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ABSTRACYT

This research compares the Assessment Centres and the
Carear Path Appreciation procedure used in the
aseesament of managerial potential for selectlon
purposes. The aims of the research are to conduct a
conourrent validation of the Carear Path Appreaiation
and to determine any redundancy of the two
procadures and of the sgubprocedures of the
appreciation.

Assegsnent Centras are establ!shed and accepted as a
valid procedures for management potential
measuranent. The Careexy Path Appreciation 1s a
falrly new procedure with a small research base., Tha
Apprecistion uses the Stratified Systemsy Theory to
‘congtiyot its valldity,

The Appreciation is more economical te apply than
Agsessment Centres. Claimg are made that the
Appreciation c#n replace Assgessment Centres., The
value of this research is in the investigation of
this clain of redundancy.

The two procedures arae adminlstered to a sample of
319 asenior management candidates. The Spearman rank
oorrelation cocefficlent is applled to anetlvae the
ordinal data.

Results of the analysls show that there are no
grounds for the elaims of redundancy. The conourrernt
validation of the Appreciation shows that it probabily
neasures the same domain as Assessment Centres,
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CHAPTER ONE
INTRODUCTTON

1.1 INTRODUCTION

High level manpower is essential For economlic and
social development and therefora the quality of life
of tha population. It is generally recognised that
thare are inadequate numbers of high level manpoWer
available in Southern Africa. It is also unknown to
which extent high level positions are £illed with
- unsuitably gualifisd people = whether in tarms of
education, tenmperament or cognitive abllities.

In a recent article in a daily newspaper, it is
suggested that 500 000 mapagers are needed in South
Africa by the year 2000 (Half a million, 1992, p. 5},
The basls for the many projections such as these are
seldom known and the validity of the calculations
seldom proven. In view of the awarenass of manpower
guallty shoxrtages and of the importande of leadershlp
of the work-force in South Africa, impressive
statlstlecs about the situation are not offared.
Senlor wmanagers ara needed to shape the futures of
organisations, to create visions that will guide
organisations and ihitlate strategle plans to dlrect
growth and survival. Hver lncreasingly in the
Future, this will be the area where the real profits
or losses will be created (Juques, 1289, p. 28). The
quest for organisational lesadership enjoys world-wide
attentlon (Zaleznik, 1989) and Southevn Africa is not



an axception (Ball apd Asbury, 1989).

1.2 MANAGEMENT SELECTION %
1.2.1 Introdugtion

Assesamaent of management potential for selaction
purposes, especlally senlor management selection, is
an expensive and often time-consuming activity, MNot
only le senior level manpowsr assessed, but highly
qualified ménpower is often ussed to conduct the
. assessment. Bacause senior managers play a decisive
roie L companies, the seiection of this level is
important and thorough dssessmenht procedurasg are
enployed, '

lez.2 Assesanmen), Centres

The use of Assessment Centres 18 a well established
means of assessment, especially for senior manpower.
Assemsment Cantres are often and wldely used,
Research about the procedure shows that the procsdurs
have good predictive valildity. Assessment Centres
have high face-validity, enjoy wlde publleity and
provide an opportunity te test on a non-
digcriminatory basis (Baker and Stamp, 1990, p. 3 and
Friedman, 1984, p. 13).

Twalve candidates participate in an Assegsmant Centre
over a perled of three days. . Thirteen different
dimensions of mahagement bhehavicur are assessed,

Since some of the dimensions of managerial work
includes interaction with peopla, it is aessential in
the ohgexrvatlon of these dimensions to involve groups



of people in the assessment. The groups can be
composed of trainaed role-players and, as in this
. case, the other centre participants. Together with
the three administrators of tha centre six
experlienced oheervers are involved in each centre.
participation in an Agsessment Centre cost R2 700 per
person.*

1.2,3 . The caveer Path Appregiation

The Career Path Appreciation procedure has been used
world-wide for approximately twenty years and for
eight yesars in Southern Africa. The results of
longitudinal studles and other available ressarch
~how high predictive validities (Stamp, 1i%88a &
1989b). '

The Career Path Apprsciation procedure is based on
Jagues! work related to stratified aystems in
organigations and the cognitive complexity of work
(Stamp, 1988a)}.

The Careexr Path Appreciation procedute involves an
interview with a ecandidate by a gqualifiled
administrator. Adninistration takes approximataly
two hours and it is currently avallable from the
Career Development Centre at R600.00 per Carear Path
- Appreclation.* Resident psyochologists or other human

* This data is obtained from the Carser Development
Centre, the ingtitution used in this research.
Career Develepment Centre Ls a pesudonym f£or the
inztitution. The real name of this Iinstitution UIs
withheld to aveld any lmplicotion that nay result
from this report. Suffics it to mentlon that the
Career Developmant Centre is a braich of one of the
largest corporations ln Southern Africa.



resources practitioners of many companies are trained
to administer the technique in-house, Groups are not
essential as the procedure is applled individually.

1.2.4 Comparing the twe uragedures

Baker and Stamp (19290) promote Career Path
Appreciation as a cost-effective alternative to
Assassment Centres, 'Thelr argument ls based on the
high predictive valldity of the Career Path
Appreciation found in Stamp’s (19884) longitndinal
research. The comparison between the predictive
- validity of the itwo procedurss is, howaver, where
thelr reported base for thg argument stops. The
redundancy of the two procedures is not researchad.

Tha statwe of the Carear Path Appreciation in
comparison with Assesament Centraes ocan give an
indication of itg contributlon ko the asmessment of
menagerial potential. Formel local research in the
Career Path Appreciation procedure is ourrently
largely limited to the participation in the world-
wide longitudinal studies on the procedure by the
Brunel Institute of Organisstional and Secial Studies
st Brunel University. This study is therefore not
only an atitempt ko identify the status of the Carecr
Path Appreciation procedure, but alse to contribute
to the looal research hase of the procedurs,

Both procedures attanpt to pradict managerial
potential and development. The Assessment Centre
neasures managerlal potential bamaed on obsarvations
of agread-upon dimensions of managerial behaviour.
The. Career Path Appreciation procedure hases 1lts
measurement of managerial potential on the
candidate’s reported and apparently displayed ume of
discretion in situations of relative uncartalnty.



1.3 THE AIMS OF THIS RESEARCH

In this research a sample of 3215 senior mahagsment
c¢andidates were exposed to both technigques., The
resaesrch aims to:

gonduct & goncurrent validation of the Career
Path Appreciation procedure;

determine the redundancy of the Career Path
aAppreciation and the Assessment Centre
procedure;

establish the relationship uf both procedures
with candidates’ present job grades (a facsor
clearly associated with senlor management);

investigate the relationship betwsen the
different outcomes obtained within the Career
Path Appreciation procedure.

1.4 THE VALUE OF THIS RESEARCH

The Carxeer Path Appreciation is sbtlll a relatively
new proceduxe in huwan resources potential
agsessment, but i1t is growing wapidly. Baker and
Stamp’s (1990) «laims that the Career Path
Appraciation makes Assessmeni Centres redundant.

Thie ressarch aims to contribute in a responsible
manuer to the research base of ths Career Path
Appreciation., As far as could be established, the
valldity of carear Path Appreciation outcomas has
naever baen tested in the manner tha® thils reseaxrch
project aime to do, namely comparing the Caraer Path
Apvreclation results wlth the xesults of the



‘respected procedure for management potential
assessment, the Assessment Centre. This research.
- project is therefore breaking new ground by comparing
the Carser Path Appreciation wit. an estadlished
procedure and in doing so aims to establish the
Careeyr Path Appreciation’s concurrent wvalidity. At
the same time this research investigates the
posslblility of the redundancy of the two procedures..

