly to current positions frem positions of the
same title. Staff positions appesred to be important in the career 1ines of chief academic officers.
It is perhens surprising that current chief academic officers are nearly equally likely to have
come from aéministrative dean and academic dean pesitions. This is probably explained by the fact
that two-year colleges are typically le=s Iikely than four-yesr coileges and universities to have
differe: t colleges or schools and deens to heed them.

Agein analysis of the least likely first previous positions is interesting. while some
faculty do move directly to the chief academic officer pasition (n=24/.090), this sequence did not
meet the established .10 criterion. Neither were current chief academic officers 1ikely to come
from other line officer positions (n=16/.059). Thus we can conclude that there was little

horizontal movement am~ng line officer positions. Finally, some of what appeared to be
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Table 2

Career Lines of Internally Selected
Chief Academic Officers (n=1856)

Current Position lst Previous Position 2nd Previcus Position

Chief Academic Chief Academic 0f£icer
Officer (n=53/.198)

Associate/Assistant/Staff
(n=39/.146)

Administrative Dean
(n=32/.112)

Depdartment Head Faculty
(n=32/.112) (n=15/.056)

Academic Dean
(n=30/.112) .

a Proportion is expressed as proportion of the total 268 chief academic
officers.
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"gemotion” was noted. That is, 13 (.048) current chief academic oriicers held 3 t00 exscutive
position at their first previous posttion.

In summary, analysis of career histories of two-year college chief academic officers
revesled that they came directly to their current positions from a wide range of positions, but that
there was little cominenality in their earlier careers. Thus, the career lines identified are short
two-position sequens2s. The only exception to this is a career line featuring movement to the chief
academ ic post from a gepartment head position and to that position from a faculty position.

Chief Student Affairs Officer. Analysis of career lines of the chief student affairs pasition
revealed different patterns still. See Table 3. First previous positions of chief student affairs
officr s were classified into six categories: staff, chief student affairs, administrative
desn/director, student affairs dean/director, faculty, and line officer®. As cbserved in Table 3,
four first previous positions satisfied the established . 10 criterion. Current chief student affairs
officers were most likely to have come to their current post from staff positions (n=55/.250);
from chief student affairs positions (n=45/.205); from administrative dean/director positions
(n=377.166); and from student affairs dean/director positions (n=23/.105). A totalof 160 or
.73 of the 220 current chief student affairs officers hetd one of these four first previous
positions.

For this position it was 81so possible to identify some specific positions that appeared tobe
important in career 1ines of chief student affairs officers. Counseling positions (n=19) were
commonly held staff pusitions among the SS chief student affairs officers who rose to their
current post through a staff position, and another 16 of this group held associate/assistant chief
student affairs positions. Furthermore, 11 of the 23 chief student affairs officers, whose first
previous positions were student affairs director pasitions, were directors of counseling, and 6
were directors of financial aid before moving to their current positions. This may refiect the fact
that student affairs operations in two-year college do not include the variety of types of pasitions

6 The line officer category includes all administrative positions that report directly to the
president except the chief student affairs officer pesition.
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Table J

Career Lines of Interrally Selected Chief
Student Affaires Officers (n=160)

Current Position lst Previous Pos .on 2nd Previous Position
Chief Student Associate/Assistant/ Associate/Assistant/
Affairs Officer Staff a Staff
(n=55/.250) (n=16/.072)
Qutside
(n=15/.068)
Chief Student Associate/Assistant
Affairs Officer Staff
(n=45/.205) . (n=16/.072)
. ’ Administrative Dean/ Administrative Dean/
Director Director
(n=37/.168) (n=13/.059)
Student Affairs
Dean/Director
(n=23/.105)

a Proportion is expressed as proportion of the total 220 chief student
affairs officers.
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found in four-year colleges and universtties, and that counseling and financial aid are the main

student affatrs positions tn two-year celleges.

Four longer sequences of positions leading to the chief student affairs post were 1dentified.
Again several gbservations are important. First, the staff category of positions was importent in
the career lines of chief student affairs officers. And in fact, staff positions were the most common
source of current chief student affairs officers. The fact that a first previous staff position was
preceded by another staff position suggests that a more typical hierarchical ordering of positions
exists for the chief student affairs post than has been observed in career lines of the other top
positions. Second, for chief student affairs administrators, as for presidents and chief academic
officers, other chief student affairs positions served as a prominent source of currant
administrators. Third, other line officer and faculty positions were the least likely sources of
chief swdent affairs officers. A clesr picture of little horizonta) movement emong line afficer
positions immediately pr or to the current position is beginning tu emerge. This is not to say that
such movem nt did not occur ear'Mer in careers. | .

