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ABSTRACT

. This study identifies abilities or competences that ensure effective managerial

performance - ' so ‘ences them to create a model of ef tive managerial per-
formance. .1ce, perceptions and caree¢-ing crofessional -development
of 103 women . .,rs and executives from 53 Mil 2+ private corporations

"are described and related using a recently developed performance measurement

system. Three outcomes result: a competence model of effective @anageriﬁl
performance for improving management programs; a pool of over 500 behavioral
examples set within particular contexts thAt can be used in instruction and
assessment; and better advice for women students seeking examples of
careering and professional development and how it relates to effective
performance in the managerial role.

Nu one competence dominates the performance of these managers. They demon-
strate abilities across the broad spectrum of interpersonal, intellectual,
entrepreneurial and socio-Yemotional abilities. Women managers demonstrated
intellectual and entrepreneurjal abilities to the same degree as they ‘

- deémonstrated interpersonal abilities. Educators creating sequential manage-

ment curricula and managers planning their own professional development can
benefit by knowing whether some competerces are prerequisites for others.
Several factor, cluster and path analyses were performed. Competences are
in the main independent of each other but some are best learned in sequence.
A manager's ability to initiate rests on intellectual skills; ability to get
the job done rests on people skills. Underlying these is self-assessment,
the ability to learn rom one's experience.

Abilities effective managers judge as critical to outstanding performance are
generally the ones they perform in day to day situations. Two abilities
important to outstanding performance according to managers and that were not
performed often in this study are using networking and negotiating win-win
situations. Demonstrating self-control and positive regard for others,
abilities demonstrated often, are apparently more critical to effective man-
agerial performance than managers judge them to be.

Implications for management education are that programs teach and assess for
a range of complex abilities. Traditional management education has focused
on developing particular technical skills yet specialized knowledge did

not play a.critical or decisive role in the situations described by these
effective managers. Education that prepares for the future will include
learning to integrate abilities, to test them out in a range of work
situations and to critically appraise one's own performarce. Both work
environment and job function affect the extent to which these abilities are
demonstrated; this suggests that adaptability of one's abilities is critical
for effective performance. There are, however, a common set of broad
competences educators can expect will generalize across situations and .
contexts. Abilities on which the Alverno program is built mesh with those
demonstrated by effective managers. The study provides a cadre of inter-
view material for building realistic and relevant instructional experi-
ences, a model for sequencing competences, and insights into careering for
structhring career development activities.
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DI.VELOPING A PROFESSIONAL COMPETENMCE MODEL
FOR MANAGEMENT EDUCATION

Marcia Mentkowski  ~ Kathleen O’Brien
William McEachern =~ Deborah Fowler

Office of Research & Evaluation/Department of Business & Management
ALVERNO COLLEGE

INTRODUCTION

Bridging Education and Practice

The goal of this study is to research the performance,
perceptions, careering and professional development of effective
women managers in order to validate and consequently improve
Alverno College's management curriculum (Mentkowski & Doherty,
1977, 1983). This study builds on the expertise and experience
of effective managers as a resource for creating programs for
management students. Management educators cannot respond
effectively to the needs of management as 8 profession unless
they can bridge the gap between educators and practicing
professionals, and © between professional education  and
organizational training and development.

Management educators today have an unprecedented opportunity
to contribute to professionalizing management. Graduating
competent, adaptive managers capable of lifelong learning and
professional commitment will enhange the ability of managers and
their organizations to contribute to organizational objectives
and public policy. ’ '

Management educators professionalize management by graduating
persons whose abilities .are adaptable and relevant to the world
of work. These abilities are not personality characteristics.
They are broad performance competences like communications and®
critical ‘thinking that can be learned in college and further
developed through on-the-job experience.

Educating for the adaptability of broad competences is needed
because the context for today's graduate is changing and
unpredictable. Many organizations and institutions may have to
change drastically to meet the demands of "future shock,"
particularly in a technological society experiencing a knowledge
explosion. Organizations in both the public and private sector
are struggling to regroup in the face of poor economic conditions
and challenging foreign competition. : '

Management educators need to develop persons who can respond
to an unpredictable context and changed employment opportunities.
Graduates may need to learn a new organization, a new role, a new
set of technical skills, even a new career. They must be able to
adapt to change and to adapt their abilities to a variety of
contexts and situations. :
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If the context for the graduate is changing, it follows that
educational programs must be responsive to these ° changes.
Professional programs are in constant need of refinement,
evaluation - and continued devélopment. The practicing
professional is willing and able to collaborate, to enhance the
expertise, standards and credibility of the profession.
Practicing professionals at all levels and positions can benefit
edvcational programs with their input.

Research Questions

We believe-most management education faculty and practicing

-~ professionals would agree with these broad goals. We translated
them into these specific research questions.

e What abilities do effective: managers perform
in day to day situations? ,

e Is performance on the job related to managers
perceptions of these abilities?— -——- _—

o What abilities will insure effective performance
at entry level, but continue to develop through
experience so the manager can respond to changing
contexts, and take on more responsibilities?

¢ Just what abilities should be the focus of a
management-education program preparing
graduates for the future...and simultaneously
for today's work world? How might these
abilities be taught toward and assessed?

e How might educators better prepare women
graduates for maximizing their chances for
careering rewards and further professional
development?

Such questions are the focus of the present study. Clearly they

- cannot be examined without collaborating with a wide variety of
expert sources. These include persons from the many contexts
management educators serve--employing organizations, the
practicing professional and professional organizations--if
management is to become more professionalized and opportunities
for graduates developed and maintained. At the same time,
educators must not lose sight of the important contributions of
the liberal arts college to management curriculum development.
The following section describes the importance of relying on both
the professional, and the 1libevral arts college to improve
management education.
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Contributions of Practicing Professional Managers
to Management Education -

Collaboration with practicing professionals insures that
faculty stay in touch with professional and organizational
contexts and climates. If a broad range of contexts are tapped,
abilities taught will be less situation specific, but will be
defined in ways that consider the effects of geographic region,
organizational structure, nature of the job, and characteristics
of employees on the specific’' expression and effectiveness of
abilities demonstrated on the job. All these factors 1nf1uence"
performance in a specific context and situation (Riger *%&
Galligar, 1980). Effective managerial performance results from a
d1a1§ctlc between the manager and the situation (Putnam & He1nen,
1978 .

-Awareness of the multiplicity of contexts and their effect on
performance is important since educational institutions are not
in a position to change contexts directly. Educators seek change
indirectly by developing professionals who are oriented toward
service and who bring their abilities, commitment and
understanding of context to effect responsible change. Since
educators cannot effect change - directly, management educators
must focus on developing performance  characteristics and
competences that transfer across situations. h -

Practicing professionals cannot influence management
education directly either. Rather, their influence is felt
indirectly, as educators respond to demands for accountability
and validity of educational programs. Bducators cannot hope to
validate either the outcomes taught toward, or the learning
process, without conparlng these outcomes fo professional
standards and performance derived and demonstrated external to
professional schools. While a current "state of the art".of any ..
profession's standards and practice is not the whole of what must
be considered in curriculum development, such inclusion is
critical to educational evaluation and program validation which
leads to further program development efforts.

Contributions of L1bera1 Arts Colleges
to Management Educatlon

3

The 1liberal &rts educator has traditionally been responsible
for developing persons with the adaptability to respond to
changing contexts. But the liberal arts, as well as specialized
undergraduate programs such as business management, are being
more forcefully challenged to demonstrate that professional
preparaticn is linked to effective performance in the world of
work. Criticism has been 1leveled particularly against
traditional liberal arts colleges (Winter, 1979) where "learning
for its own sake" (rather than for a profession) is not always
linked to performance-oriented settings in business and industry.
To respond to the demand for more performance oriented education,
undergraduates need opportunities to apply their knowledge in
classroom and internship performance situations. They must also



be able to transfer these abilities from the college to the work
" setting. Finally, graduates must be able to continue to develop
their knowledge and abilities through their on-the-job experlence
and, as necessary, further professional education. :

One claim for a liberal arts education is that it develops
values and abilities that are critical for professional and
personal life. In contrast, an organization's personnel
development or inservice training programs are 1less able to
concentrate on broad abilities. They teach specific job related
rather than professional abilities and technical rather than
broad competences. Organizations, faced with situations of rapid
change and growing .economic constraints, are under enormous
pressure to deal with problems from a short run perspective
(Graves, 1980). Most organizations, therefore, focus on
selection and skill training and are unable to provide in dépth
opportunities for professional education except through mentoring
or internships. Focus on personnel development in addition to
selection and skill training is a relatively recent, if not an
innovative practicé (Moses, Note 1). Conceptudglizing the manager
as menter and educator is uncommon (Graves, 1980). Consequently,
the liberal arts educator continues to hold a key role in
developing professional, broadly educated managers.

The key to professionalizing management 1lies not only in.
developing grEduEteE—whU—demenstr&te—ﬂﬂkﬁﬁﬂﬁéaéAwa——$pans£un__aﬁ_____
abilities and competences that can be further developed through
experience and education. Management educators also need to
develop professional persons who demonstrate a disposition toward
lifelong learning, commitment to management as a profession, and
to benefiting society as a whole. This is particularly important
today, since attitudes toward taking on leadership roles entirely
motivated by commitment to one's career, or to the organization,
seem to be ‘changing.- Howard and Bray (1981) report that young
managers entering one "of America's largest and foremost
qorporations do not have the motivation to climb the corporate
ladder that management recruits had twenty years ago. Nor are
younger managers as likely to prefer leadership activities. They
do, however, have strong needs for helping others, and have the
Same interest as prior managers in individual task
accomplishment. Corporations may not be able to entice promising
managers into leadership roles through an appeal to personal
advancement alone. They may be able to motivate persons to take
on more responsibility as members of a profession oriented to the
development of others and to a long term commitment to society as
a whole. : "

Another issue facing the educator as well as today's
management graduate, is the decreased availability of desirable
positions, particularly in the public sector. In today's
economic climate, graduates may need to take a 1less than
satisfactory position at entry level, and use it to build their
own and their organization's expertise. Still, new opportunities
for positions in organizations have opened for some groups,
opportunities for women managers being a prime example. Thus, .
management educators have the responsibility to assist women to
grasp and maintain these opportunities in the face of overall
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declining trends. Professional education means developing
competences and commltmenf and then matching these abilities to
realistic opportunltles for demonstrating them, for careering and
for further professional development.

The authors will use this study to improve the management
program at Alverno College, a liberdl arts college for women.
Conseguently, this study will involve ' en  managers  as -
perticipants, although their performan?ﬁ_,:?llrbe analyzed for
managerial abilities peéformed.by men and(women managers.

Identifying and Assessing Competences
of Effective Managers “

v

An issue 1in proféssionalizing management  and creating
management .education curriculd is identifying, defining and
assessing for competences (American Association of Collegiate
Se¢hools of Business, Wingspread Conference 1982). Broad, generic
abilities specific to the:liberal arts take years to develop, and

lower levels of these abilities are usually developed through the
general education ocomponent of the college curriculum. From. a
professional educhtion perspective we ask what competences, built
on ‘these abilities, should be taught and assessed at the
undergraduate level in management? : ‘

Professional education in management is usually derived from
management and behavioral science theory, and job task analysis
studies (Klemp & Sokol, 1980). If we are to incorporate
management education 1nto the liberal arts and general education
curriculum, and vice versa, we need to derive abilities from
practice, not just theory. We also need to educate for abilities
that insure lifelong professional growth and development, not
just technical skills associated with an entry level position
that usually follows graduation. This perspective is critical if
graduates are genuinely going to be capable of contributing to

organizational objectives, and ultimately influence pudblic
policy. : ‘

Definition and Assessment of Competence:
Alverno College

Alverno's curriculum is related to professionalizing
management in the ways stated earlier because the faculty created
an outcome centered, competence based curriculum (Alverno College
Faculty, 1976, 1979). Faculty identified eight competences

taught and asseased through general education in the 1liberal
arts. .

Cochations
Ana¥ysis

Problem Solving

Valuing

Social Interaction

Taking Responsibility for the Environment
Involvement in the Contemporary World

Aesthetic Response .
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These competences are further developed through academic and
professional education in specialized areas with.a heavy emphasis
on "experiential learning"” (Donherty, Mentkowski & Conrad, 1978).
The experiential dimensions of the curriculum have been expanded
such that . students in each of the 14 academic and professional
departménts are immersed in  opportunities to experience
constraints at work by engaging in off-campus experiential
learning (OCEL) where transferring abilities learncd” in college
is a primary goal. . - -
For us, competences are more valid if derived from multiple,
expert sources. Alverno management faculty reviewed a wide range
of literature and tapped expertise of the practicing professional
community in initially creating its management curriculum several

15l

years ago when the demand for opportunities for women in :

management began. But faculty need to continue their .search for
ways to validate these abilities, to improve instruction, and to
expand  their ability to advise women who are seeking

opportunities to demonstrate their management competences and

careering skills. Through this %study, management faculty are™
increasing the number of sources for competence identification,
while enhancing the validity of the curriculum, the standards by
which students' abilities are judged, and the career advising
students receive. ‘ .

o

The Alverno Management Program

!

The -Alverno Management Program aims to meet the needs of
women seeking entry level management positions as well as those
seeking career and professional advancement opportunities.
Alverno management faculty focus on developing three of the eight

'competences as the key managerial competences.

e Analysis
e Problem Solving
® Social Interaction

They form the foundation for developing these chief management
program outcomes for students. !

o Effectively and consistently integrate
and apply managerial concepts and

. decision-making principles in a variety
of problem solving contexts

o Organize, direct and control those activites
that lead to taegk accomplishment and
achievement o. objectives

» Identify and choose leadership styles

which facilitate task accomplishment and
achievement of objectives

: 2o
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Both the competences-and the major outcomes emerged from faculty
rais‘ng the question of what abilities should.be the focus of a
manasgement education program that intends to\prepare graduates
for the future and the present work world. .

Analysis is the ability to identify agppropriate management
concepts and frameworks for understanding complex business
gituations. As students develop their abilities they become more
sophisticated in their ability to consistently and independently

‘apply these' frameworks 'in order to develop new hypotheses, new

relationships and new conclusions. Senior students are expected
to work ‘with minimal asgistance and direction from the faculty
and to be able to independently organize and effectively
communicate their analysis to a specified audience. 4

. Problem Solving Thvolves demonstrating both collaboration and
inZependence as key . components of a process. Students are
expyected to integrate. thei® analytic and social interaction
skills in order {o design and implement a problem solving process
in solving complex business/management problems. While desling
with a variety of problem situaticns, students assume different
roles in order -to. demonstrate their ability to consistently and
independently adopt multiple perspectives and™ adapt. to novel
gituations. Knowledge of relevant managemoht principles is
integral to dcceptable performance.. - ‘

Effective Social Interaction inte ?atégzzntérpersonal skills
with the problem solving process.. . Studentg 'are expected to
resolve interpersonal conflict and assume apprépriatef leadership
styles to get the job done. Learning experientes focus-on the
ability to deal with a variety of individuals and groups in an
objective manier, to use groups as a -collaborative problem
solving mode and to use interpersonal skills +¢q .gather ' data
through interviewing as an independent probleM solving mode.
Students learn to recognize the components of organizational
dynamics and to interact effectively in & professional situation.
They should be able to interact with other organizational levels,
and assume initiative in dealing with conflict, effectively plan
to achieve goals, and demonstrate commitment to their own
professional roles. In all cases, performance involves both what
the students know and how they use it in situations.

As faculty and as individuals who have had practical
managerial experiences, management’ faculty recognize the need to
validate the current management curriculum d to consistently
revise it to meet student and community needs. This study
represents one of several resources available to bridge the gap
between.faculty and the professional community in order to answer
these questions: What abilities does’ and should a manager
demonstrate on a day to day basis? How can faculty create and
integrate learning experiences into the currigulum that will
assist students to develop professionally? “How can they
integrate theory, research and practice? ’

Becaise the current manngement program places such a strong
emphasis on the experiential element in the curriculum, the above
questions take on significant meaning in terms of how students
are taught. The results of the study will have an impact on the
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case studies, simulations, in-bagket exercises, fieldwork,
projects, and role-playing exercises that are developed for
students in order to achieve department outcomes and professional

goals.
A J

\ ) ~
-

Defining Compétence as Developmental,
Holistic and Generic . - ;

‘
\

At Alverno, abilities or competences are considered to be
complex processes, rather than a taxonomy or list of behaviors.
The college takes on the responsibility for contributing to the
development of 1lifelong 1learners, and for being a catalyst for
the kind of learning in college that continues after pllege.
Therefore, faculty define competences as develomental, HO¥aL®
and generic (Mentkowski & Doherty, 1983). 3

For a competence to be develommental means that i%
teachable. Thus, competences are broken open into sequential

~descriptions or pedagogical 1levels that describe increasingly
‘complex elements and/or processes which students acquire over
time as the result of instruction and where each level requires a
more complex demonstration of the ability. Competences that are
developmental continue to develop after college, as additional
learning experiences on the Jjob or in formal situations
contribute toward their greater complexity.

For a competence to be holistic means that each developing
ability involves the whole person. Complex competences include a
hehavioral component, a knowledge‘ component, an affective or
self-perception component, as well as a motivation or disposition
component.

All or some of the elements of a competence can be inferred
from observable demongtration of performance. Traditionally,
colleges haveysrequired demonstratign of only the knowledge
compoﬁent. When competences are defined holistically, then
knowledge, skill, attitudes, self-perception and dispositioal
components arg specified. These components are expected to
become 1integrated, and together with other other abiliti:?.

S

involve the whole person. _ ' .

Competences are characterizqd as developmental and holistic
when ~persons-are better_able tohfemonstrate more complex aspects
and interrélationships followipgieducation and experience.- As
such, they are not personal 'i—sharacteristics or traits, but
abilities that can bé taught learned. Thus, persons with
more education and experience are more likely to demonstrate the
competences, provided there is the opportunity to do so.

For a competence to be generic means .that the developing,
holistic ability will, K transfer across situations and settings in
college- and work, but also to personal . and professional
situations after college. Generic competences equip students
with skills that transfer from one situation or. organizational-
setting to another, and across roles and positions within a
particular profession. Competences are expected ‘t¢  transfer.

Thé type of setting, organizational climate and nature of the
responsibilities of a particular position all influence

!
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behavioral manifestations of a competence. But an underlying
competence enables a person to perform effectively in" a wide
variety of situations and settings. Competences acquired in
college are expected to assist graduates not only in assuming a

professional role, but also in their personal roles such as
citizen, family member and parent.

Assessing for Co mpetences Causally
Related to Effective Performance

88k as educators is to insure that a professional
“;'f curriculum effects competent performance by graduates
. he World of work. Defining competences as causally related
to effective performance implies that tompetence cap be assessed
and judged on a continuum of, effectiveness in relation to
criteria. Indeed, the criteria define "effectiveness.”

Identifying A competences that discriminate effective from
ineffective perfoymance is critical if we are to select criteria
for assesament and credentialing in a competence based
educational system. In such a learning process, effective
performance is credentialed. Criteria or standards for
credentialing are set by professionals external to the learning
situation, in addition to standards derived internally from a
range of student performance. Asking 'students to perform
relative to standards set by professional expertise is usually
considered more rigorous than performing relative to standards
derived from a range of student performance alone.

Characteristics and principles of the assesament process for
judging effective performance are described in Assessment at

Alverno College (Alverno Conllege Faculty, 1979), and represent

one of the more recent directions in reconceptualizing assessment
(Wllllngham, 1980). ‘The Alverno assessment process is patterned
after? assessment center technology first developed in business
and industry. And Alverno faculty have relied on volunteer
assessors from the Milwaukee business and pr.{essional community

to judge effective student performance since 1973. This study is-

another attempt to involve t#le professional community in
credentialing graduates. -~ * ‘

The following description of Alverno's assessment process 19

"p;esented to clagify the -selection-of research—methods—used -

J hlS study. Two fundamental principles of assessment are

42901fy1ng criteria and relying on multiple jgﬁ‘ﬂpnts.“ Faculty

work to identify both specific and generic criteria for judging
student performance at a particular competence level. They also
recognize that any . one sample of student performance is just
that--a sample of what she is able to do in a given context, in
response to a particular stimulus, in a particular performance
mode, at a particular point in time.

Consequently, Alverno faculty rely on multiple judgments.
This means observing her performance cumulatively, in a number of
contexts, acrcss a number of settings, across time, and across a
variety of performance modes.

. A
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. Because of the complexity of the competences being assessed,
faculty design instruments complete with sti-ulus, performance
mode and criteria that elicit to the fullest extent, her
developing ability. Thus, Alverno faculty have committed
themselves to designing assessment techniques that employ
production tasks rather than recognition tasks. That is, the
student is required to generate a response to an instrument
stimulus rather than simply to recognize information.
Consequently, faculty are likely to employ performance modes such
as essay, group discussion, oral presentation, interview and
in-basket, rather than modes such as ,multiple choice, short
. answer, %rue-false, etc. These performance modes enable students
to demonstrate the behavior in a real rather than artificial
context (e.g., to demonstrate social interaction skills, she
would perform in an actual group discussion).

Use of production tasks requires expert judgment, defined as
special knowledge or skill ("expertise") that he ar she brings to
the judging situation and applies in a rigorous or disciplined
way. In the context of higher education, where we teach toward
sophisticated abilities, complex cognitive structures, and highly
skilled performances, we are accustomed ‘to the use of expert
judgment in instruction §nd asseassment. Expert .judgment, which
involves the use of inference in abstract analytical thinking, is
basi¢ to assessing student performance at advanced levels.
Expert judgment is a practical instructional and assessment tool
and is in constant use by faculty in higher education who insist
on production tasks to assess performance. A treatment of issues
surrounding the use of expert judgment can be found in
Mentkowski, Moeser and Strait (1983). .