1.5 CHAPTER CONTENIS

To provide an orientation to this report, the main
contents of the other chapters are introduced.

Chapter 2 contains a discusslon of relevant prior
research. The credibility of both procedures is
- sstablished. Since no prior research compares the
"two procedures, the axternal wvalidity of the
procedures was established by referring to studies
investigating simllar factors.

The second chapter brilefly introduces Jaques’
Stratified Systems Theory and its link with Career
Path Appreciation. Two factors necessary to obtain
approptriata dacisionumaking are discussed. These
Pagtors are the individual’s range of capabilities
and the work challenges offered by an organisation,
The state of balance of the capabilities and tha
challenges is explained. Types of work capacity are
introduced.

Chapter 3 deals with the research problems and
hypotheses and explains the research methodology. A
disdussion of the sample and the reasons for and
application of the statistical analysis techniques
concludes the third chapter.



In Chapter 4 the results of the analysis are
prasented and interproted.

Chapter 5 discusses the outcome of the study by
conmparing the resgearch results with the previous
gtudies and the underlylng theorstical framewcrk.

Chaptef 6 concludes with a critical summary of the
investigation and recommendations for further
regearah. '



CHAPTER TWO

SIGNIFICANT PRIOR RESEARCH

2.1 INTROGDUCTION

In this chapter, the results of prior researchn with
relevance to the Field of study are presented. The
background of the development o Assessment Centres
ie discussed. The theoretical base of the Career
Path Appreciation is introduced to explain the
meaning of the Appreclation’s outuopes.

2.2 ASSESSMENT CENTRES

2.2.1 Introduction

Two raeferences Introduce the rationale of Assessment
Centre technology. According to Williamson and
Schaalman (1980, quoted by Britz, 1984a, p. 186)
prediction of future behaviour relies on the
"pasyohodynamic inference of unobservable constructs
.o+ drawn from observable behaviounv,

Tha observable behaviour is the tbasgic unit for
conglderation" in potentlial assessment »rather than
tha creation of hypotheses about hidden cvongtructs
(such as motlvation) of an individual (Godfried azpd
Kent, 1972, gqguoted by Britz, 1984a, p. 18).

Acoording to Asher and Sciarrino (1974, quoted by
Britz, 1984a, p. 16), samples of hehaviour correlate



khetter with work behaviour than do tests,

Samples of behaviour form the basls of the Assessment
Centre procedure. '

2.2.2 The, procedure

‘Many of the facts about the background of the
Assessment Centre procedure are obtained from Britz
{1284b}, He developad the Assessment Centre used in
this research and his work is often quoted.

The history of Assessment Centres in South Africa
goes back to the middle 1970s. By the beginning of
the 19808 a body that promoted and monitored
Asgessment Centre techndiogy in Soutn Africa was
formed. The procedure was by then well-developad
overseas and perceived as credible.

World-wide, since the beginning of the seventies,
more emphasis has been placed on & ~elentific (or at
least a reaesponsible technoloy.czal} bkasge {for
managerial activities. Dpuring the seventies,
Aszesgment Centres, in use since the Sacond wWorld
War, already had a firm research-base and a high
face~valldity which appealed to umers.

Assessment Centres call for the observation of
candldates 1. different work-related simulations.
Observatlion takes place by multiple assessors through
maltiple agsessments. '

Publicity abkout ¢entres helped spread theilr
popularity as did the perception of "culture-fraeedom"
of the procedure (in comparison with selection by
means of psychomeatric basting that was freguently
contested in American courts).



Moses - (1875, quoted by Brltz, 1974a, p. 18) states
that an Assessment Centre should '

consist of a standardised evaluatlon of
bahaviour bhased on nultiple inputs. Multiple
trained obsarvers and techniques  ars used.

Judgements about behaviours ara made, in part,

from specially developad assessment sltuations.
Those Judgements are povled by the assessors at
an evaluation mestiug during which all relevant
agsessment data are reported and discussed, and
the assessors agree on the evaluation and
dimension of the candidate and any ovarall
evaluation tiat ls made. '

The design regquirements (summarised by Britz, 1984a,
P 19) are therefore:

1

multiple assessment techniques, including
simulation,

specially trained observers,

the intagration of obserwrs’ infoxmation,

the separating of f£inal evaluation from
observatlon,

tested and ralevant exercises to ellclt specific
responsay,

agsessed dimsnsions which nmust he based on
relavant work analysis,

teohniques which must provide the information
needed to asssse,

Aocording to Britz (1l284a, p. 0), Assessment Cantras
uge from threa to 15 groupings of managerial
behaviocur, called dimenaions.

Each dimension ls observed in dlfferent axercisoa by

10



 different observers. 'This increases the validity of
the observatiens because 1t restricts the influence
of possible personal bhias by the indiridual observer.
-In genexal the ratio of observers to participants is
one~to-two, A further restriction of individual biss
is that deciesions are made on the basis of
observations by the whole group of observars.

Several studlies  (quoted by Britz, 1884a, p. 25-28)
resaarched tha ability of psychologismts, line
managers and non-professionals to ast as ohsarverd.
virtually ne differences in the ratiﬁqs were Sound
(corralations of 0.93), Othar cpoted studies sghow
that obgervers obgerve batter after training. It is
therafore possible that the extensive training of
obaervers is essentlal for the auncass of Assessment
Centres. Observers ara algo not allowed o obsarve
candidategs who arae thelr friends or who work in the
same department.

Another possihle sourde of error In Assessment
Contres iz *het 2 participant’s performance can be
influenced, particularly in group exercilses, because
of the prescnce of another individual. To combat
this, the centre usad in this study includes more
than one group exercise and the composition of groups
for gach exercise iz different.

The Assessment Centre usaed in thils research was
originally devaloped at the gouth African Transport
Services ~ probably tha largest users of Assesgment
Centras in South Afrieca in the 1980, The gentro
consists of a hackground interview, exXecutive
souncll, analytical problem, counselling interview,
and an ln-hashel exercise, The focus of cantres la
behaviour, Non-abillty aspects (such ag motivation)
are ratod and based on behaviour. In thio regard,

13



Bray (1951, wp. 7) points out that the interview forms
an important basis to which we can compare behaviour.

“Through the five aexercisas, thirtzen dinensions are
avaluated, namely: self-development, initiative,
tenacity, analytical ability, judgement, £lexibility,
utilisation and development of subordinates, empathv
decisivenass, task-gtructuring, reasoning power, oral
pregsntation, and planning and organising.

3ix observers, ilneluding three adminlstrators, are
usad to obsarve and then evaluate the bshaviour of
twalve candidatas.

2.2.3 The mansgexial dimensions

The thirteen dimensions of mnanagerial behaviour
observed at the Assessment Centra used In this study,
can be grouped in five management areas, The areas
were determined by factor analysis of the dimensions
and are therefore summary labels for groups of
observable behaviour. :

The information sources pertaining to the dimensions
are Brltz (1984b) and the participant notas of the
Asgessment Centre at the Carser Development Centyxe.

The aemolnation of the Fflrst threse dlmensions form
tha management area of drive, i.e., self~motivation:

1 gelf~developnent: Tha dagree to which & person
davelops him/herself physlcally, mentally and
peychologically (in the context of the centrs)
for a higher managerial position. Evidence of
the person’s affort to =mee him or hexrgelf as a
manager and to davelop as & manager will he
partlicipation in communit, activities,

12



management course attendance, and involvement in
a comprehensive reading programme on management.