The analysis of career lines of chief student affairs officers can be summarized by saying
that there were four longer sequences of positions common to at least .0S of the chief student
affairs sample. Staff positions played an important role in the career lines of chief student affairs
officers. Not only was the staff category the single most commonly held type of first previous
pasition among the student affairs officers who moved to their current position from within
postsecondary education, but the staff category also appeared in two of the longer sequences of
positions. Furthermore, it was possible to identify specific positions that appesr freguently in the
careers of chief student affairs officers: director of counseling, director of financial aid,
associate/assistant chief student affairs, and counseling positons.

Chief Business Officer. And finally, career 1ines of the chief business officer position
were identified. The first observation to be made about the careers of two-year college chief
business officers is that 75 (.4C) came directly from positions outside of postsecondary educstion
to their current positions. (This compares to approximately .10 of the administraturs in each of
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the other three positions who came directly to ther current pesitions from outsice of
postsecondary education.) Pastsecondary positions were categorized nto five groups ncrder to

antyze the first previous positions: chief business officer, staff, administrative dean/director,

faculty, and line officer.? Career line analysis for chief business officers is reported in Table 4.

As can be seen, current chief business officers who held postsecondary first previous

positwons were most likely tc come to their current post directly from another chief business
officer position (n=46/.227); staff position (n=30/.148); or administrative dean/director
position (n=21/.103). Chief business administrators were only slightly less likely to come
directly from faculty post (n=20/.099). The only longer sequence of positions common to .059 of
the sample was that of chief business officer from another chief business position, and to this
positior from outside. It should be noted thet an attempt was made to categorize businecs director
positions, such as comptrolier and bursar, 8s one of the categories of first previous positions, but
there were insufficient numbers of current chief business officers who had held one of these types
of positions to werrant a separate category.

There 13 relatively little to be said about the career lines of chief business officers that is
not apparent in the Jata in Table 4. As for the other three top-level administrative positions,
chief business officers were likely to have moved directly to their ¢ irrent position from a
position of the same title. It also appears that, of any of the four administrative positions studied,
chief business officers were mcre likely than the others to come directly from faculty positions.

In summary, the career lines of chief business officers are straigtforward. Outside
sources were the mest common direct sources of current chief business officers. Positions in
business and industry (n=29/.143) and school administration (n=22/.108) were frequent
immediate outside sources of chief business gfficers. However, other than the three common first

previous positions there was little commonality in .heir earlier careers.

7 The line officer category included all positions reporting to the president except the chief
business officer pasition.
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Table 4

Career Lines of Internally Selected
Chief Business Officeir~ (n=97)

Current Pcsition 1st Previous Positicn 2nd Previous Position

Chief Business Chief Business ngicer Outside
Officer (n=46/.227) (n*12/.059)

Associate/Assistant/
Staff
(n=50/.148)

Administrative Dzar. '’
Director
(n=21/.103)

a Proportion is the proportion of the total 2u3 chief business officers.
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Before moving on to 8 discussion of the Implications of the findings concerning the career
lines of top-lavel two-yeer ollege administrators, there are several overall observations that
should be mads about the str ucturs of caresr 1ines of top-level administrative positions in two-
yeor colleges. The first general observation is that while there wer2 some career lines leading tn
the administrative posttions studied, in the jorm of career lines; careers of two-yesr college
administrators are not highly structured. Thet is, for three of the four positions studied, current
administrators came from a variety of types of positions. The ons exception was the presiden.y.
in this case there were only two prevalent sources of two-year college presidents. Furthermore,
career lines thet were common to a portion of each semiple were relstively short. In fact, little
commanelity in careers beyond first previous positions was apparent.

Second, presidents wers 11kely to come from anly two sousces: top executive positions
and from chief academic officer positions. Third and related to the second 1s the observation that
line officer positions were not 1ikely sources of chief academic officers, chief studsnt affairs
officers or chief business officers. Thus little horizontal movemest ot the line officer level was
noted. If interarea mability (e. g, from studsnt affairs to academic sffairs) occurs in college
administration, it must occur ot lower levels in the administrative hierarchy. The final
abservation concerns the high rete of what appeered to be later-al movement from positions of the
same title to the current posttions notad for each of the four top-level administrative groups
studied. Of courss, what appeers to be lateral movement is likely to reflect movement to a larger
institution and to a job with additionel responsibility.

Discussion

Discussion of the resuits of analysis of career 1ines of top-leve! two-yser coilege
administrators is organizad eround four points: 8 comper ison of present data with whet is known
about career 1ines of two-year collegs administrators from earlier times; implications of career
lines for individuals; implications of career lines for two-yeer colleges; and finally, i slications
for internal labor market theory and analysis of caresr 1ines i” colleges and universities.