Because the assessment of generic, holistic and developmental
competences involves qualitative, ‘expert judgment, considerable
attention is given to assessor training. Assessors (faculty,
off-campus practicing professionals, etc.) work together 1) to
understand the competence being assessed, 2) to understand the
criteria for judgment, 3) to learn to identify relevant examples
of student performance, 4) to apply the criteria to examples of
student performance, and 5) to give feedback to students. The
assessor must analyze student-generated performance, identify
relevant examples of behavior and apply criteria, and then
synthesize and infer a complex competence from multiple instances

o€ behavior. Consequently, two —or—more—assessors—areoften

employed {0 independently Jjudge performance and then come to
consensus. .

The faculty describe a heuristic ‘for designing assesaments
that include 1) -identifying components of an ability, 2)
designing an instrument, 3) identifying criteria for assessment,
4) applying criteria to student performance, 5) recording a
judgment, 6) giving feedback to a student on her performance
(since assessment is used for dtagnosis and learning
prescriptions), and 7) evaluating and revising the instrument to
further measure and develop unAerstanding of the competence being
assessed. _

Obviously, assessment of student performance leads - to
evaluation and .revision of instruments and clarification and
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further development of criteria for assessment. Faculty work to
continually clarify and develop criteria in order to specify both
specific and "generic criteria for credentialing. student
performance. But another major source of input in identifying
criteria are examples and perceptions of effective professional
performance. : ’ ‘ '

Identifying Perceptions of
Performance Characteristics e

"

Not only are we interested in identifying abilities from
multiple sources, we also wish to tap a variety of perspectives
that include the manager's perceptions as well as performance.
We believe that while performance and perceptions are not always
related, manager perceptions are also important. A curriculum
should reflect not only competences critical to effective
performance, but also performance characteristics that .the
professional community perceives as critical to effective
management performance. We expect-that perceptions and values
generated from day to day management expériences may differ from
the perceptions and values of an educator. Even though our
faculty as a group have managerial experience, their perceptions
do not cut across all organizational contexts and situation; nor
are they involved in the day to day operations that generate new
and unique perspectives. Further, since management is a new
field for women, women's perceptions are critical to assess. )

In sum, our curriculum is designed to graduate competent
women professionals in management. We sre interested in
identifying perceptions of performance characteristics,  and
competences of effective women managers. We expect that sur
study will contribute to equalizing the opportunity of all
concerned professionals to influence the education of managers.

Definition and Assessment of Competence:
Job Competence Assessment

How Alverno defines, assesses and validates competence
underlies the choice of the research methodology, Job Competence
Assessment, employed in this study to carry out the résearch
objectives. McBer and Company created this research methodology
(Boyatzis, 1982; Klemp, 1978, 1980; Klemp & Spencer, in press;
McClelland, 1978) for identifying and validating competences
descriptive of effective performance from professional
performance interviews and inventories. " The following
description of how McBer defines, assesses and validates
competence points out the similarity between Alverno and McBer
methods, and supports utilizing the method in our own work. A

more detailed description is contained in the Method section.

The definition of competence basic to Job Competence
Assessment is similar to Alverno's. -Competence is also defined
as develommental. Competences can be taught. Competences are
holistic, that is, characteristic of persons, an interrelated set

o
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of skills, knowledge, disposition, motivation and attitudes.
Competences are generic abilities that transfer across situations
and contexts. Further, competences are valid when they are
demonstrated to be causally related to effective performance.

"The kernel of competence lies in effective performance by an
individual. For the purpose of this report, a competency, or
component or overall competence, is a characteristic of an
individual that underlies effective work performance. A
competency can be any human quality: It can be knowledge, a
category of usable information organized around a specific
content area (for example, knowledge of mathematics); it can
be a skill, the ability to demonstrate a set of behaviors or
processes related to a performance goal (for example, logical
thinking); it can be a trait, a consistent way of responding
to an equivalent set of stimuli (for‘example, initiative); it
can be a self-schema, a person's image of self and his or her
evaluation of that image (for example, self-image as a
professional); or it can be a motive, a recurrent concern for
a goal state or condition which drives, selects, and directs
behavior of the individual (for example, the need for
efficacy). A person  may possess  many of these
characteristics, but by our definition, if the knowledge,
skill, trait, self-schema, or motive is not explicity related
to effective performance, it is not a competency"” (Klemp &
Sokol, 1980).

Job Competence Assessment is designed to identify competences
that are not only related to effective performance, but that
cause effective performance (Huff, 1977; Boyatzis, 1982,.
Competences are characteristics of persons who are effective,
although McBer recognizes that "individual competence must be
considered within a system, which includes the person, the job,
and the work environment within which the two interact” (Klemp &
Sokol, 1980, p.3). The methodology is based on the assumption
that:

¢« « « the best way to ii.. Ty knowledges, skills,
abilities, or other characteristics of the effective
performer is to identify the effective performer, study what
he or she actually ..o on the job that distinguishes him or
her from individuals whose performance is less satisfactory,
ard _.identify the knowledges, skills, abilities, or
characteristics implied by these behaviors that are
responsible for this difference" (Klemp & Sokol, 1980, p.3).

- Competences are causaliy related to effective performance if
they are more 1likely to be demonstrated by outstanding or
superior performers on the job. Thus, each of the competences
they define discriminates outstanding from good or average:
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performers. A competence is considered valid if it is related to
effective performance in this way.

Job Competence Assessment is based on the notion thet
abilities derived from management and theory and job task
analysis studies rarely identify those competences or behaviors
that are related to effective performance (Kiemp & Sokol, 1980;
Boyatzis, 1982). ‘Nor do the studies describe which of these
abilities are more important, how the several abilities are
interrelated, or the combination of abilities’ that is critical
for effective performance. While +task analyses describe
behaviors or skills that are required for a particular job, they
do not assist the person to understand just what abilities result
in  acceptable or superior ' performance. Further, job" task
analyses often yield the technical sgkills necessary for entry
level performance, but not the generic competences that function
as personal abilities or characteristics that the person can call
on to manage his or her own performance (e.g., "theory of
action," Argyris & Schon, 1974). Further, statements of
behaviors that make up performance in a profession are often not
linked to the underlying ability +that needs to be developed
(e.g., valuing ability). ,

Job task analyses often do not provide examples of effective
performance, set in a particular context, that instructors can
use as teaching tools,’and from which they can derive standards
or criteria for assessment. McBer's research method recognizes
the importance of setting criterion referenced rather than nomm
referenced standards in competence based assessment, and expects
to yield examples of performance that are behaviorally specific
rather than vague. Thus, assessmen’. designers have a clearer
idea of what an ability or competence 1looks 1like, making an
ability more open to observation, and consequently, reliable
assessment. Further, behaviorally specific examples also provide
the assessor: with more information for developing specific
feedback to a student. :

Job Competence Assessment also uses similar principles of
assessment in deriving competences from performance data. They
rely on multiple judgments, specify criteria, and are more likely
to use production type instruments. Further, assessors who code
performance data from professionals are trained in the
methodology. Finally, while Job Competence Assessment focuses on
the performance of professionals, it also uses inventories to.

-—8tudy-the—perceptions of the performance characteristics managers
believe are relevant to management, critical for educating . and
selecting managers, and descriptive of outstanding performers.

The present study is designed to describe the competences of
effective women managers, and to identify . how they are
interrelated. We are also interested in the extent to which
these competences can be described as developmental, holistic and
generic. Competences are considered more develomsntal and
holistic if related to education, experience, and 1level of
current position, and as more generic if wunrelated to type or
size of the organization in which they are demonstrated.

We also plan to examine managers' perceptions of performance
characteristics relevant to management, critical for education
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and selection, and as discriminating outstanding managers. At
the same time, we will examine +the relationship between

performance of competences and perceptions of performance
characteristics.

Women in Management

While the major focus of our study is to improve our
understanding of management competences and their
interrelationships, we are also committed to enhancing the
careering and professional development of women management
students. Examining the context in which women enter management
is important if educators are to do adequate careering advising.

Faculty ©both initiate and reinforce  careering and
professionalism through coursework and advising in general
education areas, and particularly in academic and professional
areas of study, in this case, management. Alverno's Office of
Career Development concentrates on advising and developing
careering skills that assist students to examine opportunities
and issues in the world of work, in relation to their own
interests, competences and goals. Our efforts to advise students
in careering and professional development are critical if we are
to prepare students to "read" work settings, to negotiate the
work world, to match abilities to realistic opporturities, and to
continue learning and developing competence through experience.
Thus, another important part of management curriculum is
educating for careering and professional development. Faculty
wish to maximize ‘a student's chances for obtaining the kind of
position and setting that supports developing her abilities, and
through her, the persons and organizations she leads and serves.

Careering and Professional Development

An important asset to educators initiating persors into a
profession is having models.- of effective professionals in the
field and descriptions of their careering and abilities.
Studying women managers allows us to develop a more realistic
picture of careering indicators and experience of this emerging
group. Describing current position and range of work experience

.8ives some insight into the kinds of career paths women have

taken. While current position 1level and salary increases are
indicators of careering success, we are also interested 'in
mobility within a particular organization as an indicator of
breadth and depth of experience and advancement. Do women expect
to be promoted? Are these women satisfied with management as a
career? All of these variables can also be expected to be a
function of opportunity.

Professional development takes many forms. Wé are
interested, of course, in women managers level of esducation,
both related and unrelated to management, whether she has
specialized in management, and if she has completed a management
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training program. To what extent does she engage in professional
activities, and in what kinds? Generally, we expect -that age,
experience and education will be positively related to level of
career achievement.

~ Opportunity for Careering

Discrimination against working women has been well documented
(Riger & Galligan, 1980). Of all working women, five percent are
in managerial positions; 15 percent of all workifig men hold such
positions (Baron, 1977). A recent research report indicated that
the proportion of managerial professional positions filled by
women jumped from 11 percent in 1970 to 20 percent in 1979
(Dynamic Years, 1982). Howevep, some types of organizations have
traditionally employed more women, and there is a better climate
and opportunity in these firms for women to advance to management
positions (e.g., insurance, banking, retail). Changes in
attitudes toward employing women have occurred during the last
few years. The women's movement and Equal Employment Opportunity
Commission (EEOC) guidelines are two contributors to attitude
change in organizations and to women's career expectations. In
1965, men and women in business expected that equal access for
women in management existed in only a few areas such as retail
trade, in staff rather than line positions, in smaller companies
and in government and educational/social service .organizations.
Virtually no opportunity was seen in production Jjobs in
manufacturing (Bcwman, Worthy, & Greyser, 1965). It will be
interesting to compare these views with the actual distribution
of women managers across organizations in this study.

But women are unlikely to secure many top jobs in management
in record numbers in the near future (Salomon, 1980). Yet, many
articles in the professional and popular press have concentrated
on women at the top, describing their careering, characteristics,
abilities, interests, their advice to other women and the
circumstances of their personel lives. ’

In our view, studying the personal charactertistics of these
unique women, whose careers are less & response to today's
climate, is unlikely to give us a complete picture of the
abilities it takes to succeed in management today. Further,
studying the situation in which these women are currently working
may not be as fruitful given the external economic enviromnment
most organizations are currently experiencing. Some persons have
predicted less opportunity for women--or at least a plateauing of
~opportunity at the top. .

Our own study has a different focus. Our major task is not
to explain why women are less likely to make it to the top, or to
concentrate on the unique abilities of the few that do (e.g.,’
Hennig & Jardim, 1977). In this study, our focus is on women in
middle management. Realistically, we are educating women for
entry level and middle management positions, expecting . that some
will obtain top management positions. Middle manager 1is a
position more attainable than top management and the probability
nf available openings is greater. Middle mensgement is where we
are likely to find enough women participants. :
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We ultimately included a small group of women executives we
identified during the course of the study because one outcome of
McBer's studies of job competence across a range of occupations
is the finding that "the most efficient way to identify and
analyze job competence is to place primary emphasis on an
analysis of people in the most senior position” (Klemp, 1977, p.
4). Some critical entry level competences have been found to
hinder career advancement. According to Klemp, most jobs beyond
entry level require work management, cooperation with others,
delegation, 1long range planning, and interpersonal influence.
Professional programs that focus exclusively on technical level
skills may be preparing graduates for entry level positions, but
not for promotion or higher level positions.

But do women in middle management appear, to have increased
opportunity for management positions? If so, we ought to be able
to identify a large enough group of women across a range of
organizations in order to conduct our study. One indicatnr of
increased opportunity is finding more younger than older women in
management, because Jyounger women are more likely to have
benefited from EEOC guidelines. Another indicator of increased
opportunity fgr women in management is the extent to which women
are experiencing greater socioeconomic mobility. Women managers
today may be expected to have higher occupational status than
their mothers.

Does opportunity differ depending on the organization? Do we
indeed find more managers in some types of industries? And what
are managers' perceptions of opportunity for management positions
in Milwaukee? Since mest of our graduates remain in this
geographical area, it is particularly appropriate that we conduct
a study of managers in Milwaukee.

Support for Careering

Another important factor affecting careering and professional
development in management may be the degree of support available
to women entering the field. One source of potential support
is one's colleagues, another is one's family. .

We intend to study effective women managers. These women are
more likely part of a network of managers, because they are
selected by a member of the business community external to their
own organization (cf. Method). We are likely, therefore, to be
involving women who have made it in management. Since they are
part of a network of some kind, we are also less likely 'to be
involving women who are isolated "tokens,” pressured by the
demands of a hostile environment with 1little or no; meaﬁs of
support. . '«4ﬁ ,,,,,,,,, o

Middle managers, at least the younger group, are more 1ikely
to have benefited from the women's movement, and to' have
established a network of other women managers:who can serve as
colleagues or even mentors. They are also 1less likely to be
"token" women. Kanter (1977) suggests that an important factor
for women making it in management may be the presence of ~pther
managers against whom they are compared, which works agginst

7 o
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feminine stereotypes. Riger & Galligan (1980) point to research

‘suggesting that minority persons are more 1likely to elicit

stereotypic responses from others if they are "the only
individuals in their organizations (Taylor, Fiske, Close,
Anderson, & Ruderman, 1977). We plan to compare the careering
and performance of women who are employed by organizations where
there are more women managers in the organization. We expect
that those organizations have more -potential sources of support
than those with none, one, or two managers.

What kin! of support exists for women breaking into a
nontraditional field? ': they experience support in their
personal lives for taking on this new role?

- Villadsen (1980) found that husband's support was an-
important factor in women administrators’ ability to integrate
career and family. e reasoned that husbands who have a similar
or higher level of occupational status will be more 1likely to
provide support because they can better empathize with career
demands. How does occupational status of married women managers
compare to that of their husbands?

An  important consideration for working women has to do witn
the extent to which they have multiple roles including wife and
mother. Are women in management married? Do they have children?
To what extent do these women engage in careering given that many
women are wives ‘and parents as well as career women? The wife
role demands homemaking, and the mother role, childrearing.
Consequently, there may be role conflict. Multiple roles might
be expected to impede ability to. devote adequate time to
careering and professional develomment. Home and family
responsibilities could be seen as . barriers to effective
sogialization at work (Jerdee & Rosen, 1976) and performance on
the job (Hall, 1972), particularly in a profession which
traditionally has not accomodated itself to women and their
multiple responsibilities. BEven though women do not have
children, there are potential conflicts in dual career families,
such that single women without children may have more time to
devote +to careering, should they choose to do so. We are not
implying that the kinds of problems that arise cannot bde
resolved, but rather that there is not a great deal of experience
or expertise to draw on in either professional or popular
literature to assist either men or women to cope with dual career
conflicts or with conflicting work and family obligations.

Socialization for Careering

Several studies of women in management have researched - -
socialization factors that lead to careering and professional
development. While we are not focusing on this issue in the
present study, we will examine\\the relationship between some
common background factors (e.g., year of birth, whether the
mother worked outside the home, mother's and father's occupation,’
and birth order) on careering and “professional develomment
variables. Finally, we are interested in.the interrelationships
among opportunity, support and sociaiizatibn variables in
relation to careering and professional deveropnent.

N,
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Relatings Careering and Professional Development :
to Effective Managerial Performance

A major issue for individuals in management is the extent to
which careering and professional development factors aré related
to effective managerial performance. T7learly, acquisition of

_competences during professional educat -1 does not guarantee that

the pergon will be able to demonscrate them. Terborg (1977)
comments that research limited to» correlations between
s&lf-report predictors and self-report criteria should be
discouraged and that more attertion must be focused on
measurement of behaviors. We agree. Therefore, attention in this
study is focused on how self-report careering, and professional
development is related to competence. We are interested in how
effective performance is related to variables traditionally
thought to affect competent performance, like age, education and
experience.

We are also concerned with the degree to which competences
are developmental,, holistic and generic. In our study of
competences of effective women managers, .we examine the
relationship between education, breadth and depth of experience
or advancement, position 1level, and- type and size of an
organization on the performance of competences. These factors
are studied to examine the validity of competences causally
related to effective performance as developmental, holistic  and
generic. . . } )

" Another interest lies in relating all these factors to
effective performance so we can improve our efforts to -~dvise

management students. We theref. e r * 3@ at. thi.s
to re-examine them through a dif<¥ .ren: s in sh? i
on a few of the issues and problems: id fie. abc

relatlvely recent wave of research on women ir managnme:
(Kanter, 1977; Riger & Galligan, 1980; Terborg, 1977), attempting
to better understand the relationships between opportunity and
support factors and careering and professional development. Our
.own data, ‘gathered primarily for purposes of studying the
competences related to effective performance, can only partly
illuminate these broader issues. Relationships between careering
and competence must be approached with care and caution for three
reasons. First, it is difficult but critical to research both
perscn and situation variables (Riger and Galligan, 1980).
Second, effective managerial performance is not necessarily tied
to career advancement for male managers (Graves, 1980). Third,
an adequate exploration .of these issues rests on understanding a
great deal more ebout the organizations participating .than we
were able to collect given the major objective of our study (se _
Method: Pilot Study of Procedures for Identifying and Contacting
Managers and Organlzations)

Riger and Galligan (1980) explored competing paradigms for
researching explanations of women's lack of job advancement in
management. They comment on the importance of not researching
either pérson variables or situation variables alone, but
studying personal characteristics relative to gituation
explanations. - Riger and Galligan claim that most explanatic s
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for the lesser number of women than men holding “management
positions are centered in a trait or characteristic approach to
the problem. They claim that emphasis on the abilities or skills
that make up managerial performance on the part of women can lead
to focusing on the woman and finding her wanting--whether through
inadequate socialization or acquisition of feminine role
characteristics. Any approach to solving the problem of the lack
of women in management needs to concern itself with the
interaction of both person- and situation-centéred variables.
One must change organizations as well as to educate women to
demonstrate more sophisticated abilities and skills.

We are also responsive to the concern leveled against
psychological approaches to studying traits and personal
characteristics with little or no attempt to consider these
characteristics in the context of the situation with which they
interact and arise. As educators, we are not free to abandon the
study of competences descriptive of women managers, or their
- performance characteristics if you will, and study organizations.

Educational institutions concentrate on personal and intellectual
development, and do not have opportunities to change
organizations except in the sense that they develop students who
become progressively more effective change agents within an
institution or organization. Turther, educational institutions
must focus on developing those abilities or competences that
transfer across situations, porganizations and even careers, and
that contribute to lifelong professional growth.

Yet this does not mean that a research approach carried out
‘ to identify and define competences of women in management should
-ignore the context of organizations or the forces that motivate,
change, coerce or interact with behavior of the individual. One
part of any educational curriculum is the development of
competences thet include considering the context, situation, and
environment, and responding to such factors when selectively
performing competences. = ' )

We have attempted a resdlution of the need to study the
perscn in context by defining competences as causally related o
effective performance. Further, we collect performance data in
‘such - a way that a woman manager provides information on the
context, what led up to her behavior.as well as the result, and
the actual situation in which she performed a . particular
competence. Thus, the competences are béhaviSrale, and
situationally grounded. By studying women managers across a wide
range of organizations, we are attempting to identify cbmpetences_
.of women managers that reflect a wide range of settings, and that
float to ,the top: despite the coﬁqﬁraints or demands of the -
position or work enviromment. o o .

Graves' 7v1980) research indicates +that career success
(measured by salary increases) .is not necessarily tied to
effectiveness (measured by evalustions of performance by
superiors and colleagues). Abilities that _may result in
promotion may not necessarily be . those that are . related to
effective . performance in one's position. Graves found that a
number of skills important to climbing the. career 1ladder were
negatively related to effective performance in the managerial
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role. For example, individual, unilateral action by managers
toward short term goals in their own ‘'work unit, verbal and
reasoning abilities, and a controlled public image not given to
emotion or excitability were positively related to success
(percent sslary increase) and negatively related to effectiveness
(performance evaluations). In contrast, effective management
behaviors such as delegation, teanm building, goal setting,
honesty with subordinates, and keeping them informed. on
job-related matters are positively related to effectiveness and
negatively related to success. Graves points out that
organizations should reward abilities that lead to effectiveness"
as well as those that lead to success. -

The extent to which success is predicted by effectiveness is
related to opportunity. To what extent will women who expect to
be promoted because of their effectiveness actually receive the
monetary and status rewards of the business world? Is education,
experience, and position related to effectiveness? Is the
opportunity for networking with other women managers in the
organization releteq to women’s effectiveness? Does fulfilling
the multiple roles of careering, wife and parenting 3j .pede
women s ability to perform? These are some of the questions we
plan to investigate.

How do Women Managers' Competences Compare
to Those of Men? .

We do Egg_wish to create the impression that we believe there
are such wide differences in the way women manage that a
competence model will be particularly different from one
described by male managers. Rather, we are ‘interested in
creating ‘a model of managerial performance that is inclusive of .
the wide variety of strategies used in management. Any change in
composition of any professional group argues for the new group's
inclusion, and is particularly important for us since we educate
women. ) ' . 4 _ :

Riger and -Galligan do suggest that women make "unique
contributions (to managemént) that can be obtained from more
traditionally feminine orientations" (1980, p. 908). Thev point
out thet tradltlonally masculine work stgles are not necessarily
preoduc tive for the person or for the organlzatlon., .