2 Initilative: The abllity, ingenuity, alacrity to
originate jdeans, and initlate avtivities without
Laing urged on. The twoe aspecte are abllity and
‘willingnoss to initlate out of the person’s own
aceord and secondly, the resourcuwfulness,
originality and creativity of, f£os lnstance,
problem~solving and decision-waking activities,
T.is calis for pro-active baeahaviour, not
reactive bellaviour. The undovlying causes of

- problems must be addressad and not only the
aymptons.

3 Tanaocltys A person’s ability to persevere in
aplte of oppogition or ohatacles, Qualitative
time and energy apent to completa a taak. The
affectiveness and adaptabllity (not mere
repetltion) of a stratagy in the context of &
group may also call for a compromlse of personal
ohjectives in favour of group ocbjectives,

The next combined set of three dinensions form the
nanagement area of dealslon-making skillas. These
gkille are often used in problematic and doubtful
situations, or conflict.

4  Analytical ability: To grasp a problem and to
dalve to its root causes and analiyse them, Tha
collecting and analysing of relevant information
In all its breadth and depth iz inportant., The
asking of penetrating guestions in group
agtivities and the gquick grasping of
implications is evidence of analytical ability.

5 Judgemant: A coneslderation of what the

13



consequaences of a decision will be, gives proof
of a good (positive conseguences) or bad
(negative conseguences) decision. Evidence of
judgement 1is in the wonslderation of
consequences and the tactful reaction te the
ldeas of others.

6 Flexlbility: This implies a readiness to
gonsider new ideas, methods or ¢ireumstances
versus dogmatic adherente to personal

- standpoints., Other ocredible ideas may lead to
the adjustmoni of personal views.

The four dimenslionz that follow combine to form the
area of leadership. This is the ahility te influence
tha behaviour of others.

7 Utilisation and development: Dalagating so that
the subordinate is also responsible for the
final decisions. This gives subordinates tha
opportunity to exercise thelyr judgement and
initiative. Training, dJob enrichment, and
gimilar principles are applied. Evidence of
this is zsen in the nanager’s reaction of giving
effact and oredit o desarving suggestions..

8 Task structuring: Part of the prooess of
influencing others is to structure tasks in such
a way that the ¢goals can be realised. Iw
relates Lo memsures ensuring group effectiveness
and giving momentum to the modus operandl. This
must onhance confidence as wall as ensuring
correct action.

9 Decielvaness: Flivm and assertive declslon-making
wlthout unnecessary hasitation, alse the

accaptance of the responslbillty of the
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10 -

- consequences, The manner is assertive, not

aggreasive and not over-declsiveness that
resenbles autogratic or dogmatic stances.

Empathy: A genuine and active concern for
others’ needs and feelings. Parsconal
encouragenent, recognition and appropriate
involvement can be used for motivation.

The next two dimensions are communicatlion skills in a
ene~to~one situation or formally in & group. this
area refers to gualitative and spontansous
communication.

11

L2

Reasoning powsr: The ability to generates
gonvineing arguments gpontanecusly and to
achieve a purposa - in quantity and guality.

oral presentation: A prepared presentation or
fluent and logical speach which has impact on
the audience.

The last dimension is the management area of
administrative ekills. '

13

Plahning and organlsing: Thls refers te longer
and shorter term objective-~setiing, priority
setting, development of alternatives, evalustion
of altermatives and the cholce of the bhest
alternative. Organising the schedullinyg of the
alternatives, co-ordination of activities, and
gontrol through feedback laz often assoclated
with the effective use of a dlany.
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2.2.4 The measyrement. scale of Assessment Ceptre -
data

Little iz sald about the status of the data of
Asgessment Centre measurement in prior raesearch
literaturas, '

All avallable studies, treat Assesament Centre data
as belonging to the jinterval scale. In the
comprehensiva meta-analysis of Asmessment Centre
wvalidity by Gaugler, Rosenthal, Thornton and Bantson
(1L987), the imsue of measurement scale is not
‘mentioned., These authors state that some correction
of the statisties is necessary, but this waes to
compensate for sample silze and other differences
between studies in the meta~analysis.

Britz (1984a and 1984b) provides a clue to the nature
of Assessment Centre data when he states that the
criteria acores are normally distributed .n his study
of 670 managars. This does not refer to the
Assessmnent Centre sogres on thelr own. .

all avallable studies about Assessment Centres use
parametric statistlios which belong to intexrval
measurement scalad. Based on the extent of the -
resparch, this is accepted as the norm. An
apsumption such as this is in line with behavioural
sclence practice (Runyen and Habeyr, 1984, p. 32).

2.2.5 The reliability of Assessment: Centnes
Rellabllity and validity are the faoctora of
objacktivity (Anastasi, 1982, p. 26-27). Raliabllity

refers to the conslstency of sgores of a test. 2
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test is wvaligd if it tests vhat it lis suppoused to be
testing,

Reliability is therefore an internal fagtor
determining the oredibility of the teshniques used
and the results of the application of the technigues,

Rellability 4is achieved 1f different assessurs
achieve the same assessment results. This is called
inter-asgessor reliability. Britz (i984a, p. 31)
. quotes studies that report correlations between
different amsessors findings of 0.69 to 0.97,

To reach the Asuassment Centre total score one of two
approaches applles, Assessors reach consensus about
the Assessment Centre total score or a a numerical
formula is used to calculate the total score from the
‘subscores. Studles show that the numerical technigque
cone to the same results as consensus 95% of the time
(Sackett and Ryan, 1881, p. 18). The consensus
method can therefore ba replaced by the numerical
technigue. This relilability makes it possible to use
videotapad behaviour in cases where all assessors aye
not avallable on the same site.

Moses (1973, quoted by Britz, 1984a, p. 50) attempted
to determine the reliability of the Assessment Centre
procedura. Two different Assessment Centres over a
period of time are compared wlth each other. A
aorrelation between overall performance on the two
captres is 0,73 for the total group,

According to Sackett and Ryan (1991, p. 18) thera ias
no valld evidence that coaching in Assessment Q. ntre
exercises, especially by ex-candidates, Iimproves
results. Mixed effects are recordad. The same
authors state that reading abllity seems o have an
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influance on the vandidates’ performance.

Several factors were studled to determine the
reliability of the Assessmwent Centre procedure. The
studies quotsed here indicate acgeptable reliability.

2.2.6 Internal validity

An aspect that is closely associated with reliability
is internal validity.

A test is valid when it tests what it is supposed to
test (Anastasi, 1982, p. 27). For this purpose an
external griterlon is usually used,

Internal validity is therefore a measure of the
validity of a subtest where the oriterion used is an
internal criterxion, namely another subtest. Internal
validity determines if coharencc among ‘the subscores
of & test exisis,

Significant correlations for the internal valldlty of
Asszessment Centres are'found by'Dulewicz, ®letaher
and Wood (1983, p. 19). They corralate the exeralss
scoraes with the overall assassment rating. Their
findings and that of Bray and Grant (1966, guoted by
pulewlcz, et al., 1983) shows similar results.

Bray and Grant factor-analyse the inter-correlations
for two groups of management trainees. One group is
college graduates and the other group net. The
average communality is 0.64 {(gradustes} and 0.57 (not
graduated)., This consistency indigates internal
validity. The significance leval used was Q.00L.
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2.2.7.1 Intxoduction

A test 1z amlways an indicatlon of something else
which ls relatad to ths test., Achleving high scores
on <. Assessment Centre is not of lmportance. It is
only of importance if it indicates that you will be
successful in the criterion, that is, be a successful
manager.  If the test does not indicate, or predict
with a certaln degres of accuracy, sgucoessful
behaviour in the criterion, then it is a waste of
time. For this very réason, dontroversy exists about
the value of academic examinations.