3
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First, what differences can be seen 1n the car eers of presidents in 1984 as compar=c ‘o
the careers of precidents in earlier time periods? One difference is that the proportion of
presidents moving to presidencies at the time of study from an earlier president's post appears to
have increased. Studies of presidents done in the 1960's revealed that approxiinately 10 percent
of the presidents studied held an earlier presidency ( Roberts, 1964; Johnston, 1965; Ferrari &
Berte, 1970). More recont studies showed that at least two presidencies were commaon to between
15 and 20 percent of presidents (Wing, 1971; Atwell, 1980). Over one-third of the presidents
in the present study he . held a previous top executive pesition iinnediately prior to assuming
their current presidoncies. The chief academic officer position has been a major source of
presidents; and the present study shows, if anything a slight decrease in the proportion of
presidents who had held the chief academic post prior to assuming their current position. One
word of caution is necessary in meking these comparisons from such a wide range of studies. And
that is it is not possible to be sure just what positions were included in the presirantial category.
The results of the present study may reflect such a large increase in the p-oportion moving fram
one presidency to the current one because of the operational definition of the top executive
category.

A final comparison is suggested by Cavanaugh's attempt to identify “routes” leading to the
presidency (1971). He concludec:

if "routes” are grossly interpreted as junior college, public school or college/university-

-and only the position immediately prior to the presidency is analyzed--the “routes”

described.....are valid. If, howaver, “routes” are interpreted as specific and pz: allel jcb

m and more then one £~eceding position is considered, “routes” do not exist (pn.
In the present study a few cureer lines were identified that were common to 8 portion of each
sample, and it was not necessary to resort to such gross coding schemes as suggested by Cavanaugh
todoso. However, the career lines identified in the present case were not followed by large
proportions of each group of administrators. Perhaps we are seeing that, as Martin and Strauss

(1956) suggested, career lines become institutionalized over time. The present sudy confirms
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the tmportance of the first previous position in character1zing the carser 1ines of two-year
cullege adminsitrators.

In summar,. citing data from earlfer studies of two-year college administrators, an
increase in the proportion of presidents who came to their current positions from other top
executive positions was noten. And furthermore, there is some evidence oi the emergence of career
lines since the Cavenaugh study in the early 1970s. The chief academic offirer position has been
and continues to be en important “springboard” to the presidency.

Implications for individuals. So what does any of this mean? Wiy go to the trouble of
identifying career lines in the first place? The second point of discussion concerns the
implications that identification of career lines have for individuals planninga career in two-year
colleges. To begin with, it is important for prospective administrators to realize that there is 8
difference detween organizational careers and individua! careers. And that, perhaeps even more
importantly, two-year colleges, like other organizations, are charecterized by structured
organizational careers s evidenced by the existence of career lines. For administrative aspirants
this suggests that hard work and ability alone will not enable & person to move to the top. There
are some positions that serve as more prominent scurces of top-level administrative positions
than others. Here it is important to reemphasize the caveat entered earlier And that is, for this
study, career lines were determined by analyzing positions backwards from the current position;
and !~ «viduals plan careers forward. So caution must be exercised when using this data for
career planning.

While indiv{duals can drew their own conclusions from the career line gata, four
cbeervations are important. First, is the high degree of “lateral” movement abserved in all four
peaitions. Positions of the same title were prominent sources of administrators in each of the
four administrative positions studied. The job-hunting experience of an individual who is
currently vice-president for acadenic affairs at a top-rated two-year college is instructive in
both interpreting the propensity of Ilateral movement and for suggesting implications of such @
trend. This individual has been searching for a presidency for a while, but is finding that in
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~ompetitions for cnis? executi /e posts at colleges of equal size and reputation he loses gut to
individuals who have hald piesidencies of other, perhaps smaller institutions. This individual
wants to hold cne presidency and mave on to something else, but is feeling that it is almost
becoming necessary to secure the presidency of a smaller college before being able to move to the
ton post in a larger. For the present study, size and prestige of the institution of the previous
presidency were not analyzed so we can only suggest that the example may illustrate what is going
on. If this example reflects reality then it is important for individuals to consider thet there may
be differences in presidencies and that a top post in a smaller insitution may be an important step
to a more prestigious presidency.

A second observation for individuals who aspire to top administrative pusts is that while
the chief academic officer, chief student affairs, and chief business officer position draw from
multiple sources; the presidency appeers to be served by only two major sources--the top
executive and chief academic afficer positions. Individuals who heve sights set on becoming & two-
year college president should perhaps attend to this finding. However, concerns for the meaning of
this trend are expressed when organizational implications are considered.