We believe that any profe331on mey be enhanced by educating
for the unlque abilities that are more characteristic of feminine
. role sociallzac1on and that may ease the debllltateng effects of
a 31ngle—Lrnded, "get ahead" orientation which may neégatively
affect the profe381onal s physical and mental health (Pleck

1976; Pleck & Brandon, 1978), or'the organizations' ability 'to
develop subordinates (Graves, 1980). Whether the abilities
Yelated specifically to effective performance in management
~differ. for men and women is open to gquestion. Predictors such as
- biographical data and assessment center ratings, which have been
validated on men, also predict managerial performance for women
(Moses & Boehm, 1975) :

~
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While the purpose of the presént study ig not to describe thé/
unique abilities that women may contribute to management given
their traditionally feminine socialization, we do intend at a
later time to compare results from this s@udy to male ﬁanager'
performance in other studies (Boyatzis, 1982) in order to examine N\

this issue.
-~

Summary of Research and Curriculum
Development Goals o N

The present study has the frllowing research goals.

(1) Develop a competence model for effective
managerial performance ’

.©® Describe the competences of effective
managers and their interrelationships

‘e Describe the extent to waich the
competences are develomental, holistic
and generic

<

(2) 1Identify managers' perceptions of
performance characteristics relevant to
management, critical for education and

{ selection, and descriptive of outstanding
., managers
¢ Compare perceptions to performance of
compelkences

o Integrate perceptions into the “ o
’ . competence model for effective '
*  managerial performance
. . : Q
(3) Describe the careering and professiqngi

development of women iz managemnent to y S

e Examine if level of gfducation and
experience affect careering

e Examine if opportunity, support and 4
early socialization factors affect
careering and professional development

L) L

(4) Examine if women in differemt types
, of organizations, and careering and
professional development perform a
a wider range of competences

//‘ 21
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These research goals are seen as contributing to the
following curriculum development goals. (

(1) Develop a competence model of effective
managerial performance represenfative of
women's abilities that can serve to validate,
and consequently improve, competences taught
toward in management curricula

(2) Create a pool of behavioral examples set
within particular contexts that can serve as
instructional tools, assessment criteria and
feedback for management students

(3) Advise women students in careering and'
professional develomment and how such
development relates to effective performance
in the managerial role

By using e methodology that yields competences causally
related to effective performance, we are enhancing the
probability .that competences students demonstrate in college can’
be developed through education and experience, transfer across
work enviromments, and contribute to 1lifelong professional
development. At the same time, by using a methodology that
focuses on perceptions of performance characteristics, as well as
performance of competences, we increase the perspectives tapped
and further enlighten our understanding. By focusing on women
managers as participants, we are btroadening the opportunity for
women students to regeive adequate career advising and for women
professionals to influence the education and work opportunities
of their future colleagues.
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METHOD

Pilot Study of Procedures for Identifying and
Contacting Managers and Organizations

In designing our study, we recognized that we were involving
a group of persons who are relatively rare in organizations.
Indeed, an important first objective for the study is %o generate
information about women managers as a whole. One contribution
our study makes to the profession 1is to better describe the
general characteristics of this emerging professional group.

While we had selected a tested methodology in the field of
management, we also recognized that we needed to make some
ad justments in the method in view of the special conditions under
which we were conducting the research. Job Competence Assessment
is generally used by researchers at McBer and Company who are
invited consultants to a single company where a group of managers
can be more easily targeted and involved in the study as part of
.expected job responsibilities. The company receives, as an
immediate benefit, a competence model that 1is organization
specific. In contrast, we are expecting to involve a wide range
of companies and a group of managers difficult to identify and
select, which makes it impossible to wuse that aspect of Job
Competence Assessment for discriminating outstanding and good
manager groups.

Further, the organizations and managers participating could
expect only a long range benefit of improving entry level
professional qualifications of management graduates. Managers
who participated would be contributing their time outside
expected job responsibilities.

Following specification of the original design for the study
of women managers, the Management Research Team conducted a pilot
study to respond to several issues:

o What level of management should we study
(entry level, middle, top), in what types
of organizations (profit-making, size, etc.)?

e How do we identify a sample of women managers
given the paucity of women in management?

e How do we identify a sample of organizations?

e How do we distinguish "outstanding"” women
managers from'"good" women managers so we can
validate competences related to effective
performance?

e What procedures will be most effective in

enlisting the cooperation of organizations
and managers to be involved in the study?
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Given these practical methodological and political issues, it
became clear to us early on that careful attention to developing
sampling, selection and contacting procedures would be critical
if the study were to be successful. To respond to these issues
we need to: o

® Select criteria for including managers and
organization, -

e Estimate the probability of being able to
identify a large enough sample of women
managers, given that we would need to
equalize criteria for selection of
managers and organizations,

e Create methods for identifying outstanding
managers and organizations, and

e Identify factors affecting the likelihood
managers and organizations would cooperate and
create procedures sensitive to these factors.

Therefore, the Management Research Team conducted pilot
studies of managers and companies, tapped several sources of
expert judgment at the college and in the’ business community, and
pretested procedures in two companies before arriving at the
final study procedure, and beginning data collection. The
following section describes the rationale and results of this
process. We Dbelieve the outcom~ of this initial phase of the
management study, which lasted 18 months, accounted for our
success in conducting the study and yielded the kind of
information critical for conducting studies of women in
management other than this study.

ilow Do We Identify Women Managers
and Organizations?

Clearly, most studies of women managers are faced with
difficulties in identifying the sample, and in obtaining a large
enough group to participate. In Job Competence Assessment, a
competence model 1is usually deysloped through interviewing
persons in the same organ on. We planned to interview
individuals across a large number of organizstions to insure an
adequate sample. The advantage is that a competence model may be
validated across a wide range of organizations, provided we can
specify criteria for identifying a sample of organizations.

Another issue in identifying a sample of women managers
across a wide range of companies, is creating a set of criteria
for identifying "manager" independent of any organization's
criteria for manager selection. For example, an organization may
identify its managers for us, but the criteria for calling a
woman a manager may differ across organizations. Criteria for
"manager” enables us to screen for a sample of women managers
employed by organizations with somewhat comparable organizational

astructures.
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Criteria for Identification
of Managers '

Despite gains made in recent years by women in the labor
force, it is still wunusual to find women 1in managerial and
executive positions (Kanter, 1977). Given the paucity of women
managers at the top level of management, it seemed that we would
be more likely to obtain an adequate sample at the middle level,
even though we recognize that the higher the level of managers we
include, the more likely we are to build an adequate competence
model. We also observed that the literature and popular press
had concentrated somewhat on top level executives and that we
needed to study middle level managers in particular to improve
management curricula. Because management at the supervisory
level has a somewhat different character (i.e., more oriented
exclusively to "people-management") than it does at other levels,
we decided to confine the study to middle-management, recognizing
that some variability would occur. By restricting the sample in
this way, the study could focus on that aspect of management
which represented essentially an end-point in careering terms and
we would not suffer the difficulty of combining more than one
distinctive type of management function. We chose the following
criteria for including or excluding managers:

e Holds a position above entry level
e Is salaried

e Has at least two other persons officially
reporting to her ‘

o Has the authority to select and terminate
her own staff

e Has budgetary responsibility
e Regularly has discretion over her own time

e Spends no more than 20 percent of her time
performing non-managerial functions

e Is identified by her company as having
primarily managerial responsibilities

e Is promotable \

After discussing the criterion "Has at ‘least two other
persons officially reporting to her" with executives in the
banking industry, we decided not to require a specific minimum
number of persons reporting to the person interviewed. The
executives explained that many truly middle management ypositions
in service oriented companies did not involve extensive reporting
relationships, even at the vice-president level. Therefore, the
criterion was relaxed for service industry positions.
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Consequently, a member of the research team from the
Management Department uadertook a pilot study (Bifney, 1978). A
comprehensive literature review and discussion with several U.S.
offices (e.g. EEOC, Department of Commerce, lLabor, etc.) found no
related study to provide us with information on where women
managers were employed in Milwaukee. (Equal Employment
Opportunity Commission (EEOC) reports are confidential.)

Six representative firms were then surveyed to identify how
many womeri managers were employed given our criteria. In the
organizations surveyed, women were employed in important
executive and managerial positions but in small numbers (e.g. one
service company employing over 10,000 had 18 women who might meet
the criteria; the others ranged from two to 12).' We concluded
that we could expect to contact 30 firms to obtain a sampie of 80
women managers.

Criteria for Selection
of Companies

A second step was to develop criteria for selecting
organizations. The preliminary survey of six companies Dbelieved
to have opportunities for women found that the number of women
managers varied from two to 18. Therefore, we planned to choose
several companies to meet our sample size requirements. We also
chose to 1limit the study to private, profit making corporations
within the Milwaukee area. By restricting the study to the
private sector, we hoped to eliminate such noncompetence factors
in careering as seniority, time in grade and political
appointments. By involving profitmaking organizations, such
factors as profits and cost contaimments can be used in measuring
careeriﬁg success in managerial performance and contribution
toward organizational goals. By rejecting sole proprietorships
and partnerships, we would decrease the likelihood of including
managers who are in their positions because of capital
capabilities and/or nepotism. Therefore, we planned a study
limited to corporations.

Although size of an organization can be measured in many
ways, such as. assets, sales and employees, we chose to measure
companies by number of employees in that our study is
behaviorally oriented and is concerned with such factors as the
supervision of personnel. We could involve firms +that have
anywhere from one to 50,000 employees. As corporations increase
in size so does their complexity, organizational hierarchy and
specialization. For purposes of comparing the characteristics of
managers, it is desirable to deal with organizations having
reasonably close similarities in organizational structure.

For example, similarity in departmentalization would be
useful in comparisons. We would want organizations which would
have departmentalization in both line and staff positions such as
personnel, accounting, marketing, production, engineering,
finance and public relations. As women obtain managerial
positiona, commonality and interaction of marnagers working with
managers in other departments is more likely to occur.
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We based our measure of organizational ‘size on number of
employees because managerial responsibilities include supervision
of employees. For purposes of comparing managers across several
companies, we wished to deal with organizations having reasonably
close similarity in organizational structure since we hoped to
control for degree of departmentalization. Departmentalization
is most commonly found in firms employing 300 or more persons.
Therefore, we initially decided to involve only firms employing
300 or more people.

Criteria for Types
of Organizations

Women are most commonly employed in such areas as retailing,
insurance, banking, finance, and other service-related
organizations, and we -expected that these industries would be
included. We initially expected to look at only a representative
sample of manufacturing industries to determine whether we were
assuming they had few women manugers without cause. Since women
are recently employed in a wider variety of types of industries,
a study of managers should rot necessarily be restricted to
certain types. Nevertheless, in selecting a sample, we intended
that the number of women interviewed from different types of
industries should be representative snd highly correlated to thé
actual distribution of women found within different types of
organizations. :

The geographic area was limited tc the Milwaukee Standard
Metropolitan Statistical area which includes the counties of
Milwaukee, Waukesha, Washington and Ozaukece. Identification of
firms during the pilot studies was made through the use of the
Classified Directory of Wisconsin Manufecturers and a 1list of
major employers in metropoiitan Milwaukee published by the
Metropolitan Milwaukee Association of Commerce (1977, 1978).

‘Considering all these factors, we expected to limit our study
to companies meeting the following criteria:

e Private

e Profit-making

® Incorporated

e More than 300 employees

® Service-related organizations, with
a subsample of manufacturing firms

® Located within the Milwaukee Standard
Metropolitan Statistical area

In this initial approach, the design and procedure was

predicated on the assumption that we would be sampling
organizations, and then interviewing all managers 1in these
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companies.© To this end, we completed a second phase of the
study. We created a list of all companies meeting the above
‘criteria--some 175 firms. of these, about 60 were
serVice-related.. This 1list also served to evaluate the
representativeness of the organizations in our final sample.

We proposed to randomly selert five companies from the
manufacturing group to identify women meeting our maragerial
criteria. From the service-related group, we proposed contacting
- the companies where we already knew that a relatively large
number of women held managerial positions. After exhausting this
known sample, we initially planned to randomly select other
companies until we reached our planned sample size.

How do we Identify Outstanding Women Managers?

Job Competence Assessment calls for identifying "outstanding"
and "good" professionals prior to interviewing through a peer
nomination procedure (Kkane & Lawler, 1978; Klemp & Sckol, 1980;
Mentkowski, DeBack, Bishop, Allen & Blanton, 1980).

Since we could not reasonably incorporate a peer nomination
procedure, as we did in our study of professional nurses
(Mentkowski, et al., 1980) to determine which managers are
"outstanding" and “good," we initially planned to wuse multiple
indicators %o make this judgment. Specifically, we planned to
ask questions after the interview on current position,
experience, percent of salary increase, and expectation of
promotion. This informaticn, along with judgments by a panel of
experts who would evaluate the performance interview on quality
of job performance, could be used to determine "outstanding” vs.
"good" managers. We rejected using quantitative and. qualitative
performance measures used by the companies themselves, since
crlterla used across organizations would not be comparable.

Consequent)y, we devised but later rzjected u31ng a one page,
five item questionnaire to be given to the manager's supervisor,
with her permission. The questionnaire asked the manager to
respond to the following questions on a six point scale:

# Will this person be promoted?

e How effective is she at this position
compared to the most effective person
you have ''nown?

o How would you rate her overall performance?

e Thinking of objective criteria used by this
company to judge department output, how

productive is she?

® Would you rehire her at this position?
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What Procedures Will be Most Effective in Enlisting
the Cooperation of Organizations and Managers?

Our initial contacts with six organizations led us to expect
cooperation provided we followed organizational protocol for
contacting both the organization and its managers. This. was
particularly important since identifying women managers within
companies would be politically sensitive. Given the emphasis on
affirmative action, the number of women managers a company does
or does not have is of concern. Most organizations are very
sensitive to releasing any information relative to the BEqual
Employment Opportunity Act. This is especially true if a company
is just beginning to. develop an affirmative action program and is
delivering services.or goods under federal contract. Involvement
in the study could also have a potential impact on the woman
herself. Being identified, or not identified, when she is
already under some pressure to perform, and is probably already
singled o1t because she is in a male-dominated profession, could
affect her willingness to participate. We also were sensitive to
the -compatitive nature of the business world, and devised
confidentiality procedures for protecting the organization's and
manager's identity. These issues underscored our plan to - study
the competences of managers and not the organization itself. Our
major reason for the study was to improve educational practice.

Consequently, once we had created a list of organizations, we
devised a procedure for contacting that included a plan to
involve "friends" of Alverno within and outside the companies who
would either initiate contact with the company or support our
request. They could also provide - information on a particular
organization's protocol that would be helpful in making a
contact. We simultaneously identified persons in the community
related to, or working with the college, that could be “contact"
persons. These included the Board of Trustees, whose membership

~is comprised of many top executives in the Milwaukee business

community, Alverno assessors, other contributors to the college,
etc. We created this 1list in cooperation with Alverno's
President, the Development Office, Of f-Campus Experiential
Learnirg staff, and other college personnel who dealt with
corporations. For each of the 175 firms, we identified "contact"”
persons, and expected them to "pave the way" for an
organization's participation.

The following procedures were proposed. The President of
Alverno College would send a letter introducing the study to the
President of the organization and to all personnel in the
organization who had some relationship to the college. After one
week, our President would make a follow-up phone call to the
company president to enlist cooperation, insure confidentiality,
assure the firm that the project had the full support of the
college, offer a copy of the final report, and request a project
liaison. An Office of Research and Evaluation researcher would
then make a personal appointment with the company's project
liaison, explain the project rationale and methodology, and
request aid in identifying women managers who met the criteria
for "manager." Women managers identified would then Dbe
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individually contacted according to a procedure worked out with
the liaison. She would then be scheduled for an interview..
Afterwards, we proposed requesting her permission to have her
supervisor rate her performance. A letter of thanks to the
manager would follow completion of her participation.

Results from Pretesting Procedures with
Expert Judges and Test Companies

Following development of sample letters, proposed contact
procedures and instruments, we pretested them with two
organizations and their managers. Both pretests were carried out
with manufacturing firms. We requested feedback from pretest
participants about all aspects of the procedure. Both executives
and managers were asked to provide input about the study,
including criteria for judging women in management. '

' The management research team also met with Alverno's Board of
Trustees. The Trustees reviewed and critiqued a description of
the study proposal which outlined its purposes, design and
procedures. Several issues were discussed, including how to
approach a company to agsk for their participation, what criteria

, 0o use to distinguish between outstanding and good women managers
- and in what form participating companies should receive feedback.

The expertise of the Board of Trustees, which . includes businqu
executives and an attorney, provided helpful input, and the
Trustees were very supportive of the management study. The
Trustees concurred that the system of relying on Alverno contacts
to "pave the way" was unnecessary because business executives are
very willing to support educational efforts. They concluded that
a letter from Alverno's President was sufficient for contacting
companies, but pointed out +that asking an organization to
identify women managers  would-be sensitive irrespective of the
procedure used. ' ,

It was strongly suggested by these advisors from business and
industry that asking for a supervisor's evaluation of a manager
selected would be 1likely to jeapordize the cooperativeness we
received and the rapport we established with the manager. Also,
release of such information to anyone outside the organization
was a legally questionable procedure despite our assurances of
confidentiality. They pointed out that we were more interested
in the manager giving us descriptions of what she did on-the-job,
without fear of evaluation, than we were on -whether she was
"outstanding" or "good," and her actual promotability or success
within the company.

Our tryout of procedures with two companies confirmed that
organizations, though very cooperative and supportive of the
study, were sensitive to making public the number of women
managers they employed. Further, identifying the most qualified
person to evaluate the manager was difficult to do, and it was
also sensitive. We therefore planned to mse self-report as the
mode for identifying information relative to careering and
professional development from which levels of effectiveness could
be inferred.
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Revision of Procedures and Their Effectiveness .

The elaborate procedures for contact companies and then
identifying managers proved cumbersome to carry out and were too
politically sensitive. . Apparently, we would need to rely on
self-report for managers' careering information. Our procedures
for involving companies proved to have an important drawback.’
Executives must first be asked if any women managers are
currently on staff. This question is potentially embarrassing or .
threatening to some companies. .This method was therefore altered
to sample managers, rather than firms. This made it possible to
approach an organization with a 1ist of persons whom we already
knew were .managers  and ask permission to interview them. In
addition, it provided_us with a positive and nonthreatening way
to ask executives to identify other women managers in the company
whom we might also interview. Finally, it allowed the sampling
process itself to be "open-ended,” in that interviewees could be
added through identification by either the companies or by the
managers we interviewed. This procedure would still allow us to
restrict companies involved to -those meeting our original
criteria (private, profit-making, and employing 300 or more
people).

While the revised procedure makes random sampling impossible,
the problem of entry to organizations as well as that of locating
members of a relatively "rare" sample are alleviated. Our
procedure is a modified version of "snowball sampling” (Goodman,
1961), which was designed for the study of limited-membership
categories, such as political elites. Sampling proceeds from an
initial basis of multiple identifications of the same
individuals. We planned to stop when the sample size reached 80.

The process of beginning the sampling procedure involved
asking members of Alverno's Management Department Advisory
Council, a group of local area executives, to provide the names
of women in middle management that might be interviewed. They
had already participated in helping the Management Research Team
generate the Management Performance Characteristic Inventory for
the study. An additional set- of considerations came from a
meeting held between the Management Research Team and the
Management Department's Management = Department's Management
Advisory Council. Several members of the Council also suggested
that since there were few women in management positions,
contacting companies for permission to interview women managers
might prove embarrassing for some who did not have . any. Many
members suggested that +they could provide names of effective
women in management and we could begin with this initial, select
list. In this way, it was suggested, we could also better avoid
interviewing persons who had the title of manager but were in
fact in supervisory or other non-management positions.

Taking this input into account, an alternative procedure was
developed that would minimize the possibility of embarrassing
companies and at the same- time maximize the 1likelihood of
including many of, if not most of, the women in middle and top
level maragement positions in the 1local area. In addition,
criteria for inclusion of both companies and managers in the
study were also revised.
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The Management Department Advisory Council was very
cooperative, and some members asked other executives to generate
names for us. We also gained the 000perat,nn of a local women' s
professional organization as well as that of the president of .a
-imilar group with national affiliation. This procedure quickly
generated a list of 135 different names. Additional names (n =
21) were also generated by the managers we interviewed. This
allowed us to select from a range of types of industries in
-selecting managers to interview, and to insure representativeness
of the types of organizations selected. Seventy-five percent of
these managers met our criteria for defining a manager.

We discovered that there was a network of women maragers in
Milwaukee who could be tapped to identify their outstanding
members. Mirther, this procedure provided us with  an excellent
criterion for "outstanding," since the fact that a woman is known
outside her own department and nominated is one indicator of
"outstanding," particularly in middle management.

In sum, we were extremely successful  in completing the
interviewing for the management study. We identified 146
possible participants and interviewed 103 women managers and
executives in the Milwaukee areapin some 53 fims and
organizations (our projected sample size was 80 managers in 30
companies). ,

No specific size criterion was used to determine which
companies would participate, although  the only locally
small~scale organizations that were included were those where the
. manager being interviewed was the branch manager of an office for
a large corporation with headquarters outside of Milwaukee. In
most other cases, organizations generally fit the original
proposal's criterion that the company employ 300 or more persons.
In order to insure the representativeness for type of industry of
our sample, we, interviewed an additional 10 managers.

Although it took almost a year and a half to test out our
procedures for the management study, the care with which we
approached this work was critical. Of all the organizations
contacted, only two did not participate. One did not give us a
response, and another said they could not afford to rel&ase the
persons to interview due to economic pressures. Qur procedure
also yielded a cadre of women executives. When our procedure
identified 20 women executives (a rare but important find), we
decidei %o interview them as well, and were able to complete
interviews with 13 of that group. While we have some variability
in job function, in contrast to our earlier plan, we ielt we
could study other kinds of questions related to careering by
including executives. The following section describes the
procedure used in the final study.