Test ltems need not always resemble behaviour to be
predicted. The empirical correspondence between the
test and the predicted behaviour must only correspond
emplrically (Anastasi, 1983, p. 23). In the case of
assesgment cantres, the test items resewhles the work
gituation elosely. The Career Path Apprec.ation is
an interview and claims ko make use of at least one
work sampling technigue. The tast ltems do not
resemble the work situation closely.

criterion~related validation is an indicalion of the
effactiveness of a test in predicting an individual’s
behaviour in a epecific situation (anastasi, 3382,
p. 137). For exampla a test for managerial potential
is measursd against management job performanca.

There are two types of criterion-related validation
(also called extarnal validity): Predictive
validation and concurrent validation.

Ideally a predictive valldation is needed to
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establish the validity of any psychologleoal procedure
aimed at predicting behaviour. The test results must
be validated against the criterion of agtual
behaviour. Anastasi (1982, p. 137) describes the
. time-interval between the prediction of the test and
the criterion situation as being longer when the
predictive validity is sought. '

The oriterion-referenced validity is thoroughly
discussed in this report to establigh the credibility
of the Assessment Centre. This ls necessary because
the Assessment Centre results are used in this
research as the oriterion for a goncurrent
validation.

2.2.7.2 Important general validation studies
about management potential

‘Many studiesg compare Assessment Centres’ results with
other procedures such as management appraleals and
with factors such as subsequent management success.

tne of the wmost important studies on predictive
valldity available wag conducted at the American
Telephone and Telegraph Conpany (AT&T). ATST used
the Assessment Centre procedure in 1956 to assess 422
employees. Two thirds were college graduates and one
third wazs non=college enmployses who were considered
for managerial positions. ‘The importunce of the
study lies in Bryah and Grant’s report (1966 quoted
by Britg, 1984a, p. 46), that to minimise
contaminatir n, the results were not announced, but
used for research purposes only.

The result of this AT&T project are avallable. The
salary and Jjob grading levels of those who were still

employed in 1965, ara reflaeaated in a study by
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Dunnette (1971, guoted by Britz, 1984a, p. 92). The

poseible shortcoming of Dunnette’s study is that by -
1965 only 130 employees remained at ATET. However,

of the remaining employees, 82% of the college

graduates were identified correctly and 75% of the

non-college employeas advanced to appropriate

management positions. 0f those who did n»ot advance,

the global prediction was correct in 94% of the

cases. '

out of a sample of 6 000 gases, further studies at
the same company (Moses, 1972) reports correlations
of 0.44 with job level changes (guoted by Gaugler, st
al., 1987, p. 499). '

Hinrichs (1978) conducted a £follow-up of 46
vandidates over a period of elight years in a
different milieu. Only 30 candidates remained in the
study after the eight years. While after one year
the correlation bebween Assessment Centre resnlts and
job lsvel was r = 0,26, the correlation was ¥ = D.46
after the elghth year.

In a mets-analysis of 50 Aszsessuent Centre studies, =
corrected mean for all validities ot 0.37 is found
(Gauglexr, et _gl.,1987, p. 493). This is considered
very low in compsrison with the validities of the
components of Assassment Cantres (Jones, Herriot,
Lonyg and Drakeley, 1991, p. 1):

In the 30-year follow-up of 301 candidates from the
British Civil Servica, aAnstey (1377, p. 182) reports
that only 21 falled to reach or exceed the expected
job grading based on the Civil Service Selsction
Board {(an Assessment Centre) procedura. The original
appointed gample was 421. 122 candldates were not
congidered for the follow-up study because they were
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‘not in the employ of t.e Service anymore. The
" reagons stated for the drop-outs are mostly
legitinmate. only three who left becausa of
inefficiency in +thelr positions. The original
gelegtion through this precedure allowed for
prescreenings to eliminate large numbers of original
~applicante for positions.

- In & summary study published by Cohen, Mesés and
Byham (1974, quoted by Britz, 1984a, p. 47), the

- results of ninsteen centres are reported. Thig study

finde a median of prediction wvalldity "over all
studieg, wedian 1 = 0.33;in predicting job
perfermanca, median r =0.33; In predicting Job
potential, median r = 0.63! and in predicting job
progress, median xr = 0.40.% Agsessment Centres
predict. management potantial better than Job
prograess or perfornanca.

All the results guoted so far compare wall with
validlty coefficlents for othar Assessment Centres of
between betwesn 0.33 and 0.41 with Job proficiency
and 0,63 with promotion (Hunter and Hunter, 1984,
quotad by Stamp, 1988a, p. 2).

Most studies guoted in this chapbsr consist of sample
slzes of less than 100 capasa. Therad are, howaver, &
fow studios with more than L 000 oasos.

all Findings of available longar-term studies on
Assensment Caentres, nacaasarily show a decrease in
gample sizes., The faot that these drop-outs are not
included in furthar studies is a shortcoming. One is
not able to establish thaiy job leve. s to verlfy the
guotad positive correlations. Tt is, however, wldely
acogpted that the prediction of Assessment Centros,
with regard to managerial peotential, romalns valld

22



over long pericds.
2:2,7.3 Choosing the appropriate criteria

The importance of the selection of the appropriate
criteria for predictive valldation stuales is
acgentuated by some authors. The following
digcusslen of prior research relates to the selection
of oriterim. Sackett apd Ryan (1951) conducted the
study.

As mentioned, several gtudies atbempt to evaluate the
ability of 2gsessment Ceontres to predict promotion
potantial, Borman’s research (1982, quoted by
Savkett and Ryan, 1991, p, 11) shows thet the results
wire elgnificantly correlated with successful
performance in training. This can be seen on the US
Army racruiter training programme. This ig valuable
because Assessment Centres sre often usged to
determine developnent areas.

Tziner and Deolan (1982, guoted by Sackett and Ryan,
1992, p. 11) found that whlle both Assessment Centre
scores and intelllgence test scores correlate
significantly with training success, the combination
of the two sats of scorss lnoreases the correlation
from 0.40 to 0.60. Tt compares well with Stamp’s
reports that the correlaticn of cognitiva ability
with training sucoess ig 0.55 and with dJob
proficiency 0.45 {(Stamp, 1988a, p. 3).

Sagkett and Ryan {199k, p. 12) go on to report - €
supervisor evaluation, interviews, and personallty
tests show poorer torrelation with training success
than Assessment Centres.

It 3o Bray (1991, p. 6) that polnts out that tho
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‘motivational aspects are important consgiderations
when Assessment Centres are compared with tralning
SUGCASE . Not all people are motivated to advance,
and personality uparacteristics may influence the
achievement of craining goals.

In this guest to prove that Assessment CQentres
prediet promction potential, it is therafore
important to remember that training success does not
guarantee <4ob performance. While trainiﬁq gudcess
and Assessment Centre results are related, it is, to
prove promotion potential, more relevant to compare
Asgassment Centre results with job perfornance -
however, Job performance data is more difficult ko
obtain than tralning results.

2.2.7.4 Manager ratings as criterion

In a study to determine tha gorrelation of Asyessment
Centres sdores and manager ratlngs as well as peer
and subordinate ratings, Schmitt, Noa, Meritt and
Fitzgerald (1984, gquoted by Sackett and Ryan, 1991,
p. 13) £find that the Assessment Centre sgores are
positively related to the job performance ratings.