The third major observation for individuals concerns the lac’ of apparent horizontal
mavement that occurs at the level of the line officer pesitions. The results of this study suggest
that there is little movement smong functional areas of the two-yeer college. In each case of the
chief academic, chier student affairs, and chief business officer positions, the other line officer
categor'y of pesitions was one of the lesst likely sources of administrators. For example, chief
academic officers are not 11kely to have been chief student affairs officers before assuming their
current position. Individuals are apparently not iikely to move from one line officer position to
another uniess they do 90 at earlier stages in the caresr. This finding provides some support for
the notion that each functional ares (e.y., student affairs, academ‘c affairs) constitutes a separate
internal labor market that protects its employees by holding out high leve: positions for those
from within thelr own area. Individc~1s entering gneor the other areas from other markets have

0 00 30 at lower level jobs,
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The chief academic officer position, does appear t0 1ead upward. That 15 the chief ecacemic
officer positiun is @ major source of presidents. However, the findings of this study suggest that
the chief student affairs and chief business officer positions appear to be ceiling positions. That 1s
they are positions shove which careers do not advance 63 they are not prominent immediate
sources of presidents. It is not the opinion of this author that individuals who aspire to higher
levei positions should abandon student affairs or business affairs. Rather, the preferred course of
action »rould seem 10 be that ( if one assumes that one way that organizations motivate and obtain
commitment fro.: employees is by holding cut the potential of advancement) presidential selection
commitiees be “educated™ to consider other sources of presidents.

A fourth obser vation relevant for individuals has to do with the general innbility to isolate
specific positions that served as major steps in career 1ines ( with exception of the presidential
career line, that is). For ths chief academic officer _hief student affairs officer, and chief
business officer positions, it may be that the level and general type of position held is more
im;ortant to upward n'loblllty than is holding a specific post. For the chief student affairs
position, experience in s, .~ specific pusitions (wit~in the broed categories of positions) was
important.

Implications for two-year colleges. Each of these observations has equally import -t
implications for two-year colleges as organizations, and thus the third major facus of the
discussion concerns the implications of internal labor markets for two-year colleges.

The identified career :ines revealed sets of experiences that two-year colleges ha.e
identified as being important preparation for each top-level position studied. in terms of internal
labor- market theory sequences of positions become ordered s that nne pasition provides training
for the iext higher position. In this way coste of adjustment to new positions are reduced and the
orgenization provides for leadership in »3 effici..it 8 way as possible. Following this line of
argument, the mast efficien' meens of providing leadership would be obtained through highly

regualrized career lines such as found in civil service job structures.



The relatively few and short career lines ieading to top administrative posts n two-year

colleges suggest that a degree of balance between efficienCy and breadth of exper ence 1s valued.
Analysis of career lines leading to the presidency suggest that two-year colleges are more efficient
in developing presidents than they ara other top-level administrators. That i3 there sre fewer
sources of presidents who come from 8 narrow range of professional experience.

And 'what sbout the implications for the organization of the high degree of "lateral”
maovement noted? What could be more efficient for the organization than to be able to hire a
president or chief academic officer who has already proven him/herself in a position of the same
title? However, more research is ne2ded on what motivates Iateral movement and what the impact
of this type of movement is for the management of human resources over the long run. In part the
lateral movement may be a response to the relatively flat heirarchies which characterize
educational organizations.

The most important implications of the findings for human resource management seem to
come from the finding that the presidency draws from such & narrow range of sources. Again, if
one assumes that organizations rmotivate and commit individuals by holding out the hope of
nromotion to top~leve! positions, then trustees and others responsible for the direction of two-
yeer colleges must he concerned about the results of this study. If, in facy, line officer positions
such as the chisf student affairs officer positions ere ceiling positions, then how does the
organization motivate young, able chief student affairs officers to be committed to the
organization? One way may be the lateral movement observed. One can move to a8 larger
institution or to a position of more responsibility. But what then? Are good administrators lost to
oth.. v, 3forganizations? Or do they becoma stuck in these ceiling positions? If the latter is
the case, tnen keeping these administrators vitsl and committed is an important organizational
task.

Furthermore, of the top-level adm inistrative positions considered in this study, the chief
student affairs officer position is the top-level administrative position that has the highest
representstion of botn women and minorities. Approximately 40 percent of the chief student
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affairs officers were women ang 1 3 percent were members of racial or ethnic minority groups
Two-year colleges have a high proportion of female faculty and they serve great numbers of
women and minority students. Consequently, it is beneficial that both women and minorities are
well- ~epresented in the student affairs administrative post. However, if this position is indeed 8
cetling position, ihen it does not serve as a route to the top for these groups.