32

54



N

. Q A [ »

Final Procedures for Sampling and Contacting
Managers and Organizations

' _ Ratiqnale and Sad}ling Procedure

.. A more technical description of the rationale for sampling
follows. In the initial phase of redesigning the sampling
procedure for the study, we intended to use a modified version of
"snowball sampling." Snowball sampling is a procedure developed
by. Goodman (1961) as a means of studying community leadership
structures., It has been used in,various studies of leadership
and influence (TenHouten, Stern & TenHouten, 1971). The original
use is not particularly important in the present context, but the
method has a certain appeal for the purposes of “our management
study. Used strictly, the procedure involves taking a random
sample of firms in the local area, then taking random samples of
women managers from each of the sampled firms. .We could, for,
example, select two managers, each at random, from an initial
sample of 10 sampled companies. After administering the
interview and other instruments to these women, we would then ask
each of them to ‘identify two additional women managers in other
local firms. The process would continue until some desired
number of women in middle management is achieved.

It soon became apparent that this procedure has some of the
disadvantages of our original procedures, particularly that of
contacting companies "blind," without knowing whe+ther they have
women managers or not, at least in the initial random sampling
stage. The logic of snowball sampling was modified so that some
of its features could bLe retained while those that were
problematic for our research design would be eliminated.

First, to avoid the problem of contacting companies witnout
knowing whether they had women in management positions, the
stricture on random sampling was eliminated. This means that the
results are not as generalizable beyond this sample in the usual
statistical sense. However, our purpose is less to present
verifiable results in the ordinary sense than to break a path
which would at least describe the characteristics of a relatively
large pumber of women managers in a particular area. We are less
interested in verification of established hypotheses, since few
exist, than we are in creating a baseline for determining the
competences women managers actually demonstrate in management
positions. In that sense, the generalizations we derive would be
of a practical rather than of a statistical or theoretical
nature, and may be‘used to develop later studies. '

Traditional sampling based on random selection 3is not
feasible Jue to the small numbers of women in management
positions, and sampling from a small number of companies with a
heavy concentration of women managers would have restricted the
scope of the study to only a few types of business concerns.
Thus, since the goal was to suggest a general model of managerial
competence, traditional techniques were modified, and. a design
intended to maximize diversity of firms and organizations was
developed.
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4 Sample
. ' o ' o 8
As described in the pilot study, we began the sampling
pfocess by asking the Management Advisory Council to identify
effective women in middle management for an initial list. On the
basis of availability, cooperation, and likelihood of contact
. with women in managerial positions in the area, two professional
women's associations (one a  local group and the other with :
national affiliation) were approached. Members were requested Xo
ominate. local area management ‘women whom they considered
utstanding performers iun their positions. Specifically, women
;/}Zho were memberg of these groups, including the président of the
local cbhapter ,of the national group, were asked to-meet with
members of the Managemen't Research Team  and Alverno staff to
discuss the study and to supply names of.outstanding women
managers.- Full.cooperation-was providea both by the Management
Advisory" Council ,and the 'members of the two associations. This
process yielded 125 names. . Pt /
When organizations were contacted, the president or his or u//
her repregqntative~~wastgsked to name-other effective women ig//
middlz/maﬁhgement positions within the company. As part of the
managér interview, managers were—~also asked to name O her
efféctive women managers'in theiriown or. in other local “area
c-mpanies. This process was abandoned aftei~about half the study
ﬁés completed, as no new names were added. The\women gdmed vere
/duplications in nearly every case.: At this poin egpugh names
had been generated to complete the study with a 1ist more than
adequate %o meet our original goal of 80 interviews. The fact

that so many duplications were found so quickly in the process is
testimony to the relatively small number :of women in managemént
in the area, to the women management network, and to the
effectiveness of using expert judges to nominate local women in
management from the outset. ;

Nevertheless, the sampling procedure approximating  the
"snowball" technique yielded 21 new names of women’ in management.

.. 0f the 146 women mariagers identified in the sampling process, 163

who met the criteria were interviewed. {(One manager who did not
meet the criteria was interviewed at " the suggestion of her
supervisor. =~ She was not included in the sample.) These 103
represent all women who met the criteria for "manager" in the
study, except for two managers whose companies'(both in the same
industry) did not grant permission for their participation in the
study. Five women refused because they were too busy. Thus, 7
women were not interviewed because of their own or their
company's refusal to participate. Another 36 did not meet the
criteria for "manager" vsed in the study; 103 were interviewed.

Of the 103 women interviewed, 11 were executives (Presidents
and Directors), and 92 were middle managers. .The decision to
include executives was made because executives had been named by
our expert-judges, and so we could make some comparisons of the
competences identified by level and type of position.

of the 103 women interviewed, there were 101 usable
interviews. One mandger declined to be interviewed with a tape
recorder and also did not provide specific, codeable ‘incidents,
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and one interview tape was lost. A list of managers by type of
industry and position 1eve1 iy presented in Table 1.

Procedures for Contacting Managers
and Organizations

Letters were sent. to the presidents of companies from
President Joel Read of Alveruo explaining the rationale for the
project and the confidential..ty policy, and asking permission to
contact specific managersxldentlfled by the Management Adv1sory
Council, for interviews' (Appendix II, A). The létters also
requested identification of .any other women managers in the
company for the same purpgge An Office of Research and Evaluation
researcher followed up \one week later with a phone call to the
executive's office (See pendix B). Flfty-three of the 55
organizations contacted agyreed to partlclpate. After permission
was granted by the organiza®ion to contact the manager for her
consent to participate, (usdally after dlscu331on with a liaison
identified by the company), the interviewer called the identified
managers by telephone. By +this time a copy of +the Alverno
President's letter had been fﬂr;‘rded”to " the manager. The

interviewer reviewed the criterig® th her to determine her
eligibility, and requested an int ew if she met the criteria.
If the manager did not meet the criteria, she was asked if she
would complete the Management Performance Characteristics
Inventory (Bishop, Mentkowski, O0'Brien, Birney, Davies &
McEachern, 1980; see Appendix III) and the Management Careering
Questionnaire (Mentkowski & Bishop, 198Q; see Appendix IV) and
mail it to the interviewer. This lattér procedure was instituted
to ease the problen of informing an identified woman that she
would not be- interviewed. It proved successful in avoiding
~disappointments to-.those not included and nrovided addition#l
data for a future comparlson between selected and nonselected
m&nagers. ch manager who met the criteria was interviewed
(Appendix /6§? .and a copy of the . Management Performance
Charucteriaties [Inventory was left with the manager to return by
mail. The Management Careering Questionnaire is part of " the
interview itoelf. A thenk you letter was mailed to the manager
after the intervgew (Appendix II, B). At the conclusion_  of the
study, each manager (Appendix II, C) received a.letter of thanks
and a report swmmary from the Director of Research and
- Bvaluation. Al erno s President Read sent a corresponding 1etter‘
(Appendix 1II, and_ report summary to each partlcipatlng
company's pres dent. A specially written report asummary was
created for  jthis purpose (Mentkowski, O'Brien, McEachern &
Fowler, 1983)/
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Table !

Number of Interviews by
Type of Industry and Manager's Position

Total Number

Type of Company of Interviews

Manager's Position

Insurance, Headquarters
Of fice

Manufacturing, Machine
Parts - Headquarters
Of fice

Manufacturing, Small
Appliances

Brawery

Insurance, Regional
Office

Electrical Equipment
Mfr. - Division

Ass't. Mgr. Personnel and
Development
Ass't. Mgr. Marketing Services
Adminitrative Officer,
Agency Dept.
Manager, Food Services
Assistant Actuary
Data Processing
Ase't. Director of
Policy Owner Services
Ass't. to the President
Ass't. General Counsel,
Law Dept. :
Ass't. Mgr., Disability
Insurance
Affirmative Action Specialist
Investment Officer, Mortgages
Ass't. Actuary Senior

Corporate Personnel Manager
Dir. of Public Relations
and Advertising
Manager of Administration
Director of Corporate EEO and
AAP

Directcr, Dept. of Home
Economics

Brand Development Mgr.,
New Products
Corporation Mgr., EEO

Division Services Mgr.
Regional Claims Mgr.

Inside Sales Supervisor
Personnel Administrator
Employee Benefits Administrator
Advertising Manager
Manager, Order Editing
Project Engineer
Buyer
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Insurance -
. Headquarters Office

Insurance -
Home Of fice

Insurance -
Headquarters Office

Savings and Loan
Bank
Employment Services

Electric Equipment
Manufacturer

Investment Management

Corporation

Bank

Temporary Employment

Service

Utility Company

Manager, Claims and
Professional Relations

Mgr., Training ani Education

Mgr., Cost Accounting and
Budget

Mgr., Compensation

Mgr., Claims Control and
Quality Assurance

Ass't. V.P. - Rate
Calculations and Statistics

Manager 5
Mgr. of Corporate Planning

Mgr. of Operating

Mgr. of Data Processing

Mgr. of Finance

Mgr., Medical Dept. 3
Ass't. Mgr., Basic -
Claims Dept. ‘ ‘

Mgr., Preferred Service
Center

Ass't. Mgr., Major Medical
Dept. '

Mgr., Corporate Skills
Training

Mgr., UR/Peer Review

Vice-President, Personnel 1
Mgr., Customer Services 3
Advertising Manager

Ass't. Manager

Training Manager 2
Mgr. of Staff Development

Personnel Marager 1
V.P., Portfolio Manager 1
Vice-~President _ 2

Data Processing

Manager 1

District Mgr. 5
Dir., Manpower Development
and Training .
Mgr. of Yellow Pages
Mgr. (2)
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Manufacturer, Mgr. of Administrative

Sports Equipment, Services

Machinery Mgr. of Salary and
Wage Director

Department Store Division Manager
Personnel Manager
Promotions Director

Fast-Food Restaurant, Personnel Ass't. Mgr.

Corporate Headquarters

(Region)

Electrical Systems Brand Manager

Department Store Fashion Coordinator (Corp.)

Auto Rental : District Sales Manager

Automobile Mgr. Travel Agency

Service Club

Insurance Company Vice-President and Branch
Manager

Banking and Investment Vice-President,

Corporation ‘ Investments
Vice-President of Public
Relations

Vice-President of Public
Personnel - Salary Admin.

Medicel Equipment Engineer - Manager
Manufacturer Manager
Bank Vice-President

Acct. Portfolio

Manufacturer, : Personnel Manager
Steel Products
e ©
Fam Equipment Mgr. Personnel
Administration

Mgr. of Investor Relations

Optical Executive Director
Health Clinic Area Director
Management Consultant President
Management Consulting President
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Grinding and Finishing
of Metal Products

Electrical Sales
Public Relations
Employment Agency
Clothing Manufacturing

Food Products/
Manufacturer

Manufacturing

Department Store

Utility

Steel Casting
Manufacturer

Insurance =
Headquarters

Milling Company

Bank

Machine Products
Manufacturer

TV Station

TV Station
Entertainment Cenﬁ.
Brewery

Holding Company

Vice-President

President
President
President
President

President

President

Director of Mgt. Training
Corporate Training Dir.
Store Manager

Creative Director
Cosmetics Buyer

Home Service Supervisor

Accounting Supervisor
Financial Vice-President

Personnel Manager

Ass't. Vice-President
Ass't. Vice-President

Supervisor, Design
and Drafting

Communications Director
(Public Relations)

News Director®

Public Relations Director
Brand Manager

Manager

Manager, Compliance and
Benefits
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Interviewer Selection and Training

A former Division Personnel Manager with a large national
insurance firm was hired as interviewer “or the project. An
Office ~of Research and Evaluation researcher trained her in
McClelland's Behavioral Event Interview technique used in Job
Competence Assessment. She 1listened *» interviewer training
tapes from a two day session conducted at Alverno by George K1l emp
of McBer and Company, one of the developers of Job Competeiice
Assessment. The interviewer also interviewed several women in
managerial positions at Alverno, including two staff members who
were working on a similar study (Mentkowski et al., 1980).
Further, the interviewer listened to several interview tapes from
the nursing study and received feedback from the nursing study
interviewer on her technique. In addition, the interviewer
listened to tapes from coding sessions in our study of nursing
competences and completed practice coding to understand how the
results of her interviewing would be used.

A male Office of Research and Evaluation researcher, who
trained the Interviewer, administered 15 interviews toward the
end of the study because of time considerations.

Instruments

Behavioral Event Interview

Rationale

"A major purpose of this study is to describe managerial
performance of effertive women managers and executives. One
method for assessing performance in the work setting is having
observers record behavior, or by having persons describe their
own behavior in "critical incidents." Flanagan (1954) first
devised this technique to allow analysis of performance in the
work setting, it is now part of Job Competence Assessment
(Boyatzis, 1982; Klemp, 1979; Klemp & Spencer, in press). On
. aspect of this method is the Behavioral Event Interview.

We selected the Behavioral FEvent Interview devised by
McClelland (1978) and his colleagues at McBer and Company as part
of Job Competence Assessment. This interview technique, while
based on Flanagan's concept of critical incidents, allows the
interviewer to record not only those behaviors which the manager
herself believes to be critical (as opposed to having an observer
record any and all behavior), but it also allows for probing the
thoughts, feelings and intentions of the manager as he or she
performs in situations. Since the interviews are used to derive
or code generic competences, such additional information is
critical. The Behavioral Event Interview also allows for
additional probing so that all relevant behaviors important for
performance in the situation or event can be elicited. Thus, we
can reconstruct actual behaviors performed, rather than
interpretations or perceptually biased recollections of past
behavior (Klemp & Sokol, 1980).
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In our view, the interviewee 1is 1likely to give a more
specific and detailed account in an oral rendition of an event,
especially with the guidance of a trained interviewer, than if he
or she had to write out the information. Our experience with
asking management students to create behavioral logs similar *o
the Behavioral Event Interview format shows that most students,
even those with management experience similar to the women in our
study, have difficulty with such a procedure initially, and need
instruction before such incidents can be used for their own and
the instructor's analysis of their behavior.

The mar.ger is also in a position to interpret his or her
‘behavior in 1light of the context in which he or she performs,
giving information on why he or she behaved that way. It is
difficult +to Jjudge any behavior as effective or ineffective
without information as to the context in which it is performed

and the outcome or result. Thus, the manager can indicate

relationships of the behavior to the outcome.

It is also important to have the manager describe situations
or evenrts that he or she felt were effective as well as
ineffective, and the outcome or result of the situation. Such
information provides the comparison against which effective
performance is judged. Further, the manager chooses to describe
events which are important to him or her, giving us further
information about the way in which the mandger constructs the
reality he or she lives with on a day to day basis.

In our opinion, however, competences derived from behavioral
event interviewing do need to be tested through direct
observation of behavior at some point. We concur with McBer
(Boyatzis, 1982) that the ultimate validation of the competence
model rests on comparison with independent performance measqfes.

Description

After explaining the objective of the interview, to focus on
wvhat the manager actually does in situations, the interviewer
asks the interviewee to list his or her Jjob responsibilities,
along with the title and position he or she held in the
organization and who reports to him or her.

Then the interviewer asks, "Can you think of an incident when
you were particularly effective or not so effective," and guides
the interviewee in describing the situation, what happened, and
what led up to the situation. The interviewer also asks the
interviewee to describe who was involved, and asks for a
description of what he or she thought, felt and wanted to do 1in
the situation. Great attention is given to describing what he or
she actually did in the situation, and what the outcome of the
situation was and how the manager felt about it. The interviewer
attempts to collect three effective and three ineffective
situations or events, all the while focusing the interviewee on
his or her behavior and describing this behavior in the
situation. The interviewer acts as an investigative reporter
rather than giving information that would lead the interviewee to
respond to certain situations, behaviors, thoughts or feelings.
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Thus, the interviewer does not reflect or interpret the
interviewee's behavior, or phrase questions that elicit genersl

or hypothetical answers or let the interviewee "+ake charge" of
the interview (Klemp, 1978).

Behavioral Event Interview Writeup

The purpose of the Behavioral Event Interview Writeup
(Alverno College Office of Research and Evaluation; Appendix V)
is to translate the information from an oral interview into a
form for coding competences. While transcribing tapes is

" expensive, analyzing oral interview transcripts is difficult
without some initial selection and organization of the interview
material. The interviewer, who also creates the writeups, is
able to organize the information into "situation," "behaviors,"
"thoughts" and "feelings" and "outcome" so that an assessor can
code the interview more readily and systematically.

The Behavioral Event Interview Writeup in the present study
will not be used at this time to derive a competence model, but
rather, writeups will be coded using McBer's competence model for
effective management performance. In so doing, our study
provides an opportunity to validate the McBer competence model
for women managers and to examine the extent to which a
competence model developed from a sample of male managers
primarily 1is adequate for describing the competences of women
managers.

The writeups organize, present and insure confidentiality of
the data in a form that instructors and assessment designers can
use efficiently, thereby providing immediate access to the data
for a number of purposes. An example of a writeup is incluued in
Appendix VI.

McBer and Company Coding Manual for Clusters
and Skill Level Competencies

During previous research on the nursing study {Mentkowski, et
al,, 1980), the Alverno nursing research team derived the
competence model from the actual interview data against which the
interview writeups were coded. The research team developed the
competence model for coding the Behavioral Event Interview.

The management research team did have access to research with
managers using similar methodology. This reseach was conducted
with managers at several large corporaticns .and government
agencies by McBer and Company. The McBer researchers compiled
competences from a variety of studies into a coding manual
(Coding Manual for Clusters and Skill Level Competencies, McBer
and Company, 1978). Thz manual was prepared for the American
Management Association for use in developing a management
education program (Evarts, 1982). McBer and Company made this:
coding manual available to Alverno for wuse in coding the
Behavioral Event Interview Writeups. ~The generic competence
model contained in the coding manual is a product of Boyatzis'
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(1982) reanalysis of over 2000 practicing managers in a variety
of different jobs and organizations completed in the 1last six
years, which identified those skills possessed in common by
superior managers. The Behavioral Event Interview was available
as a data source for 255 of the 2000 managers.

Validity of the McBer Manual

for the Alverno Sample

A relatively small number of women were included in McBer's
series of manager competence research studies because of the
limited number of women managers in these organizations and
agencies. Given that this coding manual was compiled from
studies of mostly male managers, how appropriate is it for use
with this study of women managers? We concluded that since some
women managers had been interviewed to create the manual, there
was some input from women in creating the competences. Further,
the Alverno interview writeups would be coded by a team of
assessors representing a variety of perspectives.

Supr.rt for the assumption that the McBer Coding Manual is
valid for assessing women managers' performance 1is that the
largest competence cluster with the most subcompetences is
"Interpersonal Abilities." It seemed to us that Interpersonal
Abilities would be a competence cluster where men and women would
differ, if there were differences. Since that cluster would be
likely to show those differences, we felt that the coding manual
would be representative of women managers' special abilities, if
indeed such differences do exist between men and women managers.
The degree to which the McBer coding manual is appropriate for
coding data from women managers was put to. the test during
as3essor training. McBer and Alverno data can also be compared.

Management Performance Characteristics Inventory

Rationalg

? [

Another purpose of this study is to ask managers to identify
those characteristics of managerial performance that are
relevant,® critical for selection and training, and discriminate
outstanding from average performers. Characteristics describing
job performance may include abilities, skills, aptitudes,
motivational or personal characteristics and interests.

A description of managers' perceptions can serve to validate
the perceptions of management educators who also identify the
abilities they think are critical when they design} management
programs. Practicing professionals may identify abilities
critical for effective performance that may not actually be those
they use. Elements thought to be most important for educational
programs may stem from ideas about management behavioré that have
not kept up with the demands of current practice, and vice versa.
Still, this measure remains a measure of perceptions, which

screens judgments of effective performance through vélues and
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attitudes. (The Behavioral Event Interview serves the purpose of
measuring managerial behavior.)

The basic measurement technique for examining the question -

"What do managers say 1is important for effective_ _management
performance” involves asking a range of management profe331onals
to generate job elements. A separate -group of managers under
study then judges each element (1) as relevant to one's own work
experience, (2) as essential to selection and training, and (3)
as characterlstlc of outstanding performance. Elements that meet
all” ‘three criteria for judgment are then considered to be
descriptive of effective management performance from the point of
view of the managers surveyed.

Job task analysis methods assist in identifying the
requirements of different jobs, but they do not necessarily
describe the personal sbilities that are related to effective
performance, nor characteristics of effective performers.
According to Klemp and Sokol (1980), there are several reasons
why the performance characteristics approach is superior to the
classical job function analysis approach, as summarized by Fine
and Wiley (1971). By focusing on characteristics rather than
skills, the approach more than likely identifies those abilities
that are appropriate to professional school education, rather
than those skills that can be learned quickly in an
organization's orientation program. Performance characteristics
analysis, based on Primoff's job eleient analysis (1977), has
several advantages:

@ The procedure identifies abilities, aptitudes,
interests, and other personal characteristics
not found in standard job function analyses

o The identification of critical characteristics
is based on a comparison of superior versus
average performers

. .

e The procedure involves multiple ratings of
characteristics to increase the accuracy
of ratings

® There is built-in flexibility for correcting

errors during develomment of the characteristics
list
e
® The ratings are efficient and can be given
quickly by any number of job incumbents in
the field (Klemp & Sokol, 1980, pp.6-7)

In developlng the inventory, it is important to select experts to
generate elements who are outstanding performers and who are well

acquainted with the performance of a wide range of management
professionals.
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Descrigtion

The Management  Performance Characteristics Inventory
(Appendix III): is designed to investigate managers’ perceptions
of the abilities, behaviors and skills (called characteristics)
that contribute to effective management performance. Measuring
managers' perceptions of* these -characteristics is a second
strategy used in the study to obtain clusters of abilities to
enhance our development of a competence model for effective
management performance. Results from this measure can also be
compared to results from the Behavioral Event Interview. The
Management Performance Characteristics Inventory is an alternate
and more systematic mode for measuring managers' perceptions of
characteristics of effective performance that can also validate
results from the "characteristics" section of the Behavioral
Event Interview, although such a step will not be taken in the
present study.

The inventory elicits three separate judgments about a set of
performance characteristics. . The first judgment is intended to
separate out those characteristics that the instrument designers
have selected as relevant to management performance from various
sources, from those that a practicing professional group under
study consider relevant +to their own position and work
experience. The second judgment is intended to identify those
characteristics that are essential for entry to and education for
the manager's position, and the third judgment is intended to
identify those characteristics that discriminate outstanding
performers in management.