2.2,7.5 Assessment Centre results and age

In the meta-analysls of Gaugler, et _al. (1987,
p. B04) 1t ls etated that in their investigation of
tha 50 Assegsment Centres, no relation between the
avarage age of anssessees and the predictive validity
ig found., Britz (1984a and 1984h) makes no mention
of ipvestigations of age and Assessment Centre
results.

‘Boroughs, Rollins aod Hopking (1973, guoted by
bDulaewicz, Fletcher apd Wood, 1983, p. 16) as well as
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$livinski, Yan and Richter (1977, quoted by Dulewicz,
et_al., 1983) found negativa correlations between
Assessment Centre resulis and ege. Mantal ability
and Assessment Centre performance oorrelations are
also inronclusive.

2.2.7.6 Concluding remark

Although soms doubts about the wvalidity of
longltudinal studies of Assessment Centre results may
exist because drop-cats are not included in the
foliow~up, the many studies of valldity are unanimous
in their findings which show that Assessment Centres
are valid in the prediction of meveral Ffactors
ineluding potantial and job progress., The support,
continvous usa, ang acceptance of Assessment Cantres
by the bhusiness community ocan signlfy its face=
validity. '

2.2.8 Content validity

The purpose of contant wvalidlty studles 1s to
determine whether Assessmant Centres vepresentutively
samples important Jjob behavieours. Byham (1380,
Ps 27) noted that tha following relatlonships are
esgential in Assessment Centres: '

1 dimensions must he related to important Job
activities;

2 aexeradises must represant the nmost common and
mogt significant job activiitiea; and

3 the dimengions muat be obsevvable in exarclaes.

Sackett and Ryan (1991, p. 18} point out that content
validity is ueually high, that ls, exerciges
ropresunt the nost common and significant Job
aetivitles and that tha dimensions are related to
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important job activities,

As important as content validity is assessor skill,
job analysis and sxercise design.

To point out the importance of exercise désigﬁ,
Sackett ang Ryan (1991, p. 17) report that they as
well as Turnage And Muchinsky (1982, gquoted by
Sackett and Ryan, 1991, p. 17), found that ratings of
different dimensions made in the sameé exercise were
highly correlated while ratings of a dimension in
different exercises showed lower intercorrelstions.
This is probably because behaviour is situation
specific., It is therefore oritical that exercises
simulate situations that form part of the Job.

2.2.9 Phe cquestion of prescreening

Biased selection of candldates for an Asseuspent
Centre will produce biased results (Thornten & dyham,
guoted by Warmke, 1991, p. 23). Prescresiing iz a
form of biased selection for good reasons,

Thers are many reasons why prescreening takes placue.
warmke (1951, pp. 23-24) lists the reusons to conduct
good presdareenings: '

1 Savings - aspecially for salectlon,

2 Employee mnorale/job satisfaction I order
to minimlse *fallurash,

3 Legal concerns. (Although pre..reaning may
disgqualify certsin candidates from a
selection process. Care must be taken that
the presereening process is legally
daefendable,)

4 Asgepement Centres arxe as’k infallible.
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" Prescreening is therefore important to
minimise the risks that lead to employee
merale problems. Apart from the aspeots
already covered, improper administration
can also add to Assessment Centzes which
are invalid. '

The purpose of the prescreening, in summary, is to
increase the validity of the predictions,

One of the prescreening acy vities is recommendations
by line managers. The exact validity of managerisal
recommendation is unknown, but since managerial

nomination often concentrates on typical Jjob

pexrformance, it can ba ussful as a prasoreening
technigue. |

It must be noted that prescresning per se may
sufficient to predigt suocess of lower lavel -obs.
Apparently bacause of the less tangible naturs of
more senior level managerial positions, prescreening
does not segem to pradiot success as well as
prescreening techniques predict success on the lower
levels (Warmke, 1991, pp. 722~33). fThere is alsgo
avidence showing that more senior candldates see the
developmental opportunitiss of Assessment Centres in
a more garious light (Boehm, 198i, p. 38).

2.2.10 Copciuding remarks ahoub Assessment Centres
The research resulits presented here show that it can
he accopted that Assessment Cantres predict

management potential.

The guestion now arises that If senlor level
managemant potentlal can he predicted by Assessmant

27



Centres ~ and 1f Assessment Centres do not give
conclusive evidence about mental ability - will a |
procedure which looks more exclusively at the
cognitive area select the same candidates who display
senlor management potential or not?

2.3 CAREER PATH APPRECIATION

2.3.1 = %) a t
E . i !. .

Little information about the Career Path Appreciation
provedure Ls published. A possible reason for this
is that Stamp’s Inatitute of Organisational and
Social Studies (BIOSS) at Brunel University is self-
funding. The work of this institution all over the
world may therafore depend on thelr competitive adge
in the form of the Career Path Appreciation.

Two dissertations mention the Career Path
Appreciatlion procedure, Bishop (198%2) investigated
the regquired and preferred approaches to work and the
corresponct y levels of capacity of nurses. She used
Jagues’ tratified Systems Theory and the Careexr Path
apprecistion procedure to survay work cemplexity, job
satlsfaction and Falr pay. This study d&id not
eritlically seek to wvalldate the Carxesr Path
Appreciation procedure but %to estnblish nurses’
attitudes about their salaries in view of the
conplexity of their jobs., This conozpt of Wfair" pay
1ls discussed later on in this chapter.

Perlimatter (1990) investigated the phenomena of
gognltive complexity and time perspective Iin an
attempt to maxinise scarce human rosources decision-
making. Sha found that the Stratiflied Systems Thaory

28



provided a sound basis to analyse the way in whicl an
‘organisation is structured and to identify pseuco-
levels, In this way better productivity, recognition
and better use of employees’ ocapacities could be
achieved.

All stamp’s own publlecations are identified (1980,
1981, 1986, 1988a, 198%a, 1989b, 198%c, 1989d, 1989%e,
1590} and listed in the list of references,
Documents belonging to BIOSS at Brunel University and
used in the training of Careevw Path Appreciation
- administrators was studieu. Fermission to quote the
papers has to be obtained. Only two of these
documents (1988b and 1988¢) are therefore feferred to
in this report.

2.3.2 Introduction

It is commonly accepted that adults develop. They
also davelop at different rates. Thig mnakes
_assessment diffieunlt, but aessential.

The Career Path Appreciation procedure of predicting
potential in the cognitive domain s based on the
Stratified 3ystews Theory of Elliot Jagues. The
procedure was developed by profesacr Gillian Stamp of
the Brunel Institute of Organisation and Social
- 8tudies (PIOSS) ab tha Brunel University, Uxbridge,
where Jaguas used to work, According to Stamm
(1988a, p. 5), the Stratifled systems Theory forms a
golld base for the congtruct valildity of the Carear
Path Appraclation procedure.

That ia, the theory:
1 enhances content validity, l.e. defining work so
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‘that predicters can be designed or decided upon;
2 ensures that predictors and criteria ars in a
- conmon domain;
3 provides explicit guidelines about development
and lndividual differences (Stamp, 1988a, p. 4).

A brief introduction to Stratified systens Theory
highlights the egsential elements applicable to this
gtudy.

2.3.3 . Btratified Systews Theory
2.3.3,1 Introduction to the theory

Stratified Systems Theory ils developed from the
research work of Jagues £rom the 19508 to 1976s in
various industries in various countries. Work is
defined as "the exercise of dilscretion within
prescribed limits In order to reach. a8 goal within a
stated completion timev" (Jagques, 1875, guoted by
Stamp, 1988a, p. 6}).