The quest‘on that must be asked is that are institutions that pride themselves on being
democratic, comprehennsive, and flexible shortchanging themselves by drawing their presidents
from such a narrow range of sources? Of course, esrly careers reflect a wide range of
experiences, but it can be ergued that it is the immediately preceding position that has the most
saltent influence on administrative perspective and behavior. If we accept this premise and the
role of previous positions in socializing and otherwise preparing administrators, then we must be
cuncerned sbout what appears to be a conservative approach to training presidents in two-year
colleges.

Leadership haes been 3 topic of much interest for colleges and universities as it has tor all
orgenizations. However, scholars of postsecondary euuration have paid relatively little attention
to the role of careers of administrators and what they mesn for institutions. As noted eariier, the
basic purpose of sequencing of positions s that training or soicalization in one position will
Introduce the incumbent to the tasks of the next position in the the hierarchy. Thus, positions
that serve 8s apporpriate tratning ground may vary depending on the demands of the higher
positions. Scholars of the two-year college have noted that the mission of the two-year college
may be chenging. Martorana ( 1985) argued that the changing mission will require a different
kind of leadership. And it fcllows that the positions that provi(bl training for top leadership
pasitions need to change aisa.

The g.:estion, then, for two-year colleges is will the career lines observed provide the
kinds of experiences necessary for preparing leadership for a new generation of two-year
colleges? Or should two-yeer colleges be even more efficient in selecting leaders through

institutionalizing more highly structured career 1ines? The present research can not answer this
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question. However, results of the present study provide a taselire of ¢ata about the career 11nes

that exist in two-year colleges, and they provide a basis for discussion among those responsbile
for selecting administrators.

2ge and universities. Given the

exploratory nature of structural analysis of career 1ines in pcstsecondary institutions and nf
cccupational internal labor markets in general, it is imoortant to meke some observations about
the study of career lines. First, from the high degree of lateral mability observed for each of the
four administrative positions in this study, we can conclude that to accurately describe career
lines in postsecondary institutions all positions must be included. To include only the first
presidency, when analyzing career lines eading to the presidency, would obvicusly obscure an
important characteristic of administrative caree~s. The same is truc for other top-level
administrative positions.

Second, the little observed commonality in careers earlier than the first previous
Josition gives some support to the notion of careers as Markov process. That is that the type of
present position is some probability of status or position at the immediately preceding time and
not of eerlier positions in acareer. At least for this study, the first previous position was the
most important step in career lines.

However, the evidence of some structure beyond first previous pesitions may be fndicative
of the types of careers that might be exoected in occupationa! internal labor markets. While
Doeringer and Piare ( 197 1) and Aithauser and Kalleberg ( 1981) described this type of labor
market, there has been little empirical investigation of the characteristics of cccupational
internal 1abor markets. Career 1ines in two-year colleges exhibit a balance between breadth and
effienciecy or between lack of structure and a high degree of structure. The present study
provides an interesting basis for further investigation of octupational internal labor marksts in
different settings and using different methodologies.

A third methodological consideration suggested by the present study is the necessity of

large sample sizes. If one adopts Spilerman’s definition of career lines as an empirical regularity
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or seguences 07 positions common tc a portion of the labor force, 1arge samples are neceszary !n

order to make much sense of the data. Even with the relatively larg .3ample sizes employed in the
current study, career lines fragmented so quickly as to make any meaningfu! analysis by gender,
race, age, state, etc., impossible. Large sample sizes may oe particularly important when
studying careers in organizations such as colleges and universities {n which there are a wide
variety of positions and the administrative hierarchies are neither simple nor clearly defined. In
additian, existing methodologies for studying career mobility are frequently su‘tab'~ for large
corperations that often have regular promotion systems. idesl methods vor engaging in comparable
studies in postsecondary education organizations have yet to be identifies, This is the subject of an
entire paper in and of tself, and is only mentioned here as a subject that merits further work.

In conclusion, career lines by which two-year college presidents, chief academic
officers, chief student affeirs officers, and chief business officers have risen to their current
positions have been identified. As structures of two-yesr coileges, career iines have impiications
for individuals planning administrative careers and for the functioning of two-year colleges.
Scholars of leadership in poctsecondary education institutions have overlooked for too long the
importance of orgenizational careers in shaping the leadership of our colleges and universities.
The present study has demonstrated that career 1ines can be identified, and furthermore, it has
proposed that internal 1abor market theory provides a useful framework for discussing the
implications of career lines for two-yesr colleges.
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