The Management Performance Characteristics Inventory consists
of 160 elements. The statements or characteristics are arranged
in 32 groupings of five statements each. The instructions ask
the manager to consider each of the 32 groupings of statements in
turn. The manager is first asked to consider each set of 51
performance characteristics in the context of his or her own work
experience. In the first judgment, the manager indicates if the
characteristic is relevant to his or her experience. He or she
considers those characterisfics that are relevant in making the
second and third judgments. In the second judgment, the manager
indicates if the quality described by the characteristic is
absolutely essential for selection and education of a person for
a position sgimilar to his or her own position. For the third
Jjud gment, the “manager indicates if the characteristic
distinguishes between outstanding and average performers 1in
management. At the end of the inventory there is space for the
manager to write five addltlonal statements if he or she wishes,
and to rate them.

An example of a set of statements follows:

e Ability to relate facts from diverse sources
to yield conclusions
e Ability to - make decisions under conditions of risk
® Ability to set limits for subordinates
e Concern for public image of the company or product
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Development of the Management
Performance Characteristics Inventory

The general strategy for generating the characteristics to be
included in the Management Performance Characteristics Inventory
was to tap several sources including expert judges, literature
review, and recent results from studies of management
performance. These sources are: ‘

e Management Research Team
e Management Advisory Council

o Literature review (Hall, 1975; Hoffman, 1979;
Kanter, 1977; Krause, 1971; Montagna, 1977;
Ritzer, 1972; Slocum, .1966)

e McBer study of management competences (1978)

"]
e Dimensions cited in recent results from

management job analyses provided by
Joel Moses of AT&T

The procedure for creating the Management Performance
Characteristics Inventory was identified following input from
several consultants with research experience in studies of
management or other professions:

o George Klemp, McBer and Company

e Paul S. Pottinger and Shiela Huff, National
Center for the Study of the Professions .

e Joel Moses, AT&T; Donald Grant, University
of Georgia; Milton Hakel, Ohio State
University; members of\Alverno's Evaluation
Advisory Council

First, following brid&f individual 1literature reviews, each
member of the Management Research Team (consisting of three
Office of Research and Evaluation researchers and threé
management faculty) came together for a brainstormin session and
generated a list of 53 characteristics. During this
brainstorming session, an Office of Research and Evaluation
researcher familiar with +the technique (Huff & Lard, 1978) was
careful to elicit not just lists of specific behaviors, but the
characteristics that und erlie such behaviors.) Following
brainstorming, the list was critiqued and revised for clarity,
for a second draft of. 56 characteristics. The Management
Advisory Council then met and participated in a brainstorming
session, generating an independent list of 52 characterigtics.
(The Council consisted of four male and two female members of the
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Milwaukee business community, representing middle and top- level
management positions in manufacturing, insurance =and banking
organizations, and independent management consulting.)

Characteristics from the brainstorming sessions with the
Management Research Team and the Management Advisory Council were
then combined with lists of characteristics from a review of the
management literature and the sociology of occupations literature
(Hall, 1975; Hoffman, 1979; Kanter, 1977; Krause, 1971; Montagna,
1977; Ritzer, 1972; Slocum, 1966). Kanter's (1977) study of a
large multinational firm was important to-include because it
focused on women as well as men in management.

Characteristics were also generated from lists of dimensions
cited in three management job analyses studies provided by Joel
Moses, a member of the Evaluation Advisory Council. One study
was conducted by IBM of IBM managers (1600 managers rated
characteristics) of three levels of management and job analyses.
Another study was conducted at AT&T (Ramos, 1979) of first level
management positions (1000 managers rated characteristics). A
list of dimensions associated with supervisory and management
success for first level supervision, middle management and top
management conducted by Development Dimensions Incorporated for
AT&T was also studied. McBer's management competedces (1978),
provided by George Klemp of McBer, were also used as a source of
characteristics. .

A draft of characterls+1cs was then compiled and catezorized
into the following groupings and the source(s) for each
characteristic was indicated per statement so characteristics
could be examined for balance and duplication. This step was
carried out by the Office of Research and Evaluation researcher
whose expertise included the sociology of occupations.

4 e Management process characteristics;
effective decision-making; effective
analysis and problem solving; effective
coordination; effective operational
control; effective goal orientation

o Career process characteris&ics

® Personal success characteristics

o Generic characteristics: tole}ance for
ambiguity; effective planning; effective
analysis; effective interpersonal
skills; effective communication
skills; self or personality traits

e Intelligence

® Possession of Relevant Technical Skills

® Managerial Experience

e Luck (being in the right place at the right time)
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These characteristics were then given to the six Management
Advisory Council members in a preliminary draft of the
instrument. The members completed the inventory, and gave
feedback on the procedure and the instrument. Their responses
were reviewed as an additional check on the instrument, and a
final draft was created.

The Management Research Team chose the format designed by
Paul Pottinger for Huff and Webster's Job Element Inventory
(1979) used - with human service personnel. The reason for using
this format rather than the one used in the nursing study
(Mentkowski, et al., 1980) was that the nursing study format
elicited some inconsistent responding (e.g., a statement might be
selected as characteristic of both outstanding and marginal.
performers  simultarneously), creating some nonsense response
patterns when data were combined for each judgment. The Huff and
~ Webster format insured that judgments of each. characteristic
would be separate and distinct from the other judgments.

Management Careering Questicnnaire

Rationale

The study of the careering and professional developnent of
the women managers called for the developgent of a Management
Careering Questionnaire (Mentkowski & Bishop, 1980; Appendix IV).
The sampling procedure was designed to select managers for the
- study who fit criteria for "manager.”" We recognized early on that
the criteria we chose may be interpreted differently by the
varlous persons we contacted to assist us in choosing the sample
{advisors from the management and business community, executives
of companies, personnel managers). Thus, we also collected data
from the manager herself on her position in the company, so that
we could determine variability in position. among the managers
interviewed. . \

At the same time, we expected to examine the extent to which
women managers were comparable in position. To what extent -are
they actually  "middle managers?"” Data on the responsibilities
they perform can be helpful in cross-checking the extent tq which
managers interviewed actually perform at the position described
by their title in the organization. L

In addition to. this cross-checking of our criteria for
including a manager in the study, we expected the women managers
to provide us with important information related to careering and
professional development, to be compared to her actual on ‘the job
performance as . measured by the Behavioral Event Interview. ' Are
women who are at higher 1levels of careering and professional
development, compared to other women in the study, performing
more of the management competences? To what extent does prior
management experience and education relate to performance as
measured by the interviews? The manager's careering ‘and
professional development can be expected to be related p031t1vely
to her performance on the job. *
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While we cannot assume that.the women's organizations are
perfectly representative of those in the Milwaukee area, we did
attempt to obtain a representative sample. Such information can
assist us in examining the extent to which size and type of
organization may be related to the results obtained on careering
and professional development. 1In addition, we felt it critical
that we consider these variables in light of opportunity, support
and socialization variables.

-

Identlfylng 'Outstanding"
and "Good" Managers

Job Cpmpetence Assessment calls for identifying two groups of

professionals: those selected by their peers as "outstanding" in
performance, and a comparable group drawn from the same position,
setting or organization who were not chosen by their peers as
outstanding (we wusually 1label this group "good"). Peer
nomination is used to.select the outstanding group because it is
reasoned that peers are most likely. to be in a position +to
observe the actual behavior of persons in the work setting. This
method also recognizes that indicators of outstanding.performance
(e.g., salary increases or promotion), may- not be positively
correlated with measures of effectiveness on the job (Graves,
1980). .

In the present study, peer nomination of outstandfhg managers
was not possible. There were very few organizations where a
large enough number of women managers were employed to Ql;ow use
of the method. Instead, members of the management community were
asked to identify managers who should be interviewed. A most
likely assumption is that managers thus identified are
outstanding, and that managers identified during the dourse of
the study using the modified snowball sampllng procedure may also
be categorized as outstanding.

One solution to the problem of lack of peer nomination is .to'"

obtain independent measures of outstanding perfarmance in
management from each manager's superior, and to buttress such
information -with data on her performance evaluations, salary
increases, time in grade, speed of promotion, etc. It is
difficult to estimate the comparability of supervisory
evaluations across settings, however. Even such quantitative
measures such as the percent increase in salary, time in grade
and speed of promotion may not be totally adequate indices of
success, outstanding performance, evc., but such measures may be
expected:- to be more comparable across organizations than
supervisory evaluations. :

Still another solution is to obtain quantitative indices <7
success and to compare them to nationally published norms in
management. Local norms might also be used, but would likely
reflect the representative sample of Milwaukee organizations.
Nationally published norms may reflect indices of success for
men, but again, it is difficult to estimate what they would
actually be for women. )

r
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Early in the planning of our pilot studies, our advisors from
the management and business community suggested we should not
pursue obtaining supervisory Jjudgments of manager performance
because of the possible negative impact on establishing rapport
with both the company and the manager to be interviewed. One
alternative was to obtain self-report data from the women
themselves on their careering and professional development and
examine how these variables affect effective management
performance variables. W¥e would then be able to correlate such
data with managerial performance as judged from the interviews.

Still another solution for obtaining data on the extent to
which managers within the group interviewed demonstrate
outstanding or good performance could be obtained through
independent ratings of the interviews by expert judges. A future
objective for the data analysis is to select a group of judges
from the academic a' .. business community to independently rate
each interview on inductively generated criteria for outstanding
and good management. Of course, we recognize that such rating of
the interviews, when correlated with the interview coding using
the management competences, represent judgments on the same data,
whereas the careering data is from a different measurement mode.

In sum, one purpose of the Management Careering Questionnaire
is to obtain data to examine the effects of careering and
professional development variables on  management performance.
Other purposes include the clarification of position within the
organization, as either a category or a variable, or both. We
also intend to examine the influence of organization, personal
roles and socialization variables on manager performance,
although the measures available for the latter three categories
are adequate, in our opinion, for hypothesis generation only.

Description

The Management Careering Questionriire (MCQ) measures several
variables: Careering, Professional Development, Personal Roles
and Socialization. They are desc~ibed in turn. We Dbegin,
however, with reference to the variable, Organization.

Organization

\

Because of the sensitive nature of the study, which thus
focused on what the woman manager did rather than on the
organization, we did not ask her questions about the company
itself. Clearly, however, study results should take into account
the size and type of company in which she holds such a position.
A woman who holds a highly positioned management role in a small
company cannot automatically he assumed to have responsibilities
similar to the same position in a large organization. Size and
type of organization are also important to consider in analyzing
careering patterns. Again, small organizations are less likely
to offer opportunities for upward mobility, and mobility may be
inferred more from responsibilities assumed than from job hiastory
or position. For careering also, responsibilities seems a better
indicator than title.
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Careering

Position

While the women managers were selected based on cr1terla
identified prior to the study, it was important to collect data
during the interview, in addition to that collected/durlng the
telephone contact, to insure that the person interviewed actually
met the criteria. PFurther, we were interested in oHtaining as
“accurate a description of the variable "Position" as bossible.

Several questions focused on the manager's title (title of
position and department in the organization, e.8., Director of
Public Relations), the title of the position she geports to, and
the titles of those pos1t12ns reporting offlclally to her. Ve
also asked her to liet the responsibilities of her position, as
she saw them.

These questions were ze31gned to clarify the/ nature of the
position she actually held in the company. The title a person
holds may be independent/of the responsibilities assigned to the
position. Women may be more likely assigned a title without
commensurate responsibilities. Further, we were interested in
identifying that part; of the organizational heirarchy in which
she was directly involved. To whom she reporté and who reports
to her is indicated, partly by the title/ of the positions
involved. Further, the number of persons . reporting to her
officially is yet another indicator of her role responsibilities.

Again, position jtitles can be misleading, and may vary from
one organization to another. Consequently, q’list of her actual
responsibilities was  important, and we were interested in having
her tell us what her responsibllltles were as she saw them. This
would allow us a jurther check on what };22’.410-$n-~ﬁhe
organization. The reésponsibilities she fulfil¥®d assisted us in
making a judgment on ppsition, together with the other indicators
of titles and number; of persons reporting to the munager.
Responsibilities of the job is also a variable more likely to
enable comparing womeh from one organizational setting to
another. \ j

\
A

\ /
/

\
Experience/Advancement

Further, the Management Careering’ Questionnaire was also
designed to collect informétion that would illuminate the nature
of the woman's job history in the orgdnization in which she was
currently employed. She wad asked to indicate the amount of time
she had been in her present. p031tlon (t1me in grade), how long
she had been in the company, the previous positions she held in
the company (up to five) and the amount of time she held each
position. The manager's jdb histoty in the company is an
indicator of promotions, from which one might infer job success.
How fast she moves up the organizational ladder, and to what
positiona she moves, can indicate the company's view of her
potential. v ‘
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In addition, we asked the manager to state the last position
she held prior to joining the company, and the amount of time she
held that position. We were interested in determining if she had
made what appeared to be a lateral, downward or upward move from
her last positiong. Time in prior position may also be one
indicator of reason for moving.

Success/Satisfaction

Another important variable relating to careering is increase
in salary. In order to take a measure of "success" in the
company, we asked each woman to indicate the annual percent
increase in her salary, on the average, over the past three
years. Percent increase over three years indicates the company's
view of the woman's potential. Percent increase allows for
comparison across organizations, and respects the manager's
financial privacy. (If the manager had been with the company
less than three years, we asked her to indicate the pefcent
increase since starting with the company.) We also asked the
manager to describe her expectations for promotion, and how
satisfied she is with management as a career (very satisfied,
somewhat satisfied, somewhat dissatisfied or very dissatisfied).
We were interested to know her perception of how satisfied she
was with management as a career, or at least what she would
indicate about her level of satisfTaction to the interviewer, who
had said she was an important peison to interview. .

Clearly, this information, from which indices of careering
and successful careering may be drawn, are .based on self-report.
Only the criteria for selection identified prior to the study
were sometimes corroborated by the executive or personnel manager
whc gave us permission to interview the manager involved. We did
not ask for eiither salary or Jjob histery, or the manager's
evaluations from the person to whom onhe reported. It was
strongly suggested by our advisors from buainess and industry
that asking for such information or evaluation might jeapordize
the cooperativeness we received and the rapport we established
with the manager. We were more interested in her giving us
descriptions of what she did on the job, without fear of
evaluation, than we were on her actual piomotability or success

within the company. We therefore those self-report as the mode
for measuring the latter variables.

Professional Development
Education

A major interest in the present study is in the education
completed by women managers. We are interested in both past and
current educational efforts, and education that is both relevant
and non-relevant to management as a career choice.

Thus, the Management Careering Questionnaire asked women to
indicate the highest educational degree attained, the name of the
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school or college where the degree was received, the field in
which it was achieved, and the year it was granted. The managers
were asked how many years of formal education they had achieved.
The women also indicated if they had ever completed a formal
management training program, and if "yes," the name of the school
or company where the program was completed and when.

These questions were expected to give us basic educational
-information, with particular emphasis on when, where, and what
kind. We also asked the women to indicate if they were currently
enrolled in any educational institution, and if "yes," to name
the institution and the degree toward which- they are working.
Again, her current attempts at completing education allow us to
determine the relevance of those attempts, and can serve as an
indicator of her commitment to educationsl advancement.

Professional Activities

We think that the number and type of activities a
professional engages in on her own are one indication of her
commitment to her professional development. We asked for the
number and type of activities she engaged in aside from
company-sponsored functions that were related to her position in
the company (e.g., attending profe331onal meetings, memberships
in management associations, publications, etc.).

Personal Roles and Socialization -

Several questions were included in the Management Careering
Questionnaire to provide information on the manager's age,
parents' occupation while she was grow1ng up, number of siblings
and birth order. Bach manager was asked the year in which she
was born, and to state both her father's and mother's main
occupation as she was growing up. We asked how many brothers and
. sisters she has who are older than herself, and younger, which
provides information on nrumber of siblings and birth order.
These questions can be used 1o infer socioeconomic status, and
give an indication of social mobility from youth to current age.
Obviously, age is an important variable to consider in inferring
. success in careering.

Other questions were included to indicate marital status,
husband's occupation, and number of children for whom the manager
is responsible Ior supporting. She was asked to indicate if she
is currently single, married or divorced, and if married, her
husband's occupation, and the nunber of children or other
dependents (other than her husband) for whom she has or shares
responsibility for support. Current marital status, husband's
occupation and numoer of children would allow us to examine her
careering in management relative tn family responsibilities and
roles. Husband's occupation is a better indication of current
socioeconomic status than just her cwn occupation, ard we asked
for the number of children for whom she had responsibility for
support as a better indicator of current family role
responsibilities than number of children alone.
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In sum, the demographic information yields a variety of
variables related to socioecdonomic status, social mobility,
parental occupational role models, birth order and number of
siblings, and current family roles and responsibilities
(including economic responsibilities), relative to age. ,

The questionnaire was designed to focus on information
relating to her current job first, t!.en her job history, and then
education. Demographic information and questions about
promotability, salary and satisfaction with management as a
careeer were asked last because they were Jjudged to be more
sensitive.

Components of an Assessment Process for Qualitative

Analysis of Effective Managerial Performance
T

The following section describes components of a process for
qualitative analysis of effective managerial performance and for
enhancing the validity of assessor judgments. Because of the
commonalities previously described between the methodological
approach represented by the Behavioral Event Interview and that
of the Alverno faculty's principles of assessment, and because of
Alverno's expertise at competence derivation (Mentkowski, et al.,
1980) and qualitative data analysis (e.g., Mentkowski, Moeser &
Strait, 1983), it is appropriate to use Alverno's theory of
assessment (Alverno College Faculty, 1979) to guide the Jjudging
process for coding the interviews for competences  and for
enhancing the validity of our Jjudgments. The judging process
described below 1is built on the work of McBer and Company. An
explicit description of McBer's methods were not available at the
time of the data analysis. The de=scription that follows is a
product of collaboration between Alverno and McBer.

The following are components of a process for enhancing the
validity of assessors' judgments: ‘

® Select and train-assessors- to-conceptualize - - .-
competences to be judged and their relation
to examples of professional performance

~ o FBstablish inter-rater reliability of assessor
\ judgments and create a consensus process

o Critique and clarify the competences and
study the extent to which they describe
performance in the present sample

e Develop a process and rules for individual
and consensus assessor judgments.

o Consult with external expert assessor

The following is a description of the judging process for
individual and consensus assessor judgments:
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The following is a description of the judging process for
individual and consensus assessor judgments:

¢ Interpret behaviors and outcomes in the
context of the situation

o Identify and analyze specific behavioral
examples of performance in relation to
outcomes’ '

o Identify and analyze behaviors, thoughts,
feelings and motivation in relation to
outcomes

e Infer and relate competences/subcompetences
to examples of performance

o Synthesize all information and qualitatively
judge (infer) the extent to which examples
relate to selected competences/subcompetences

e Identify rationale for judgment

e Record individual asssessor judgment

® Reach consensus among assessors

e Record final consensus judgmert

Components of a Process for Enhancing the
Validity of Assessor Judgments

Select and Train Assessors to
Conceptualize Competences to be
Judged and Their Relation to
Examples of Professional Performance

Following our decision to use McBer's coding manual as the
criteria for assessment; the next step in beginning the judging
process is the selection and training of assessors. First we
describe assessor qualifications, and then assessor training.

Assessor Qualifications

Initially, two male and two female assessors were selected
for coding the Behavioral Event Interview #Writeups for
competences. Two researchers from the Office of Research and
Evaluation (an educational psychologist and a sociologist) who
had prior experience developing a competence model for effective
nursing performance (Mentkowski, et al., 1980) and two faculty
from the Management Department made up the team of assessors.
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All four assessors had extensive experience qualitatively judging
performance. Three of the four assessors were members of
Alvérno's Assessment Council, the faculty group responsible for
quality assurance and internal validity of assessment at Alverno.
Two of the assessors had atterded a two-day workshop at Alverno
conducted by George Klemp of McBer on this general research
procedure and the same two (an Office of Research and Evaluation
researcher and a Management faculty member) had attended a
session at McBer where David McClelland described and
demonstrated the competence derivation process for selected
Alverno faculty.
' The rationale for assessor selection was to balance the team
for sex, and for expertise in both research methods and the field
of management, with team members having qualifications expected
by their respective fields. (Researchers have the Ph.D. degree
" and management professors the M.B.A. or M.A. degree.) Part way
into the assessor training period, the number of assessors was
dropped to three, with the fourth assessor (a researcher) serving

as synthesizer of questions and issues that were raised during
the training sessions.

Assessor Training

i

Following their selection, assessors studied the concepts of
"generic competence” defined by McBer and by Alverno College and
the assessment process, coding rules and skills outlined in the
nursing study (Mentkowskl, et al., 1980). The two researchers
with prior experience at competence derivation and coding guided
this part of the assessor training, with the two management
faculty members drawing on their experlence as instructors and
assessment specialists,

The competence de¢efinition used in the tralnlng is a synthesis
of Alverno's and McBer's definitions, which are similar. These
definitions are partly restuted here to assist readers planning
to 1learn this methodolcgy. For Alverno, a competence is a
generic ability characteristic of the person (not a set of
discrete skills) that transfers across situations. It 1is
developmental, in that it is teachable through pedagogical,
cumulative levels. It can be taught toward and assessed.
Competences are also holistic in that they are integrated,
inseparable parts of the whole person. Competences are outcomes
of an educational process, but they are also viewed as
descriptions of the kind of personal abilities we are seeking to
develop (Alverno College Faculty, 1979). In addition, Alverno
faculty have described performance characteristics that modify or
describe competent performance. For example, does the person
show committed performance, does she demonstrate her performance
habitually, does her performasnce integrate her several abilities,
etc. (Alverno College Faculty, 1977).

Of Alverno's eight competences (Communications, Analysis,
Problem Solving, Valuing, Social Interaction, Individual
Responsibility for the Environment, Involvement in the
Contemporary World, and Aesthetic Response), the Business and
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Management Department develops three beyond the first four levels
required of all siudents to two advanced levels: Problem
Solving, Analysis and Social Interaction. The Department
“identifies these abilities as being at the heart of management
practice. .