Through the discussion of its important elements, it
le clear that the definition provides a desaription
which is precise enough to allow measurement under
certain conditions. -

Jaguas (1985, p. 235) explains that the exercise of
discretion is a function of the individual’s
psychological egulpment, cognitive power and
opporytunity. The tools of the psychologloal
equipmant are knowledge and skills. Temperament,
wisdom, interests and values detarmine the
paychologigal eguipment’s orientaticn (Jagues, 1589,
P LE)}. aBpects of cognitive power are discussed
later. The definition needs some explanation first.
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"The "gxercise of discretion™ takes place within
boundaries, in the form of policies, norms,
procedures and regulations set by the organisation.
Discretion refers to the rholces an individual must
make in order to imagine, formulate and exacute a
course of action that is not prescribed (Stamp,
1989d, p. 85). At .certain levels in the organisablon
the choides are often based more on imagination mnd
legs on concrete data, Discretion ies therefore
applied in. different ways depending on the data
avallable to guide the individual in making cholces.
Jagques ildentified the phenomenon that the complexity
of the work increases if tha exercise of discretion
is based on less tangihle variakles.

Complexity also increases 1f the tlme-span of an
activity inoreases. Time-span is the "by-when® part
of completing a task ~ that is the longest maximuam=~
target-completlion~tine set for the oubput (Jagues,
1989, p. 16). Jagues (1976) found that individuals
perceive the "waight" of the exercizs of discretion
to be more if the time-span of an sctivity ls longer.

The raason for this may be found ln the fact that the
exercige of discretion is unassessed for as long as
an agtivity takes t¢ complete. In this way
responsibility can be measured in terms of time-apan
in an objective and gquantifiable way.

‘The waight of responsibility does not refer to the
degree of difficulty of the task.

Time-gpan is an indication of the limits of a task
{desmed completion time which is an external factor)
as well as the (internal) perception of the waight of
responsibility (Stamp, 1988a, p. 93,

Jagues’s further rasearach (1977. guotwd by Stamp,
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1988a, p- 9), ‘nvolving 250 000 people in 25
countries, showed remarkable correlation between the
time~span of work and salary in organisations - 0,90
correlations are coenfirmed. Levels within
organisations and the time-span of activities also
correlate with each othex.

The Stratifled Systems Theory indicates these work

levels of complexity as bounded work strata. There

are currently seven such strata identified. The
strata depict time-spars from three months through to
time-spans ranging from between 20 to 50 years.

2.3.3.2 'The "flow" concept

Juagques, already in 1956 (guoted by Stamp, 1988a,
p. 1) related the patterns of mastery of different
strate of work in a person‘s life as on inereasing
strive towards more use of personal discreftlon and
demand for "falr" pay for this work. The amounts of
discretion were however not the same in all
individuals. There iz a relationship between the pay
that is demanded and the capacity for discretion that
is perceived to be falr. When individuals use more
discretion than what ls perceived to be fairly paid

for, they perceive an inbalance within themselves.

This equilibrium principle works bhoth ways =
underutiliged and ovarburdened.

The demand for one’s salary or wages to nateh
discretion indicates that a possible lntuitive sense
of one’s comfort zone exlsts.

The "flow! concept of Csikszentmihalyl (1875, dguoted
by Stamp, 1988b) explains the environment of
discretion (refer to Figuxre 2.,1). The use of
discretion to make sound judgemence involves the
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interplay of the sosle of challenges of the task, and
the range of cappbilities of the individual. Tt ie
in this interplay that the importance of +he
arditional supporting elements, that Jagues’ added to
the definitlon (knowledge, wisdom and s¢ forth), i=
accentuated. This interplay determinee the
effegtiveness of tha individual’s Jjudgeament ox
discretion.

‘é’ /

o Indecisiveness

& Inappropriate

% decisions

[

:

B

@ Vaceilation

L/,/’ Boredom
S
Anxiety
Range of capabil)ities
Range of canabilities

Figure 2.1: The " " o

(Adapted from Stamp, 198%a, p. 29 and Stamp, 1988c,
p. 3)
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overutilisation (when the scale of challenges axceeds
the range of gapabhllitlies) of a person .r
underutilisation (when the rangs of capabilitiles
exceeds the scale of challenges) leads to ineffective
dacision-mukinyg based on elther indecigivensss or
vacillation. '

According to Csikszentmihalyil (1875, guoted by sStamp,
l98gh, pp. 24~29) beliy either overstretohed {(by
challungee in view of onefsd capabllities) or
underutilised, the oocurrence of anxiety and atress
is the outcome. A state of equilibrium is however
not fixed, hut changes as an individusl and an
organisation develops. Challonges offered hy work
mast grow with individual capabllities and vicae
versa. This requires pacing of the growth of the
erganisatlon and its aemployees. This pating aims to
establish and maintain an inner cohexenge &as well asm
to establish and malntain connections betwean tha
organisation and its environment.

The name Appreclation is apt because of the rotion
that, over time, a person’s capabilities appreciata
{Stamp, 1989k, p. L12). Thia appreciatlion of
challenges may nok be hapwpening in the organisation.
For this reason the flow aondapt ig an important part
of the understanding of the Career Path Appreclatien
procodure.

From the studles about "falr® pay 1t is qlear that a
person can appavently identify hils or her praesent
point of balance. Jagues’s research (1967, and a
later study by Bvana, 1979, both guotad by Stanp,
19884, p. 13) on aguitable pay, identified =
logarithmic and smooth curve of future development of
the points of balance, Thig projection closely
followe tho "sigmoidal progrogsion charactoristia of
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biological growth" (stamp, 1988a, p. 14).

Capacity i thus seen as multi-modal. Tha boundaries
between difherent levels of complexity are
discontinnous, eays Jaguee (1985, p. 382) and he
gquotes the work of Harvey, Hunt and Schroder (1%61)
and Streuffert and Strouffext (1978) in support of
tha concept. Stamp (1988, pp. 22=23) quotas Wijnbery
(1565) and Homa (1967) who confiym the axistence of a
nodal development curve, and Richardsen (1971) who
supports the coneepts of falr pay and tiras-span. He
found a direct linear relationship between the two
agpeets. In a follow=-up study, Kohler (1982, guoted
by Stamp, 1988, p. 24) confirmad the development
curveas by 8 study of 52 engployees over 40 years.

Stucies involving larga numbers of peopla ln diverse
gltdations seem £0 prove Jagues’s thaory, The -
valldity and rellability of the concopts seem to be
sufficiently tested to amsume that the Ztyatified
Systems Theory ls currently an acceptabla explanation
of work in organisations.

This doeg not mean that all individuals! career paths
function in the exact way as described by the
Stratified Systems Theory, Thera may wall be other
theorlies about successful developnent curvas o
carenr paths. The work of Dmiver (1982) expose
interesting phenomena in this rogard. The Stratified
Systems Theory is however a well)-resgarched and very
conprahanaive explanation of crganlsational ocarear
‘paths. Furthermore, thé aim here is te study the usw
of two procedures ih organisations whare sanior
managers oan be found dilstinctly from middla and
cther levels of mahagoment,

While foousing on thae larger organlpatieon, this
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study, on the other hand, does not negate that there
are possible simllarities of decision-making in
- smaller and '"non-traditionally" funotioning
orgmalsations, To generalise in this regaxd is not
tha aim of this research project.

2.3.3.3 The strats of work

A briaef introduction to the different identi<!ed
gtrata of work in organisations, based on complexity
and time~span is necessvry. The soursces of this
explanation ars Stamp (1988w, pp. 12~13), and Jagues
(1989, pp. 20-30).

Atratum Xt Direot work lavel
(Direct judgement over a time-span of one day te
three months.)