McBer defines a competence as generic knowledge, sk:lls,
trait, self-schema, or motive causally related to effective
and/or outstanding performance in a job (McBer and Company,

1978):

"--It can be knowledge, a category of usable
information organized around a specific content
area (for example, knowledge of mathematics);

--It can be a skill, an ability to demonstrate
a set of behaviors or processes related to a
performance goal (for example, logical thinking);

--It can be a trait, a consistent way of responding
to an equivalent set of stimuli (for example,
initiative);

--It can be a self-schema, a person's image of
self and his or her evaluation of that image
(for examples, self-image as a professional);

or

--It can be a motive, a recurrent concern for
a goal state or condition which drives, selects,
and directs behavior of the individual (for
example, the need for efficacy)” (Klemp, 1980).

"Causally related means that there is evidence which
indicates or suggests that possession of the characteristic
(e.g., skills, trait, knowledge, motive, self-schema)
precedes and leads to effective and/or superior performance
on-the-job. Without a theoreticel prediction relating cause
to effect between a characteristic and job performance, the
existence of merely associational evidence alone (:i.e.,

‘relational statistical studies). does not satisfy the need
ior a causal relationship. Ideally, the theoretical
prediction linking the characteristic and performance on the
job should be supported by research evidence in which
assessments of the characteristic are the measure of the
independent variable and performance on the Jjob is the
measure of the dependent criterion vuriable" (McBer and
Company, 1978).

"Generic means that the competency will manifest itself
in numerouéngbecific job-related actions or behaviors. Taken
together, these instances represent the eyidence of the
presence of competency. Competencies do not usually have a’
one-to-one correspondence with observable actions in
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performing a job. On°c the other hand, they represent the
underlying characteristics that can be applied to describe
the.. successful integration of a variety of subtasks.
Competencies must have generalizability or transferability to
a variety of work world requirements. For example, -critical
thinking may be -determined to be a competency which is
related to performance in a professional job. This
competency may be evident in the number and types of
problem-solving activities in which a person engages" (McBer
and Company, 1978).

Following review of these concepts and materials, the four
assessors individually studied the McBer manager competences and
a small set of interview writeups. They each coded a set of
situations or critical incidents and then discussed coding issues
as a team. During assessor training, assessors met in a group to
independently judge and then discuss one situation at a time so
each would have his or her rationale in mind if a recommended
code were disputed. The assessors agreed that judgments had to

be Jjustified. A code requires a rationale, but the rationale is
open to discussion and therefore not limited.

The four assessors used an initial training procedure to
independently underline or place in parentheses all material in a
set of situations that was relevant data for coding. For
example, assessors individually underlined all behavioral data,
and placed all thoughts and feelings data in parentheses. While
the Behavioral BEvent Interview Writeup format distinguished
between these categories to assist the coding, relevant material
may sometimes be found throughout the situation. Following
underlining by individual assessors, the situations were
cmpared. The assessors found that they were highly similar in
their selection of relevant material for coding.

Establish Inter-Rater Reliability
of Assessor Judgments and Create
a Consensus Process

Following training to select relevant material to be coded,
the assessors continued to individually judge situations, compare
their coding, and reach consensus. During training, the
‘assessors compared their coding to obtain reliability
coefficients. It soon became apparent that each assessor had a
different style and that each brought a different perspective to
the situation. Indeed, it was the interaction of +the assessors
during consensus that accounted for the ultimate coding of a
Ssituation. For example, a competence different from or in
addition to those identified in individual assessor :oding may be
assigned during consensus as a result of the discussion. Thus,
the consensus sessions brought greater insight to the coding than
just to compare codes in a simplistic way. The assessors
observed that high inter-rater reliability was not as important a
goal for individual assessor coding as was achieving the insight
that was characteristic of the consensus sessions.
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In sum, levels of inter-rater reliability attained by the
Alverno assessors during assessor training led the research team

Yo reject using individual assessor coding alone. For this

reasbn, they decided the codes assigned should be the product of
three individual assessor Jjudgments. The research team was
confident that the depth of the consensus discussions {one hour
per interview) supported that Judgments reached and codes
assigned through thic process were of high quality.

Critique and Clarify the Competences

and Study the Extent to Which )

They Describe Performance

in the Present Sample

While we selected the McBer coding manual for use in the

-present study, we were not willing to take for granted that the

manual would necessarily - be descriptive of women managers'

abilities. Thus, we gave careful attention to the
appropriateness of the manual as the coding progressed.
Assessors did make careful notes of those behaviors that

seemed important for our understanding of women manager
competences, but that did not appear to be codable using McBer's
list. Since two of the members of the management research team
had participated in deriving the competences. for the nursing
study and coding the nursing interviews, we had a basis for
comparison in judging the appropriateness of the McBer manual. for
the management interview data. Actually, the assessors concluded
vt the end of the coding that the codebook worked.very well for
data we had collected. Only four of the subcompetences (two in
Proactivity and two in Diagnostic Use of Concepts) were unclear
in the context of our data, and were argued often among the
assessors. The team did not find behavior categories that seemed -
important to be coded that were not included in the McBer Coding
Manual.

The following clarifications were made during assessor

‘training and used in coding the writeups.

o In the competence cluster Entrepreneurial
Abilities, the difference between Proactivity 1
(P initiates the action in a task sequence
rather than waiting to react to the situation
as it develops), and Proactivity 2 (P initiates
new-actions, communications, proposals, meetings,
or directives to accomplish a task) are as follows.
In Proactivity 1 (P initiates the action in a task
sequence rather than waiting to react to the
situation as it develops), the manager knows the
sequence so the behavior is initiating rather
than reacting. The manager initiates a single
action followed by other actions we know about.
For Proactivity 2 (P initiates new actions,
communications, proposals, meetings, or

directives to accomplish a task) she initlates
new action. She is initiating actions,

charting new territory.
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e Diagnostic Use of Concepts can be inserpreted
as "I'm making something happen and here is why."
Theory is linked to action by the manager verses
just her interpretation of a situation. Managers
do describe thinking related to behavior.

¢ To code Management of Groups, the manager must
be in charge and it must be a formal group formed
for a particular task. This category is reserved
for task accomplishment of a group outside regular

routine. (For example, managing a department is
not running a group.)

e Specialized Knowledge is difficult to code. For
example, a manager may use information in order
to develop others, and so this would be coded
as Development of Others. Usually, technical
skills are used as a tool to perform a competence.
Specialized Knowledge is also di<ficult to code
because one must then focus on the specialized
knowledge of a manager. In order to code this
competence we may have to look at the specific job
and function of a manager instead of data in . :
Behavioral Event Interviews.

Develop a Process and.Rules

for Individual and Consensus

Assessor Judgments

During these individual - judging and consensus practice
sessions, questions and isaues continued to be raised about the
appropriateness of the c¢»>des in the manual to handle the data,
the role of behavioral data verses thoughts and feelings data in
coding, the actual coding procedures, and so on. Throughout the
training period, the fourth researcher participated in the
discussion, recorded the sessions, and then developed a set of
"minutes" of the sessions which set forth the issues that were
discussed and their resolution. As consensus was reached on a
coding issue, the assessors would develop a "rule.” Such rules
were compgred to those used in the nursing study, recorded, and
then became part of the judging process for the current study.. A
set of rules was thus developed to assist in the coding to show
how issues had been resolved. This is particularly important
since some issues tended to come up again and again. Since the
coding took place over a relatively long period of time (six
months), it was important that the assessors have access to the
rationale and rules to insure that interview writeups ypre coded

‘similarly over time.

The rationale’and rules for judging present a judging process
developed for Alverno's nursing study and adapted for the current
study, as well as additional clarifications and rules developed
during assessor training as a result of assessor discussions and
ir consultation with George Klemp of McBer and Company.

7
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Consult with External

Expert Assessor

If an issue was unresolved, the researcher contacted George
Klemp and obtained an outside opinion. The team also consulted
Klemp on other aspects of the judging process so that rules
needing clarification were also influenced by the McBer research
team who devzloped the¢ manual. This helped to maintain the
validity of its application, which is important for future
comparisons oIl performance from the Alverno study with manager
performance from other McBer studies.

Judging Process and Rules for Individual
and Consensus Assessor Judgments

Following training procedures, all interviews were submitted
to each of three assessors for coding. Interviews were randomly
selected as to the order of coding, although interviews were
deliberately mixed as to length of interview and type of job the
manager performed. Variation in length and type of job insured
assessor interest, and helped to reinforce the judging of generic
competences that woul 1 cross situations. Coding -all interviews
from. the same kind of job could systematically affect the judging
process.

Each of three assessors received a separate copy of each
interview writeup for coding. Following individual coding, each
assessor gave a list of his or her codes per situae;on to an.
assistant. The assistant recorded ~vdes for each assesscr and
the record was given to assessors at the beginning of the
consensus session. In order to maximize the probaoility that an
assessor would recall all of the rationale for gisigning a
particular code, the procedure was to individually code about six
interviews (36 31tuat10ns), and then meet for consensus.

The consensus session began with a comparison of the 8331gned
codes. Assessors compared and contrasted each other's judging
process. On occasion, the meaning of +the subcompetence was
discussed agaﬁh. The three assessors would ther come to
consensus on the coding appropriate to each situation. Codes
achieved through consensus usually consisted of more competences
than one individual would select durlng the 1nd1V1dual judging
process. Consensus often involved "fine tunlng, deciding on
which category was better given the evidence. Often one
individual would "see" something others would not see. The
assessors observed that they had some "real arguments,” that the
assessors brought different perspectives to the data and that
there seemed to-be, systematic differences in the ways individuals.
coded the data. These observations again reinforced the
importance of the consensus process. ,

The assessors observed that the quality of both individual
and consensus coding dropped after a time, and that three hours
of consensus time was about right for "getting into"” the coding
and for exhausting one's energy for "holding out" for one's own
perspective. After ap rpximately 1/3 of the coding was complete,
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the assessors observed that they each needed thirty minutes to
individually code an interview, and that the team needed one hour
per interview to come to consensus. Given this amount of time
and their knowledge of the judging process, the three : asssssors
and the fourth researcher realized a change in procedure was
needed if all coding was to be completed within the :8ix months
alloted. At that time, it was determined that the quality of
Jjudgemen would not suffer as much if three individugl - judgménts
were L.ought to the consensus session. Each interview thereafter
was still coded individually by each of the three assessors, but
only. twec of the assessors participated iq the consensus session
with the —three individu%l codes, to assign the final codes per
situation. Assessors A and B made up one consensus team, and
assessors A and C made up another consensus team. Therefore, all
three perspectives were still represented in thejcoding. In all,
the teams spent 150 hours individually coding the interviews plus
an additional 100 hours of consensus time, for a total of 250
hours to code 10! interviews. Since assessor A was a member of
both consensus teams, variations in coming to consensus or in
coding behavior were controlled. Steps in coding are outlined
below; they are written as instructions to assessors.

~

Interpret Behaviors and Outcomes
in the Context of the Situation

Read through the entire interview first. Identify the .
context and meaning of the behavior in relation to the outcome in
each.  situation. Discriminate contextual variables, end
discriminate what the professional did from what other persons in
the situation did.

»

Identify and Analyze Specific
Behavioral Examples of Performance i
in Relation to Outcomes

Underline all behaviors, including those that are peripheral
to the situation. What did the professional actually do? Focus
on what occurred; do not focus on unreported behavior. Focus on
behaviors related to outcomes; do not focus on the 1language
patterns of the interviewee. Do not asrume negative behaviors
from lack of data. ‘

Identify and Analyze Behaviors,
Thoughts, Feelings and Motivation
in Relation to Outcomes

Any statement by the professional of her thoughts and
feelings 1in all parts of the situation write-up that ultimately
might determine how the behaviors are coded should be enclosed in

parentheses. All statements that may be an assist in coding may
be placed in parentheses.
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Consistently focus on the thoughts, feelings and wants of the
professional. Thoughts and feelings are sources of information
that can assist us to identify competences. Since we define
competence as knowledge, disposition, motive, attitude,
self-schema or perception, and skill, we must make inferences
about the other aspects of competence when coiing a particuler
behavior. The thoughts and feelings of the interviewee allow us
to infer these other aspects, and so are an assist in scoring.
Any one competence may involve all or some of these aspects.

When we code interviewee thinking, it is in the context of
action. Information from the thoughts and feelings section is
critical to understanding the © professional's intention,
motivation and self-sch.ca, as well as thought processes the
participant is using while acting in the situation. Thus,
thoughts and feelings +that occurred during the situation are
codable. ;

It is important to code thoughts snd feelings that happened
during the situation, but to separate these from thoughts and
feelings a participant :s formulating during the interview.
Separate out a professional's interpretation of & gituation -and
his or her inferences made that are independent of the behavioral
data. The participant's judgments about why certain things
happened are not couable. We are interested in coding what a
professional does, not his or her judgments about .why certain
things  happened. We  therefore separate his or her own
constructions about the situation from constructions made by the
assessors who look at tne situation morz objectively and
holistically. Regardless of the interpretation a particular
professional puts on a gituation, the assessor should objectively
judge based on his or her independent observations.

Infer and Relate Competences/
Subcompetences to Examples
of Performance

An experienced assessor does not review every single
competence or subcompetence in the manner of a checklist.
Rather, the trained assessor considers competences as they come
to mind and persists in finding more behavicral evidence and
subcompetence "matches" wuntil he or she is ready to synthesize
the information and infer a competence/aubcompetence code.

Coding is more efficient if the assessor first eliminates all
coupetences and subcompetences that do not "fit" the sgituation,
and then makes fine discriminations among those subcompetences

that do. No situation is ever a "perfect match” to a
subcompetence. Inferences need to be "made. This step 1in
assessor decision-making, identifying examples, ideas and

concepts, and relaving the competences judged relevant +o
specific behavioral examples in the interview writeup is
important to the vslidity of qualitative judgmeut.
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Synthesize all Information and
Qualitatively Judge (Infer) the
Txtent to which Examples Relate
to Selected Competences/Subcompetences

The task ia Jjudging is to analyze the .eituation for
behaviors, thoughts and feelings that make up a subcompetence or
competence. The skill of the assessor in coding a competence is

" the exten* to which he or she can put togelther all aspects of
doing, thinking, feeling and motivation to infer the competence
from the combination.

One key to inferring competences is to 1look for®a causal
relationship between thoughts and feelings and the behavior or
consequent action. We do not judge just on the basis of what is
thought or felt because some persons may not report thoughts or
feelings. We use thou%hts, feelings and wants to validate
“nferences made from Lehavior. Thoughts and feelings are codable
if they are followed by behavior. Thoughts and feelings are
important to understand the behavior. They are clues to the
extent to which inferable aspects of the competence are brought
to bear in the situation, that then determine how a behavier is
coded.

Effective performance 1is Jjudged against the outcome of the
situation cited by the protessional. As we judge, we may ask
"What is the relationship between knowledge and action, between
motive, attitude and action, etc.?" Competences must be judged
as causally related to effective outcomes from the interview
writeups. The competences must be operationalizable; they must
te grounded on specific behaviors mentioned in the interviews.
Competences arz inferred; we cannot observe a competence
directly. 'The data base from which we infer the competence is
made up of cbservable behavior. How do we decide which behaviors
are subsumed under which competence? What are the rules for
inference? We ask: _"What is the result of the behavior? What
is the context of the situation?" A behavior must lead to a
result or outcome to be coded. We show the relationship to
ouicome because Wwe are interested in effective performance. We
want to knuow what competences lead to certain outcomes. A
- behavior can be either "good" or "bad." It is the context of the
gsituation and th2 outcome that asgists us in determining wnat
aspect of a competence can be inferred. It 1is important to
separsate out your own values about what is effective or
ineffective professional performance and base this Jjudgment on
the outcome of the situation instead.

Idertify Rationale for Judgment

Giving, reasons for your judgments and operating from rules
for inferenses you can identify is an important part of expert
judgment (Mentkowski, Moeser & Strait, 1983). Such inferences
can bLe recorded direectly on the interview for reference during
congensus.
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Record Individual

Assessor Judgment

Record judgments individually for comparison prior to
consensus on the form provided. An assistant collects data from
each assessor prior to consensus sesgions.

Reach Consensus Among Assessors

Individual coding and consenéus assists in making reliable
Jjudgments about how the situation should be coded, but consensus
also increases the opportunity for seeing the complexity in a
situation and the number of subcompetences that apply. Each
assessor must be prepared with his or her rationale for how and
on what basis an incident is coded for subcompetences, since the
purpose of the consensus gsession is to review all coding
differences, and then discuss why these codes were selected. If
each assessor gives his or her rationale for why these codes were
selected, a more indepth discussion of the interview writeup
ensues. ' ‘

When assessors do not agree absolutely on their recommended
codes, they reanalyze the situation together, discussing one
another's rationale, and the weighing of evidence. This
situation calls for reviewing the competences and subcompetences
and their application to situations that the assessors recorded
individually. Assessors attempt to reach agreement on the
interpretation and relevance of examples of peerrmance, the
application of the competences and subcompetences, and a code
reflecting their interpretation and synthesis.

Record Final Corsensus Judgment

As the judging process gets underway, the volume of records
increases rapidly. All individual and consensus ratings are
systematically transferred to computer files.

Rules for Assessor Judgments

The following rules are additional guides for coding:
¢ Each situation is code? for competence and i

subcompetence. While a number of different
competences and subcompetences are coded per
critical incident, a single situation may be
coded only once for a subcompetence. The same
situation can be coded for more thaa one
competence and subcompetence. 3



o Behavioral statements may be coded for more
than one subcompetence, hecause a particular
behavior can be evidence for more than one
competence. We infer a competence from more
than one behavior, cumulatively. Therefore,
behaviors may contribute to more than one
competence. There may be multiple dimensions
to a behavior.

¢ Subcompetences can sometimes be overlapping,
that is, a particular behavior can be evidence
for more than one competence. We do infer a
competence or subcompetence from more than one
behavior. Cumulatively, behaviors may thus
contribute to more than one competence. If
there is too much overlapping, double-coding
may occur, which is cause for concern. Therefore,
it is important to check across situations using
the same context for similar coding of the
same behavior.

o Analyze a transcript or tape of the interview in

difficult cases in addition to the Behavioral
Event Interview Writeup.

® Some situations are not codable because there
is no behavior to code.

e "Negative" competences are not coded in this study.

® Situations are coded such that the assessor is
unaware of the organization that employs the
professional.

o Interviewer's perceptions are helprul in coding,
and the interviews must be read holistically
to a degree in order to make inferences to code
competences. Situations are, however; coded
individually. That is, each situation needs to.
"stand on it's own" in relation to the code
assigned. It is important to avoid reading
impressions until coding of all situations is
complete., The interviewer later systematically
codes the impressions.

e Some competences will not appear in the coding

manual because all managers perfc - the behavior
(e.g., decision-making).

o The coding manual does not provide for coding
the content, or particular action or deciazion
the muanager made in a specific situation. For
examyie, how and why a manager uses challenging
behavior is important for coding, not that she
challenged. Coding the interviewe for decisions
and/or actiors is a topic for additional research.
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RESULTS ARXD CONCLUSIONS

A Description of the Competences
of Effective Women Managers

Competence Clusters and Competences
in the McBer Coding Manual

The competence model (McBer & Company, 1978) consists of four
clusters of abilities: Sucio-Emotional Maturity, Entrepreneurial
Abilities, Intellectual Abilities, and Inter-personal Abilities.
Each of these clusters is described by several competences, and
each competence is elaborated through a set of vehavioral

descriptors. The clusters, together with the competences, are
-presented below.

Socio~-Emotional Maturity
e Self-Control
e Spontaneity
e Perceptual Objectivity
e Accurate Self-Assesament
e Stamina and Adaptability
Entrepreneurial Abilities
e Efficiency Orientation
e Proactivity

Intellectual Abilities
e logical Thought
e Conceptualization
e Diagnostic Use of Ccncepts
e Specialized Knowledge

Interpersonal Abilities

Development of ‘Dthers
Expressed Concern with Impact
Use of Unilateral Power

Use of Socialized Power
Concern with Affiliation
Positive Regard

e Management of Groups

e Self-Presentation

e Oral Communication

}/O...

N

@,
Since the , cluster Specialized Kd%wledge has no individual
competences, and tecause it is related to Intellectual Abilities,
we included Specialized Knowledge in the Intellectual Abilities
cluster for purposes of data analysis.
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Coding the Interview for Competences
/

Fach' of six situations in each Behavioral Event Interview
Writeup is coded separately for ~the competences and their
corresponding subcompetences (e.g., Develcpment of Others, (1),
Demonstrates a corcern for - making othera fecl that they can
accomplizh an objlective or goal). FEach sitiation is coded only
once for any particular competence end its corresponding
subcompetence. Thus, the number of competences ccded 1is
analogous to the number of situations where +the competence was
demonstrated. For example, if a .competence was coded in an
interview four times, it was demonstrated in four of +the six
situations.,

It is important to clarify that a Behavioral Event Intervievw
Writeup is coded for those competences the manager demonstrated
in the interview. Consequently, absence of a competence in the
interview is not adequate evidence that the manager cannot
demonstrate the competence. Another type of measure, or even
more direct Jquestioning or a 1longer interview migh%' elicit
competences not coded. Following coding of the situations, the
interviewers coded the Interviewer Impressions (page 1 of the
Behavioral Event Interview Writeup® for the competences
Self-Presentation and Oral Communication.

Memory, Self-Presentation and”Oral Communication require a
judgment to be made by the interviewer regarding the
interviewees' skills and abilities. This would introduce a new
variable into the study, interviewer's impression, so this data
is described but not included in the data analysis.

Distribution of Clusters

There are several ways to present the distribution of the
competences in the sample of interviews in relation to.the number
of managers demonstrating them. Table 2 presents the total
number of times the competences within each cluster were coded in
relation to the total number of situations or critical incidents
where the competences could be demonstratcd. The table alsc
presents the number and proportion of managers who demonstrated
a2t ‘least one competence within the cluster and th. relative
ranking of the clusters in each category.

It is interesting to note that the competences are evenly
distributed across three competence clusters (Entrepreneurial
Abilities, 436; “Intellectual Abilities, 417; and Interpersonal
Abilities, 431). The Socio-Emotional Maturity Cluster was coded
the least (233). Three of the cluster proportions are relatively
well related to the proportion of managers demonstrating them
(Entrepreneurigl Abilities, p = .95, Intellectual Abilities, p ~
.97, and Interpersonal Abilities, p = .90). While the
Socio-Emotional cluster has the fewest demonstrated competences,
a relatively large proportion of the managers demonstrated it (2
= ,80). The women managers in this study were as likely to .
identify and discuss situations where they demonstrated
Entrepreneurial and Intellectual -Abilities as they were
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Interpersonal Abilities, and somewhat less likely to identify and
discuss situations where they demonstrated Socio-Emotional

Maturity.

One =suggestion in the literature is that women managers are
more 1likely to denonstrate Interpersonal Abilities than
Entrepreneurial ones, because of expectations for women to learn
nurturance and caring roles. This a7udy shows that there were as
many instances of Entrepreneurial and Intellectual Abilities as
there were Interpersonal ones.

Distribution of Competences

A closcr examination of the number of competences
demonstrated (Table 3) and a corresponding 1look at  which

subcompetences account for the number of competences coded (Table

5) gives us a clearer idea of just which subcompetences account
for the results.

Table 3 presents the total number of times each competence

was coded across all the interview writeups, in relation to the
number of manager interviews where the competence was

demonstrated. The number of times the competence was coded is

‘ obtained by adding the number of times each subcompetence is

coded across all 522 situations. A manager is judged to have
demonstrated a competence if she demoustrated at least one of the
subcompetences in one of the six situations she described. In
Table 4, the relative ranking, from highest to lowest, of both
the number of times the competence was coded and the number of
managers who demonstrated it is included so their order might be
more easily compared.

Table 4, a simple 1listing of the rank order of the
competences in relation to the ranking of the managers, shows
that the two :ankings are very highly correlateéd (5 = .99). We
interpret this to mean that there is a broad distribution of the
competences across the manager interviews. This argues for the
interview as adequate in eliciting performance data across a wide
range of managers. It also wsuggests that the number of
competences’ that appear in the interviews is more likely to be an
adequate indicator of the extent to which the managers are
actually able to demonstrate the competences. We do not find
instances where a large number of one of the competences is
demonstrated by just a few of the managers. This also supports
using the data as interval data, and studying the number of t1mes
a competence was demonstrated per interview.

The competence coded most was Proactivity (n = 311), followed
by Diagnostic Use of Concepts (n = 298), and Development of
Others (n = 182). Ninety-four managers demonstrated liagnostic
Use of Concepts compared to 92 for Proactivity and 70 for
Development of Cthers. Ranked fourth, fifth- and sixth were
Accurate Self-Assessinent (n = 125), Efficiency Orientation (n =
125) and Expressed Concern With Impact (n = 121), demonstrated by
65, 58 and 63 managers, respgptlvely. At the other end of the
continuum, Spontaneity, Specialized Knowledge and Comncern with
Affiliation were scored nine or less times and demonstrated by
eight or fewer managers. '
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Compe tences

Socio-Fmotional Maturity

Self-Control

Spontanelty

Perceptual Objectivity
Accurate Self-Assessment
Stamina and Adaptability

Entreprencaria; Abllities

Efficlency Orientation
Proactivity

[N

Intellectual Abliiiees

Logical Thought
Conceptualization
Diagnostic Use of Concepts
Specialized Knowledege

Interpersonal Abilities

Development of Others
Expressed Concern with [mpact
Use of Unilateral Power

Use of Socialized Power
Concern with Affiliation
Positive Regard

Management of Groups

Self Presentationa
Oral Communication Skills

Table 3

Nistribution of the Competences In Pelation to the
Proportion of Nanagers Performing Them

Total

Numbet of
times the
competence
was coded

34

52
125
13

18
95
298

182
121
49
20

26
28

1

Proportion of

competences in Relative ranking

relation ta
total number
of critical
incidcnts2

.06
.02
2
02

.60

03

Y
01

3
23

4
01
03
.05

of the competence
based on

number of times
it was cnded

(16)
(7

Number of
managers
perforning

the competence

in the Behavioral
Event luterview

7

39
b5
13

58
92

14
5
94

70
63
LY
14

o
2]

42
42

Proportion
managers in
relation to
total numbe
of managers

27
.08
39
b4
A3

57
1

J4
.58
93
05

.69
b2
39
Jé
05
23
23

A2

of

r

’

Relative ranking
of the competence
baged on
number of
managers

performiog it

(12)
(18)
(20

(17)

lThe subcompetences were sumned to obtain this number.
Total number of critical incidents is 522,

3otal wumber of managers is 101,
bCoded from Interviever Impressions.




Table 4

Ranking of Competences on Number of Times Coded
in Relation to Number of Managers Who Demonstrated Them

Ranking of competences Relative ranking of competences
based on number of based: on the number of
times coded managers who demonstrated it
Proactivity Diagnostic Use of Concepts’
Diagnostic Use of Concepts Proactivity
Development of Others Development of Others
Accurete Self-Assessment ‘ Accurate Self-Assegsment
Ef ficiency Orientation Expressed Concern With Impact-
Expressed Concern With Impact - Conceptuelization
Conceptualization Efficiency Orientatio.
Perceptual Objectivity v " Perceptual Objectivity
Use of Unilateral Power . Use of Unilateral Power
Self-Control , fSel1f-Cont~c1
Management of Groups- Positive gard
Positive Regard - Management of Groups
Use of Socialized Power Logical Thought
Logical Thought ‘ Use of Socialized Power
Stamina and Adaptability Stamina and Adaptability
Spontaneity “ Spontaneity
Specialized Knowledge Specialized Knowlodge - ’
Concern With Affiliation Concern With Affiliation :
. v

Distribution of Subcompetences .

As mentioned, each interview writeup was “\qo
subcompetence level; each competence has two
subcompetences which define aspects of the competence. The
subcompetences have been briefly edited and are presented in
Table 5 in ,crder to describe the number of times each
subcompetence was  coded across all the interview writeups. The
number of managers who demonstrated each subcompetence is also
presented.

Some  competences have a more even distribution of"
subcompetences coded than others, for example, Proactjivity,
Diggnostic "'e of Concepts, Development of Others, Exﬁé%csed
Concern With Impact, Perceptual Objectivity and Management of
Groups (see -‘Table 5). Use of Unilateral Power and Accurate
Self-Assessment, were defined primarily by one of the
subcompetences. ~his  table helps us to understand the pattémgs
that occurred in the actual coding of the interview writeups and
how a particular competence is actually demonstrated in the study
sample.

)
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Subcompetences According to Number of Tihes Coded
and Number of Managers Who Demonstrate Them

.

?tépottion Number Proportion

gz;;&r of Subcomps. of Managers of Managers
- of Times in Relation Demonstrat— in Relation
2 Competente “to Total ing to Total
# Was Code Number Subcomp . Number
: of Critical A of Managers
Incidents
SOCIO~-EMOTIONAL MATURITY CLUSTER
Self-Control
1. Participant states thzt she
held back on an impulse to say
sonething and replaced impulsive
~ behavior with a mcre appropriate
response } 21 . .04 16 .16
2. P reports not,feeling angry or
upse. when under explicit , ®
personal g*tackt ’ 2 .00 2 .02
3. P reports a personal sacrifice
or denial of an impulse or
! need, for the good of an _
overriding organizational n=sed " .02 1" <11
Spontaneity ’ -7

1. P acts on the basis of an .

immediate/emergent feeling or

desire without premeditation or -

forethought ' ’ 3 .01 3
2. P overtly expresses emerging

feelings to others without ' .

first thinking about impact 6 .01 .5 .05
%. P makes snap decisions ' ‘ )

without first regarding the - . .

possible consequences 0 0o . 0 * 0.

Perceptual bbjectivity
1. P states that each party to a .= -
conflict or disagreement has
a different perspective or
understanding of the issue in
<;x dispute, and P can outline
those perspectives 3 .01 3 .03
\\\\2. P shows an understanding of
another’'s point of view by
describing it when it's . : :
~different from her own . 29 .06 26 .26
3. P communicates an understanding
of the different perspectives -
that each party brings to a,
conflict, .dispute, or f )
interpersonal event : ‘ 10 .02 9 .09




-

Table 5 continued

P describes taking an action
for the good of the organi-
zation at the expense of
another person's feeling or
status, in which regret or
recognition of another
person's loss is mentioned

Accurate Self-Asszasment

1.

P describes and evaluates own
performance in a situation

in terms wnat reflcct a
recognition of personal
strengths and/or weaknesses
When describing personal

~weaknesses, P expresses a

desire to help in develop-
ing or improving own
abilities

P seeks help, or takes
actions for developing or
improving own Specific
abilities

Stamina and Adaptability

1.

? describes a situation in which
she spent unusually long hours
on a task (or %tasks)

P describes self as acting
patient, calm, and in control

in situations of continuous high
Stress

P describes a prolonged task in
which her continuous attention
to detail throughout its course
is an important element

P describes behaviors designed
to reduce the effects of stress
in a specific situation without
noticeable deterioration in
performance i

P repc~te changing a course of
action to one more appropriate
based on major and stresaful
changes in the situation

r

T4

10

114

(o2}

9,

.02

.00

.02

.01

.00

.01

.00

.00

64

10

.08

.63

.01

.10

.01

.02

.01



Table 5 contirued

ENTREPRENEURIAL ABILITIES
Efficiency Orientation
1; P. sets specific realistic and

challenging goals and/or dead-
lines for task accomplishment

2, P eypgresses a desire to do
ggmething better than has reen
done before; concern wiih
unique achievement

3. P states a personal standerd of
excellence for task verfermance

4. P strecses efficiency in the
use of time, manpower, or
resources; balances task
requirements and individual
needs; matches people and jobs

5. P identifies action .steps,
resources, or congtraints
involved in reaching a,goal,
where the goal:represents--
doing something better

6. P organizes materials or
activities in a new and bYetter
way to accomplish a task

ngactiliix
.2f actions in the situation to-

qualify for any of the below; the

uge of a generalized or

collective "we" does not get

scored. ) .

1. P initiates the acticn in a
task sequence rather than
waiting to react to the

gituation as it Jevelcps

2. P initiates new actions,
communications, proposals,
meetings. ¢r directives to
accompiinh a task

3. P exhibits resourcefulness
and persistence, defined as
taking two cr more actions to
circumvent an nbstacle, rather
than giving up or reconciling
szlf to failure

5

N

"9

15

20

164

106

27

9

.00

.05

.01

.11

.03

.04

o1

.19

1 .01
20 .20
6 .06
42 42
12 W12
17 N
84 . 83
59 .5Q
o .22



Table S5 continued

4., P takes calculated risks and
- admits responsibility for
success (or failure)

5. P describes seeking inform-
ation on her own initiative,
from a wide variety of sources
(standard or novel)

INTELLECTUAL ABILITIES

Logical Thought
Logical Thought is coded at a
level of complexity in which
several logical events occur, not
just one (i.e., "A leads to B"
would not be scored, but "A leads
to B which leads to C" would be
scored).
Y+ P perceives and describes
cause and effect relationships
in a get of events

2. P decides uboq a course of
action through rationally
ordering prior events into

causal Sequences

3. P plans a series of events
using some framework for*
sequentially ordering the
events

Conceptualization
i. P identifies recurrent patterns
in the relationships among
events, data, or phenomena and
.derives some meaning from that
pattern

2. P differentiates an issue,
problem, or concept into a set
of constituent parts, citing
a new concept as the basis for
the differentiation

3« P interprets a set of inter-
related events, ideas, or
phenomena by stating an

-accurate and representative
metaphor or analog

76

1" .02
37 .07
9 .02
3 .01
6 .01
44 .08
40 .08
6 .01

7

26

33

30

.09

.26

.09

.03

.06

.33

.30

.05
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Table 5 continued

P explains a series of related
or unrelated events in terms
of a single concept differept
from a previous interpretation
of the events

Diagnostic Use of Concepts

1.

P applies an existing frame-
work or theory to interpret
events

P identifies the discrepancies
between the specifics of a
particular case (re: person,
thing, event) and the'more
general pattern of the typical
or ideal case

P cites a general assumption
or theory to interpret what
she observes in a situation

P uses an explicit framework
to distinguish relevant from
irrelevant information in a
situation

P uses ideas about political
relationships among people and
organizations to interpret
éxperiences and observations

Specialized Knowledge

1.

3.

P reports decisions or specific
actions based upon job-specific
technical knowledge

P uses technical knowledge to
help her assess the situation,
to help access the information
needed for a job, or to ‘
influence a set of events in a
situation

P.reports or displays evidence
of keeping up-to-date with
technical advancements.

P can critique a written
document for content, form,
and style

P knows how to read in various

languages as needed

7

64

33

165

24

.01

.12

.06

32

.01

.05

.01

.00

26

78

.03

-48

LT
.07
.16

.04

.02



Table 5 continued

INTERPERSOMAL ABILITIES

Se¢1f-Presentation
(Usually scored from overall
comment by interviewer)

1. Interviewer (observer) reports
that P has presence (i.e., is
forceful, unhesitating, crisp,

and impressive in nonverbdb
presentation of self)

2. P consistently expresses'
little ambivalence about
decisions made

3. P consistently expresses

belief that she will succeed

at a task

Development of Others
1. P demonstrates a concernt

al

for making others feel that

they can accomplish an
objective or goal

2. P gives other performance

related feedback to be us

. —. for improving or maintaining

" good performance

3. P invites subordinates to

ed

discuss problems affecting

. “performance

4. P develops subordinates o
supports their self-
development efforts by
making available to them
training opportunities,
expert help, resources

5. P provides others with
additional information,
resources, or tools to he
them get the job done

6. P helps a subordinate to
accomplish a task while
permitting the individual
to take personal
responsibility for

completing the task
4

r

1p

78

27

18

25

56

26

44

37

12

33

.05

.03

.25

.11

.05

.08

.07

.02

27

18

25

(05

44

21

34

29

12

27
.18

.25

.06

.43

.21

.34

.29
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Aruitoxt provided by Eic:

Table 5 continued

Express~? Conerrn With Imgact

1. P a need or desire
¢ others 60

2. P expresses concern !or the
image or reputation of
herself or the busineas,
product, or service with which
she is involved ) 61

Use of Unilateral Power
1. P gives directions or ordars

based on personal authority,

rules, and prccedures to

obtain compliant behavior of

others 49

2. P gives directions or orders
to other~ without soliciting
input in situations where
input would usually be
solicited. 0

3. P's influence attempts are
aimed at getting compliant
behavior that will reflect
well on her, and not
necessarily t nefit the other
person or ts accomplishment 0

Use of Socialized Power

1. P builds political coalitions
or potential influence
networks in order to
accomplish a task 7

2. P models désireahle behavior
as an acknowledged attempt to
influence others' behavior 0

3. ’ﬁ influences others in the
direction of a win-win

resolution or differences - 13

Oral Communication Skills

1. Interviewer comments suggest
that P speaks clearly and
convincingly to others 36

2. P describss using symbolic

or nonverbal cues to

reinforce and/or interpret

the meaning of a verbal

message 0
3. P describes using questions

or responding to questinns

to assure that individuals

understand each other 0

4. P presents interviewer with
exhibits or diagrams to
illustrate a point P wants
to make 15
: 79

! 3
12 43
.09 39
0 0
o} 0
.01 6
0 0
.02 1"
07 36
0 0
0 0
.03 15

<43

.43

39

.06

1

036

.15



Table 5 continufd '

Concern With Affiliation

1. P reports spending time with

: specified co-workers when she
had no task reduirement in
mind (e.g., for the sake of
being friendly)

2. P makes friends with specified
others (expressive, not
instrumental behavior)

3. P expresses an interest in
what specified others think,
do, feel

S

Positive Regard

1. P has faith that others are
fully capable of doing good
things when given the chance
and illustrates with specific
examples

2. P states a belief that people
can change or improve in
performance and i’lustrates
with specific examples

Management of Groups
“(P must be in charge of or the
chairperson of the group and
the group must be a formal .
group)
1. P communicates to others the
need for cooperation or
teamwork

2. P acts to promote cooperation
with or to help another work
grovp

3. P acts to create symbols of
group identity, pride, trust,
or team effort

4. P useg affiliation,
amicability, or personal
contact as insirumental to
building commitment to a team
or a task

5. P involves afll concerned
parties in resolving conflict
/openly -
3 ‘\:\ . -
6. P does not take on personally
what should be a group effort

el e e e e e - o

3 .01
0 0
2 00
21 .04
5 .01
5 .01
5 .01
8 .02
3 .01
4 .01
3 .01

19

.03

.02

.19

.05

.05

105

.08

.03

80
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Cluster and Competence Breadth and Depth

An important question to consider is the -breadth and depth of
the managers’ abilities in addition to the quantity. The more
competences she demonstrates across competence cluster~ the
broader her abilities are. To further understs
distribution of the competences, the range of cor ..:.cue .
demonstrated by the sample of women managers was examined. The
total numnber of competences coded was 20; the number of
competences demonstrated by the managers in the Behavioral Event
Interview ranged from zero to twelve.

Figure 1 graphs the number of managers relative to the totel
number of competences they demonstrated in the Behavioral Event
Interview. Fifteen managers demonstrated six competences, 14
demonstrated seven competences, end 16 demonstrated eight
competences. Four or fewer managers demonstrated zero, one, two,
three, eleven and twelve competences respectlvely. The mean and
median number of competences demonstrated was seven.

The number of competences demonstrated by the managers within
each cluster were graphed in a similar manner. Figure 2 presents
graphs of each of the competency clusters according to the number
of competences demonstrated within each cluster. For
Socio-Emotional Maturity, comprised of five.. competences, 20
managers demonstrated zero competences; 37 managers, one
competence; 23 managers, two competences; 15 managers, three
competences; six managers, four competences; and zero managers,
five competences. The average number of competences demonstrated
in the Socio-Emotional Maturity Cluster was 1.50. For the
Entrepreneurial Abilities, comprised of two competences,
forty-two managers demonstrated one of the BEntrepreneurial
Ability competences, 54 demonstrated both, and five demonstrated
neither. The average was 1.48. 1In the Intellectual Abilities
cluster, comprised of four competences, three managers exhibited
none of -the comp -“ences; 34 managers, o21e competence; ©*
managers, two compeiences; and 10 managers, three competencs
The 'dverage was 1.70. No managers demonstrated all four of
Intellectual Abilities or all seven of the Interpersonus
Abilities. In the Interpersonal Ahilities cluster, comprised of
nine competences (seven are coded here), 10 managers exhibited
none of +the competences; 18 managers exhibited one, 23 managers
exhibited two, 31 mahagers exhibited three, 16 managers exhibited
four, two managers exhibited five and one manager exhibited six
of the competences. The average number. of Interpersonal
Abilities the women managers demonstrated was 2.35.

The graphs presented in Figure 2 provide a way to compare the
shape of the distributions of competences within the clusters.
The managers are fairly evenly distributed in the Entrepreneurial
fhilities cluster compared tc the others whereas the managers are
grouped at the lower,end in the Socio-Emotional Maturity cluster.

We were also interested in comparing the managers on the
-extent to which they demonstrated breadth in their abilities. To
ascertain this, it was necessary to compare the breadth of
competences demonstrated within each cluster across the four
clusters, of abilities to determine a cluster breadth/depth score

81
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Number of Managers Demonstrating

Competences

Figure 1.
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Number of managers relative to the number of competences they demonstrated

in the Behavioral Event Interviewf
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which could be used in the data analyses. A weighting scheme was
devised score each manager on the range of abilities within
each competence cluster. The manager received a score per
cluster depending upon what percentage of the .competences in each
cluster she demonstrated which controls for differences in the
number of competences in each cluster. The percentage scores for
each cluster were then summed and multiplied by 100. Higher
total scores indicated greater depth within and breadth across
competences. Two examples will help -illustrate +this procedure.
One manager demonstrated two of five competences in
Socio-Emotional Maturity, one of two in Entrepreneurlal
Abilities, two of four in- Intellectual Abilities, and two of
seven in Interpersonal Abilities. Her total score is 168.
Another manager demonstrated two, tvo, three and three
competences in the respective categories. Her score ig 258. The
range of total scores for cluster depth and breadth is zero to
292. The average is 180; the median is 184.

Table 6 presents data on the distribution of the cluster
depth and breadth scores. The corresponding number of
competences per manager is presented for comparison purposes.
The majority of the sample (68 rercent) has scores within the 128

to 238 range (four to 10 compctences scored). This scoring
system is a more accurate way to look at both ’2pth and breadth
within and across competenrce clusters. It ¢. rol. for those
managers who had s¢ .ences coded in one cluster and few
Table 6
Distribution of Cluster Breadth and Depth Scores
@ and Corresponding Number of Competences
Clusfer Breadth/Depth Corresponding Number
Scores Percent . of Competences
.. 0 to 89 8 , 7.9 0 to 3
100 to 11T 9 8.9 3 to 5
128 to 154 L 14.8 4 to 7T
157 to 173 12 1.9 5 to 8
176 to 188 11 10.9 "6 to10
192 to 212 16 15.8 7 to 9
. 217 to 238 15 14.8 8 to 10
247 to 257 10 9.9 10 to 12
262 to 292 5 :5.0 11 to 12
84



or none coded in the other clusters. For example, one manager in
the 176 to 188 .score range demonstrated .four of the five
Socio-Emotional Maturity competences, neither competence in
Entrepreneurial Abilities,-one of the four Intellectual Ability
competences and five.r,of the seven, Interpersonal Ability

competences. Alththh %gpe demonstrated a total of - 10

competences, " she demonstrates greaterﬂdqgth in her abilities as:

opposed to breadth.