Direct and concrete hands-on operator orx clerical
work. Declslong are made about the best way to
manipulate physical materials, usa teols or touch
people so thet an lmmediate and direct change will
Qeeur ., The individual will continue along a
pregceyribed linear route, uvse praviously learned
methods to overcome immediate obetacles, and get
sontinuous feedback Iin erder to proceed.  Examplod
operators or slerks.

Btratum TI: Operations domailn
(Diagnostic acoumulation ovar a tlme-spin of three

months to one year.)

A conerete level of abstraction is needed bacavuse one
can observa what is hoppening by dirsotly scanning
thoa whola. Executive decislons are nmade about wayse
in which people or things are worked with or on. an
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individual will reflect on the current sotivity to
anticipate potential probklems. This involves
conssiously accumulating and sorting out data to
diagnose emerging problems. The individual initiates
avtions to prevent or overcome problens, Exanple:
supervisors or first line managers/speclalists.

Stxatum IIX: Operations domaln
(Alternative paths ovar a time-spsn of one to two

years)

Deciglons still involve a oconcrete level of
abgtraction but consider the wvarious ways in which
established means gan best be realised, That is
imagining and preplanning all possible ways,
salecting the baest ones, making the most of people
and taechnologiea to realise the chosen ways. This is
the level of running an coperating unity. Example:
Urilt managers/specialigts or niddle managers.

BEratum IV: General domain

(Pagallel processing over @ time~-span of two to f£ive
yoars)

The level of abstraction increases sharply. This
level is concerned with the relationship bhatween the
‘misslion of the organisation and the means necezaary
to reallae it, Developlng new means, co-ordinating
exlating maans and terminating ilneffective means are
this level’s concerns., An individual wlll process
saveral interacting projects, pacing them, resoureing
them and make tradeoffs to wmaintain progress towards
tha goal, Bxample: production or sales ganeral
nanagaer/specialist.
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ﬁxxgtgﬁ_¥='saneral domain

(Unify a whole system over a time-span of five to ten
years)

The individual consglders and judges ochanging
- pitnations and consequences with many variables.
Executive deglslons about the organisation itself ars
mada to keep it In existenca both now and in the
future. adjusting and integrating the internal
environtent and linking with the exXleérnal environment
while sensing the multiple effagts of all the
variables on tha pursued plan, are the challenges.

Example: busihess unit general manager or specialist.

Stratun VI: strategic domaln

(World-wide diagnostic accumulation over a time-spen
of 10 to 20 years.)

Work en th'y level concerns executive denisions about
building and malntaining networks. These monitor and
filter world-yv '3 trends which provide a
trangnational corntesc for the long-term sucoess of
strateglce operating units. Example: strategic group
executives. '

Stratum VIL: Strategla domain

(Put buminesz in gociety over a time-apan of 20 years
or moxe.)

Exacutive declsion about ritical resourcs magses
required for new strategi: units. The individual
pursuwes alternative world-wide strategic plans and
produces gtratum Vv units through development,
agguisltions and/or margers, drawlng on internatlonal
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financial r« ources. Examwple: corporation chief
executives, ' '

Each leval supervises the detivities of the level
diractly below it. Senior general management (the
fogus of this study) in most organigsations, is
stratum V, This includes the people who will bhe the
qaneral managers of substantially large organlsations
or business units. ‘These units can be seen as
unified whole independent systenms.

2.3.3.4 The coygnitive states

Atamp ‘1986, p. 2387) axplains each of the strata in
terms of cognitive states. Jagues (1986, p, 382)
explaine cagnitive power ag

the abllity of individuals to form and pabtern
the world in which they llve in a wanner that
allows them to construct goals and organise
their approaches in achleving thom.

Jagues (1885, p. 234) explains that the world of the
individual has a certain "scale and complexity" that
has to do with the *information being procesged".
This explanation makes it olear that the person hay
the ability to interact with his oxr her environmant
in a eertaln way. In so deing he or she may form or
create something and realise it. The differences
hatween these abilities (if not already alear) ave
finally presented iIin Table 2.2.

This study will not lhvastigate the cognltive domain
theories, but Stamp’s explanation, duplicatad in
Table 2.2, may olarify the strata further.

Each stratum maintalns some aspegt of tho provious
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gtratum’s work while adding the new state.

TABLE 2.2: STRATA OF COGNITIVE STATES

Source: Stamp, 1986, p. 387

Time frame |Stratum Cognitive state

2050 years | VIT Bxtrapvolating raguirements for
new comuvlex work systens §
groating such sygtems

10=-20 years | VI patining work, objectives & ra=.
lationships with the environs
mant of complex work systens

=10 years A4 Bhaping a complex work system

2~5 years v Trapsforming existing work
gystems by comparing them te
existing alternatives

1-2 years III Extrapolating from cnrrent
trends to fine-tune a work
gystom to respond to shangling
regquiremnsnts

3 monthg~ A Defining work at stratum I,

1l year planning & controlling
aggregates of tasgks

1day- I ghaning concrete materiala or

3 months individual behavioux
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While the first stratum’s shaplng may be to know (ox
feel = in the intuitive sense) when the right amount
of pressure is applied, the same shaping capability
in stratum seven is to be sensitive to minor events
that could trigger significant evants. The
axtrapolating capabilities of stratum seven are not
expectad ot any other level.

‘The explanation of strata of work shows that each
stratum contributes a distinct competence to the
erganisation. The scale of challenges in an
organisation will determine which strata of work must
be present to make it viable.

There are two aspechs with ragard to Stratified
Syétems Theory which are oftan misconceived. It nust
be acoentuated that the Stratified Systems Theory is
not an attempt %to ygrade posltions. Stratified
Systems Theory attempts to explain the strata of
complexity of work in an orxganisation in terms of
discretion and tilme-span. one should also not
confuse dlfficulty with complexity. A very difficult
or intricate task can be performed at stratum one,
bacauss 1t contains little discretion or complex
judgenent..

If tha levals of work in an organisation are not
present in their correct form, pseudo-levels are
established (Stamp, 1988b, p., 22)., These pseudo~
levals ara  ss3tly in terms of value addition, the
loss of sense of shared purpose, technlgques and
purpese not matched, resistance to ochange, bloaked
commuinication and eventual dlsintegration of the
organisation. For this reason it is essential that a
state of flow or f£it between the Individual’s
capahilities and the organisaticnal challenges is
maintalnad.

41



One of the most iwmportant concerns about the
validation of the Career Path Appreciation procedure
(and for that matter any behavioural science-ralated
technique) is the status of the data. In the vase of
 the longitudinal studies guoted with respect to the
- Career Pabth Appreciation procedure, the product-
moment coefficlent r is mostly used to determine the
relationships betwssan the sets of data. Beoause the
davelopment curves represent dlscontilnuous strata
(desoribed in the pravious seotion}, it is likely
that the data is nonparametric and should therefore
be treated as such. fThese are however the ohly
studies available., on the other hand some
authoritles (Runyon and Haber, 1984, p.32) hold that
it is acgeptable common practlice to treah data in the
bahaviour sciences as paranetric, as nost
practitioners are willing to assume that their scales
achieve interval measurement .

The purpose of quoting validity indications is not te
compare the dlfferent conpanies’ results - there are
too many posaible organisational differences -~ but to
get an ldea of the validity of the procedure in
different settings. Whera, In the case of
longitudinal studies, +the original author combined
data from different samples (from different sgettinys,
such as Stamp, 1988a, p. 41l) those studies were
lgnored.

Some rasaargh about the external or cecrilterion-
refarenced valldity of the procedure is available.