Developing a Competedce Model of Effective -
Managerial Performance

Several analyses of relationships among the competences were

. carried out to build a descriptive model of effective managerial

performance. Because anslyses in :this section are bgsed on
correlations  among variables, a bivariate correlation matrix of
all pairs of variables is presented first to provide a

_ description of the one-to-one relationships among the competéhces

and as a reference for later analyses. ,
Presentation of the frequency, breadth and depth of
competences so far is based on the structure of the {oding Manual

for Clusters and Skill Level Competences (Boyatzis, 1982; McBer,

1978). - Since the sample for this study consists of women

- managers and executives, it is important to dnalyze relationships

among individual coapetences and subcompetences independent from
the categories in the coding manﬁal. A second purpose is to
examine the competences and subcofipetences as they occur in the
data from women managers to see if the subcompetences group
differently than the grouping emevging in the Boyatzis (1982)
study. In addition, we are int.. .gted in studying and analyzing
relationships among the competences. A series of factor and
cluster analyses were performed on - the competences and
subcompetences to identify and define these relationships.

A third phase in the analyses is -‘to hypothesize causal
relationships among the competence clusters and competences. The
purpose of these analyses is to create and test models of
competence within and across competence clusters to inform our

. understanding of the development of competence. This information

will be a resource for curriculum designers who aim to teach and
assess managerial performance. If we can describe how
competences develop and interrelate, we will be better able to
design a pedagogical sequence of competences._u

Correlational Analyses of Competences

- 1
For all analyses, the number of times a competence were coded
across the 522 situations is the unit aof . analysis. Table 7
presents 158 intercorrelations among all pairs of competences.
Pearson product moment correlation coefficients range from =-.15
to +.41, There are 38 statistically significant correlations

ranging from +.17 to +.41; all are positive. About three-fourths

a
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of the possible relationships between the coﬁpetences are not
- significant. This is general support for the independence of the
campetences, . ' '

+ Of all of the competences, Proactivity was found to be the -
most'Jhighly correlated to the other competences. In all,
Proactivity had significant positive correlations with 10 of the
117 competencee Socio-Emotional Maturlty competences Spontaneity
(r = .27), Accurate Sclf-Assessment (r .37), and Stamina and
. Adaptability (r = .20); one Entreijheurlal Ability, Efficiency
Orientation (5 = ,40); three Intellectual Abilities, lLogical
Thought (r = .18), Conceptualization (r = .33), and Diagnostic
Use of Concepts (r = .41); and three Interpersonal Abilities,
Development of Qthers (r = .17), Expressed Coneern with Impact (g
= .24), and Use of Socialized Power (r-= .24).

Three competenzes, Accurate Self-Assessment, Dlagnostlc Use

of Concepts, and Develgpment of Others, showed seven significant

correlations. . In . addition to Proactivity, Accurate
Self-Assessment was most positively correlated with Self-Control
(r = .29), Diagnostic Use of Concepts (r = .26), and Management
.of Groups{r = .27).  Diagnostic” Use of Concepts was also
positively ~correlated “With Accurate SeﬁT Assessment (E = .26),
Rfficiency Orientation (r_ = .22), and UConceptualization :(r =

.17), as well as three of the Interpersonal Abilities, Expressed
_Concern with Impact (r = .23) Use of Unilateral Power (r = .34),
and Use of Socialized Power (r =..18). Development 0of Others was
positively correlated with Positive Regard (r = .38), Management
of Groups (r = .26), and Use of Unilateral Power (r = .23), all’
Interpersdnal Abilities, and with Perceptual ObJect1v1ty (r =
.17), Efficiency Orientation (r = .25), Proactivity (r = .17).
and Logical Thought (r.= .23).” . .
On the other hand, some competences .were significantly

. correlated with only a few others. Spontaneity was  correlated
with Accurate Self-Assessment (r = .18), Proactivity (r = .27)

and Logical Thought (E = .22), whereas Perceptual ObJectlv;‘; is
+ related %o Development of Others (r = .17)- and use of Socialized
Power (r = .17). Positive Regard has = two significant
relationships, Development of Others (r = .38) and Concern with
Affiliation (r = .25) (which is  this competence's sole
significant relatlonshlp) Self-Control is significantly related
to Accurate Self-Assessment only (r = .29) and Specialized
Knowledge has no significant relationships.

Factor and Cluster Aralyses of Competences )

Factor and cluster analyses were performed on the data to
determine the relationships among the competences and
subcompetences. In factor analysis, correlation coefficients are
used to analyze whether some underlying pattern of relationships
"exis¥s such that the data ma¥ be reduce? to a smaller set of
factors. The mgthod c¢f factor analysis used was
principle-component factoring with orthogonal rotation. The
cluster analysis of the competences was based on the absolute
value of the correlations. The cluster analysis program begins

>
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Table /

Correlations Among Competences N

© et e - s

17 3 45 6 1 8 % 10 1 12 1B u 15 16 U
1. Self-Control
2. Spontaneity -,05
~~
* 3. Perceptual Objectivity J4 L4
b, Accurate Self-Assessment Q9% 180 08 |
5. Stamina and Adaptability 07 -0 18 1S
b. Efficlency Orientation, -05 .08 .08 .14 .06
1. Proactivity A0 e 08 37 Q06 Gowes
8, Logical Thought U0 L Ll 2% .09 LI
9, Conceptualization 22000 02 1 00t L1833k )]
v : m *kk 1
10, Diagnostic Use of Concepts .05 .00 -.06( .26% 02 .22¢ a™-12
11, Specialized Knowledge A2 =06 .00 .02 .02 .08 00 08 -1l .09
12, Developnent of Others 020,05 L17% 12 =00 L5 17 L3k 07,09 .00
13 Concern with Tmpact 03005 .03 L% L% .00 L2k 07 06 LB Ll LIS
. Useof Untlateral Pover =00 =02 .09 .15 -0 =06 .14 =05 .06 %™ .1 .23 .
15, Use of Soctalized Powet 07,07 ¢ 000 M0 ek e 11 8 120 01 L8 -2
16, Concern with Affiliation 00 .08 03 1 05 -5 <6 W00 ~db -3 05 .03 <06 L0 -.08
17, Positive Regard QL0502 5 0 L0900 =03 -0 02,03 3Bk IS 02 -l 25M
[ ]
18, Management of Grovps =100 .03 =00 L27% -08 LAl L0119 -6 L1602 L26% <05 1pk 02 L0503

*p <05
WP < 0]
#4EP <001




by grouping*'vériables based on their similarity until all
variables are in one cluster. For these analyses, the smaller
cluster groupings that form the summary cluster were of interest.
Although factor and eluster analysis are highly similar
procedures, factor analysis has some advantages since it provides
factor loadings for all variables on all factors, therefore one
can see how all the variables are related rather than just the
ones thai. are grouping together. Cluster analysis was used
primarily as an additional source of information in grouping tae
competences and subcompetences. The results of the factor and
cluster analyses of the competences are presented in Table 8.
Pactor I is defined primarily by loadings of .60 and above
for the competences Proactivity and Diagnostic Use of Concepts,
plus Efficiency Orientation and a -.41 loading for Concern with
Affiliation. The abilities defined by this factor include
initiating actions, ' taking risks, efficiently and effectively
diagnosing and solving problems, with a focus on task management
rather than the people management. Factor II includes three
competences: the ability to perceive events sequentially, to:

'spend long hours on a task and reduce stress, and to build

political coalitions and influence others.

Factor III is comprised of three of the seven Interpersonal
Abilities, Development of Others, Management of Groups, and
Positive Regard. These competences include skills in giving
performance related feedback, promoting cooperation, and having
faith in others. Factor IV is the weakest factor, with loadings
in the .38 to .43 range. It includes the competences
Self-Control, Accurate Self-Assessment, and Diagnostic Use of
Concepts. The abilities grouped in this factor include replacing
impulsive behavior with' a more appropriate response, evaluating
one's own performance in terms of strengths and weaknesses, and
using theories to interpret events.

In comparing the four factors to the four competence
clusters, only Factor III includes competences "from the same
cluster (Interpersonal Abilities). The other three 'factors
include competences from two or three clusters.

A cluster analysis was also performed on the competences.
Table 8 presents the four clusters which emerged in this analysis

in the same general order in which the factors were piresented.
Cluster I includes four competences, three of which overlap with
Factor 1I: Ef ficiency Orientation, Proactivity, and Diagnostic

Use- of Concepts. Cluster I also includes Accurate
Self-Assessment. Cluster II inc’wdes the competences Stamina and
Adaptability, Expressed Conc with Impact, and Use of

Socialized Power and combines tine abilities of spending long
hours on tasks, reducing stress and building political coalitions
with a desire to persuade others, and concern for the image of,
herself or the busiress. The first iwo competences in this
cluster are also part of Factor II. Cluster III is made up of
the same three compe*ences as Factor III, Development of Others,
Management of Groups, and Positive Regard. The competence
Self-Control defines Cluster IV and is also the competence with
the highest loading on Factor IV. The remaining competences
are not part of any one cluster: Spontaneity; Perceptual
Objectivity; Logical Thought; Conceptualization; Specialized
Knowledge; Use of Unilateral Power; and Concern with Affiliation.
88
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Table 8

Results of Factor and Cluster Analyses
of Eighteen Competences

Factor I Factor II Factor III Factor IV
Competence Loading Competence Loading Competence Loading Competence Loading
Proactivity .64 Logical .58 Development .62 Self-Control .43
Thought of Others
Diagnostic .60 Stamina and .46 Management .42 Accurate Self- .39
Use of Adaptability of Groups Assessment
Concepts
Efficiency .39 Use of .42 Positive .41 Diagnostic .38
Orientation Socialized Regard " Use of
Power Concepts
«‘?;; Q)‘
Cluster I " Cluster II Cluster III Cluster IV
Accurate Self- Stamina and Development of Self-Control
Assessment Adaptability Others
Efficiency Expressed Management of
Orientation Concern with Groups
Impact ,
Proactivity Positive Regard
Diagnostic Use Use of
of Concepts Socialized
Power
89
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Factor and Cluster Analyses of Subcompetencesm

The previous factor and cluster analyses provide information
on the patterns using the competences as the unit of analysis.
The purpose of the next analysis is to describe a competence
model for the sample of women managers and executives using the
subcompetences and grouping them into categories based on
statistical analyses of the ways they were coded in our data.

A cluster and factor analysis were performed on the 68
subcompetences.  Sixteen factors were specified in the analysis
based on the approximate number of clusters formed in the cluster
analysis. The combined> results of the factor and cluster
analyses are presented in Table 9 along with. the competence code
and number from the coding manual, and the factor loadings. The
results of the factor analysis were used to interpret the cluster
analysis. In 13 of -the 16 groupings, the results of the two
analyses are similar. Soméwhat different results were found in
Categories 7, 1C, and 11 and so the results of both analyses are
presented in Table 9. In total, 48 of the 68 subcompetences (71
percent) coded in the data were grouped-into factors or clusters.
The categories are presented in the order they occurred in the
factor analysis.

Category 1 includes subcompetences from five different
competence categories. The subcompetence with the highest

" loading involves the ability to change a course of action based

on changes in the situation. Other skills and abilities included
in this grouping are understanding of multiple perspectives,
establishing causal sequences, influencing a win-win resolution
of differences, and expression of feelings. Category 2 groups
three skills and abilities: the ability to give directions based
on authority, to interpret using theory, and to initiate action.
An interest in others, the ability to reduce stress, and making a
personal sacrifice for the good of the organization are the
subcompetences that combine in Category 3. g

Category 4 includes two subcompetences from the affective
domain with factor loadings in the .75 to .79 range. The
subcompetences are acting on the basis of feeling and using
affiliation to build teams. Category 5 involves planning and
control skills and abilities. They are acting calm in situations
of high stress, making decisions based on technical knowledge,
and identifying action steps toward reaching a goal. The sixth
category combines the abilities to use ideas about political
relationships to interpret experiences, build political

coalitions, and to bce concerned about the image of herself or the
business. The common subcompetence in the +two analyses in

Category 7 1is the ability to take calculated risks. The factor

analysis group also includes an expressed desire to do something
better, efficient use of time, and the ability to identify

recurrent patterns in relationships among events. Similarly, the

cluster analysis groups the ability to set goals, use explicit
frameworks and technical knowledge with risk taking.

Category 8 includes abilities related to improving
performance such asg organizing in new and better ways, spending
long hours on tasks, and having a personal standard of
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Tavle 9

Results of the Factor and Cluster Analyses
of the Sixty-Eight Subcompetences

Factor

And

Cluster i L. Competence

Category Subcompetence Factor Loading . (ategory

1 P reports changing a course of .94 Stamina and
action to one more appropriate Adaptability (5)
based on major and stressful
changes in the situation

1 P states that each party to a .65 Perceptual
conflict or disagreement has a Objectivity (1)
different perspective or under-
standing of the issue in
dispute, and P can outline
those perspectives

1 P decides upon a course of action .53 LOgicél
through rationally ordering - Thought (2)
prior events into causal
sequences

1 P influences others in the .48 Use of
direction of a win-win . Socialized
resolution of differences Power (3)

1 P overtly expresses emerging .44 Spontaneity (2)
feelings to others without first

‘ thinking about their impact

2 P gives directions or orders based .65 Use of
on personal authority, rules, Unilateral
and procedures to obtain Power (1)
compliant behavior of others

2 P cites a general assumption or 55 Diagnostic Use
theory to interpret what she of Concepts (3)
observes in a situation

2 P initiates the action in a task .47 - Proactivity (1)
sequence rather than waiting to
react to the situation as it
develops

3 P expresses an interest in what ST Concern With
specified others think, do, feel Affiliation (3)

* /
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. Table 9 continued

&t

performance S

describes behaviors designed to
reuuce the effects of stress in
a specific situation without’
noticeable deterioration in

-

reports g; personal sacrifice or
denial of an impulse or need,
for the good of an overriding
organizational need

acts on. the basis of an
immediate/emergent feeling or
desire without premeditation or
forethought

uses affiliation, amicability,
or personal contact as -
instrumental to building
commitment to a team or a task

describes self as acting patient,

calm, and in control in
situations of continuous high
stress

reports decisions 6} specific
actions based upon job-specific
technical knowledge

identifies action steps,
resources, or constraints
involved in reaching a goal,
where the goal represents doing
something better

uses ideas about politic:ul
relationships among people and
organizations to interpret
experiences and observations

builds political coalitions or
potential influence networks in
order to accomplish a task

expresses concern for the image
or reputation of herself or the
business, product, or service
with which she is involved

.52

.40

<715

.85

.58

+45

.42

Stamina and
Adaptability (4)‘

Self-Control (3)

Spontaneity (1)

Management of
Groups (4)

Stamina and
Adaptability (2)

Specialized
Knowledge (1)

Efficiency
Orientation (5)

Diagnostic Use
of Concepts (5)

[

Use of
Socialized
Power (1)

Expressed Concern
With Impact (2)



Taﬁle 9 continued

Factor

Category

7 P expresses a desire to do some- .61 - Efficiency
thing better than has been done _ Orientation (2)
before; concern with unique
achievement

7 P takes calculated risks and admits .53 Prbactivity (4)
responsibility for success
(or failure)

7 P 'stresses efficiency in the use .49 Efficiency
.of time, manpower, or resources; Orientation (4)
balances task requirements and |,
individual needs; matches .
people and jobs“

7 P identifies recurrent patterns AT - Concept-
in the relationships among ) ualization (1)
events, data or phenomena and
derives some meaning from
that pattern

Cluster

Category

T P sets specific realistic and Efficiency
challenging goals and/or Orientation (1)
deadlines for task _ @
accomplishment

7 P takes calculated risks and’ Proactivity (4) ;-
admits responsibility for ‘
success (or failure)

T P uses an explicit framework to Diagnostic Use
distinguish relevant from of Concepts (4)
irrelevant information in a
situation

7 P uses technical knowledge to Specialized
help her assess the situation, Knowledge (2)

to help access the information
needed for a job, or to
influence a set of eventa in a
situation
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Table 9 continued

Factor and

Cluster
Category
8 ~ P orgunizes materials or .76 Efficiency
activities in a new and better Orientation (6)
way to accomplish a task
8 P describes a situation in which .58 Stamina and
' she spent unusually long hours Adaptability (1)
on a task (or tasks) .
8 P states-a personal standard of W38 Efficiency
excellence for task performance Orientation (3)
.
>~ 9 ‘ P does not take on personally what .78 Management of
should be a group effort ' Groups (6)
Factor i
Category
10 P uses technical knowledge to help .65 - ° Specialized
her assess the situation, to help Knowledge (2)
assess the information needed for
a job, or to influence a set of
events in a situation ‘
10 P states that she held back on an .47 Self-Control (1)
impulse to say or do something
and replaced impulsive behavior
with a more appropriate response
Cluster
Category
10 P states that she held back on an , Self-Control (1)
impulse to say or do something
. and replaced impulsive behavior
with a more appropriate response
10 P explains a series of related or Concept-
unrelated events in terms of a ualization (4)
single concept different from a
previous interpretation of the
events
10 P describes and evaluates own Accurate Self-
performance in a situation Assessment (1)

in terms that reflect a
recognition of personal
strengths and/or weaknesses
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Table 9 continued

Factor
Category

i

i1

Cluster
Category

1

"

Factor and
Cluster
.Category

12

13

13

demonstrates a concern for

"making others feel that they

can accomplish an objective
or goal

has faith that others are
fully capable of doing good
‘things when given the chance
and illustrates with specific
examples:

develops subordinates or
supports their self-development
efforts by making available to
them training opportunities,
expert help, resources

has faith that others are fully
capable of doing good things
when given the chance and
illustrates with specific
exampl es

differentiates an issue, problem,
or concept into a set of
constituent parts, citing a new
concept as the basis for - ’
differentiation

provides others with additional
information, resources, or tools”
to help.them get the job done

helps a sabordinate to accomplish
a task while permitting the
individual to take personal

responsibility for completing the
task
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.46

048

.87

047

Development of
Others (1)

Positive
Regard (2)

<

Development of
Others (4)

Positive
Regard (1)

Concept-
ualization (2)

Development of
Others (5)

Development of
Others (6)-



Table 9 continued

14 . P invites subordinates to discuss 17 Development of
: problems affecting performance - _ Others (3)

14 P gives others performance—reiéted .52 Development of
feedback to be used for improving Others (2)

or maintaining good performance

15 P plans a series of events using .63 Logical
some framework for sequentially . Thought (3)
fv) ordering the events

15 P describes seeking information .60 Proactivity (5)
: on her own initiative, from a .

wide variety of sources

(standard or novel)

©

15 P acts to promote cooperation .52 Management of
with or to help another work Groups (2)
group ' :

15 P communicates. to- others the need .34 Management of
for cooperation or teamwork Greups (1)

15 ﬂ P identifies recurrent patterns <33 Concepti
in the relationships among ualization (1)

events, data, or phenomena and
derives some meaning from that

pattern
15 P perceives and describes cause 52 Logical

and effect relationships in a Thought (1)
set of events

16 P describes taking an action for .46 Berceptual
the good of the organization " Objectivity (4)-
at the _expense of another
person's feeling or status, in
which regret or recognition of .
another person's loss is
mentioned

16 - P reports not feéling angry or <39 Self-Control (2)
upset when under explicit .

personal attack
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-explicit personal attack.
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Category 8 ~ includes abilities related\ “to improving
performance such as organizing in new and bettet ways, spending
long hours on tasks, and ‘having a personal standard of
excellence. “The subcompetence that defines Category 9 with a
factor loading of .78 reflects the ability to not ake personal
credit for a group effort. The overlapping subcompetence in the
two analyses for Category 10 is the ability to replaée impulsive
behavior with a more appropriate response. ‘' Category 11 includes
a subcompetence from the. competences of Positive Regard and
Development of" Others. The +two abilities in the factor are
concern for making others feel they can accomplish a goal and a
belief that people can improve in performance. Similarly, the.
abilities in the cluster are developing subordinates or
supporting their self-development efforts and hav1ng faith that
others are capable of doing good things.

The sole subcompetence for Category 12 is the ability to
build concepts. Categories 13 and 14 group two skills; from the

-competence Developments of Others: providing others with

resources to get the job done and helping subordinates accompllsh
a task (Category 13), and giving performance related feedback and
inviting subordinates to discuss problems affecting performance
(Category 14). Category 15 includes a ‘variety of subcompetences
related to cognitive skills (seeking information, identifying
recurrent patterns in relationships among events) and promoting
cooperation. . Finally, Category 16 includes taking an actlon for
the good of the orgenization at the expense of another/ person s
feeling or status, and not feeling angry or upset/when tinder

Path Analyses
. !

The previous factor and cluster analyses of, the competences
and subcompetences provides a great deal of information on
relationships among skills and abilities dJdemonstrated by the
women managers in the Behavioral Event Interviews. At this stage
of ‘the analysis, questions about the developmental sequence of
the competences and the causal relationships among them are
investigated. T e

Path analysis is a pr0cedure ‘based on-multiple regression
used for testing and determining causal models. The frequency of
times the competence was coded per manager is the unit of
analysis. These scores range from zero to eleven, so the
variability is fairly limited. There is greater variability in
the number of times competences ‘were coded across managers. The
analysis is a series of multiple regressions of each variable (or
competence) in the model on all preceding variables. The beta

~weights represent the path coefficients and indicate the strength

of the relationships among the variables in the analysis.

We used a three stage approach to determine the causal
relationships among the competences. The first step was a
general path analysis among the four competence clusters.
Second, we performed a path analysis on each cluster, analyzing
the relationships among the competences in the cluster. Third,
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we did analyses of competences across clusters. In each case, a¥

. causal model was created and . then tested using the multiple
regression program in the Statistical Package for ~the Social
Sciences (Nie, et al., 1975). :

¢

Path Analysis of
Competence Clusters

\

The first path analysis was performed on the competence
clusters because 07 their conceptual clarity, and the face
validity of the grouping as they appear in the McBer Coding
Manual. The Socin-Emotional Maturity cluster was hypothesized as
a primary causal ciuster because it is more 1likely related to
personality and ego development variables, with abilities such as
Self-Control and Spontaneity developing before "job related

. abilities, for example. In the second phase of the model, two
additional clusters are introduced, Intellectual and
Interpersonal Abilities. Both are hypothesized to be related to
the Socio-FEmotional Maturity Cluster with the Intellectual

- Abilities representing the cognitive domain and the Interpersonal
Abilities, the affective domain. Entrepreneurial Abilities are
+included last, more closely representing the job related
performance dimension. The model tested the relationships in
this sequential model. The results of the path analysis