Longitudinal research (Stamp, 1988a, pp. 44-48)
stratching over ¢ perlod of four to thirteen years in
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various companies in various parts of the world, show
predictive validities of between 0.70 and 0.92. '

In a career path study of non-dominant,group
employees in Namikia, a five year follow~up of 124
exployees was conductaed. This study does not mention
the drop-ocut rate, The correlation betwesn the
actual level of work, after five years, versus
predicted level of work is 0,918 (Stamp, 1989b,
p- 17), An important ocntributing factor in this
cage was, without doubt, the reported careful career
planning and career development approach in the
company. in many companies career planning is
probably more occasional. T& 1s also posaible kthat
the rasults of the Appreciation procedure were known
t& the candidates’ managers oy others who decided on
the prometion of the candidutes in this study. This
is net uncommon practice because Careeyr Patu
Appreciations are conducted to assist in the
"mapping® of employees’ career paths. If so, this
factor 1s an important confounding varlable in this
study.

Stamp makes the statement that an evaluation ¢
intringic capability can be made regardless of sex,
education or ethnic baskyground. 8he basey the
statement on a world-wide study and experiences in
developing countries (1989%h, p. 18).

Criterion~referenced wvalidity studles investigating
the congruence between informal managerial
assesaments and the Career Path Appreciation
procedure are also available, Correlations, using
the same samples as the longitudinal studies (Stamp,
l988a), are between 0,71 and 0.86. It 1ls also a
commen phanomencn that candldates who are assessed
through the Career Path Appreclation procedure agree
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that thé cutcome and ¢cheir own perception of their
capabilitieg correlate with sach other (De Kook, note
1, confirmed by sSt.mp, note 2).

The guoted longitudinal studies have some design
 characteristices which may question the solentific
value thereof, Pollow-up was not performed on
candidates who left the orgsnisations. ('*he sane
shortcoming is pointed out in the discussion of the
longitudinal studies concerning Assessment Centres.)

No research concerning the internal validity of the
procedure is available. The consistency of vhe
different administrators’ findings nust be studled.
There are discussions among users of the provedure
and information sharing does take place. This may
‘help to contrel the rellability of the resulte. The
contribution of the phresa and synbol cards is alag
not: empirically determined.

However pragmatic it may seem, the use of the Career
 Path Appresliation progedure is growing and managexrs
are saelectsd for seéenior positions based on tha
procedura‘s results.

2ok CONCLUSION

Bagsed on this brlef review of prior rasearch -
regarding the two procedurss - one can conclude that
although dealing with predominantly differant
methodologles (work-sampling through symbol cards and
structured and semi-structured Interviews versus
simulation and other exercises which includes an
interview), the outcome is to predict the potential
o. & manager to function at the appropriate lavel of
work. Thle iIs the case even though the foouas of the
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'procedures is different (i.e., complexity capabilities
versus managervrial behaviecur). Career Path
Appreciation e¢lalms to evaluate the possible suuness
wf a wanager’s comfort in daclzion-making based on
discretion. Assessment Centres see this decision-
making as one of the success factors manifested in
the behaviour of a manager.

The disocussion in the first two chapters rafers to
the rapid growth in the use of Career Path
Appreciations and th. remarkable validity figures
reported by Stump and her assoclates. This evidenca
suggests that one cannot ignore the aApprecimtion
procedure. There are however guestions akout the
limitations of the small amount of research conducted
on the Career Path Appreciation. So far the research
gannot be accepted blindly.

It is beyond the scope of this study to validate the
Career Path Appreciation longitudinally. It was
decided to compare the Appreciation with & very well-
established assessment progedure, the Assesament
Centyra.

Several questiong about the two procedures can be
asked:

1 To what extent are the two procedures measuring
similsxr constructs?

2 Is 1t redundant t& use boeth proocaduresn?
Specifically, could the Careexr Path Appraciztion
be considerad as having the potential to replace
tha muoh costiier Assessment Centre as suggested
by stanp?

3 Wwhat iz the relatlonship betiween the various
results obtained from the Career Path
Appreciation and those obtained from the
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Assessment Centre?

4 Ia it possible that the aspacts assessed hy the
two procedures are factors of age?

5  How do the results of the two procedures relate
to the current Paterson grade of the candidates?

The next thapter states the vesearch problems and the
hypotheses. The Aiscussion in the next chapter
alarifiec the methudology emploved to investigate the
research problems. The use of the shatistical
analysis techniques end the assumptions underlying
the technigues are sxplained, '
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CHAPTER THREE

RESEARCH METHOROLOGY

3.3 INTRODUCTION

In this chapter the research methodology and the
semple are described. The research problems and the
hypotheses are stated, the assumptions discussed and
the statistical technicue introduced. '

Tha purpose of the Career Path Appreciation is to
predict managerial effectivencss in the longer term.
The oriterien for this procedure is the effective
application of discretion at different levels of work
as the individual moves along hls or her career path.
The predicted level of capability, where the
individual will reach maturity and probably make the
mogst significant contributlon in his or her working
life, is of particulay interest. Depending on the
current age of the candldate, this caross path may
stretch over many years.

‘he scope of this research allows no time for the
longer term follow-up of candidataes whose career path
potential is measuxed. For this reason concurrent
validation ls sought.
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3.2 THE RESEARCH METHODOLOGY
3.2.1  Introduction

Anastasi (1982, p. 137) describes concurrent
validation as the test administration on & group for
whi¢h the criterion data is already avallable.

This research followsz the route of conmparing the
Career Path Appreciubtion results with the results of
another valldated test, the Assessment Centre
procedure. A brief discussion of the two procedures
follow to highlight thelr contributions to the
assessment and the prediction of potential.

Assessment Centres dlagnose ‘the exlsting status of
candidates. The prediation here is that if sowmeone
c¢an dilsplay behaviour associated with senior
management now, given the opportunity, he or she will
be able to de so successfully in the future as well.
The procedure makes some statements about possible
development in as auch az it gives the candidate an
indigation of menagerial dimensions where he or she
already displays apptopriate pehaviour, aimensions
that can bo sean as developmental areas, and
dimensions where fine~tuning is appropriate. There
are, howaver, different Assessmant Cantres for
different levels of management. One application of
the procedure may therefore not provide an indication
of affectivensass on all levels of mahagement. For
this reason, Junior, middle and sanior management
Asgessnent Centres are conducted. It is pointed out
in the preovious ochapter +that the reason why senior
nanagaemant Assessment Centres are more popular is
bagausae research showad that lower level potential
can be validly assessed through more egonomical means
such ag managor and/or peer ratings.
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Career Path appreclation asks a concurrent question
‘and then predicts that the person will progress along
a speclfic path of increaging ability. In Figure 3.1
in chapter 2, one can see that "progresis” ls not
- strictly true if the Appreciaticn takes place at a
stage when the person has already achleved his or her
maximum level of capability. The purpose of the
procedure is to establish the llkely cai =r
development path a person will follow in the future.

‘Both procedures focus on the future effactiveness of
the individuals in the work situation.

The availabiilty of the criterion data -~ in this
instance, displaying behaviours associated with
gsenlor management - is helpful in & concurrent study
because its availabillity mekes the research simpler,
guloker and less expensive,

3.2.2 The Assessment Centre used in this study

The informatien in this section iz obtsined from the
work of the original dasigner of the Assessamant
Cantre, Britz (l984a and 1984b}) as well as the
Assessment Centre administrator, Den Ouden (1985 and
Note 3),

The dimensi.neg in thisg study are similar to theoase
used to describe managerlal sucocess by most
organigations in the world,

A thorough mix of exercises and taechnigues ls used.
The exercisas include a background interview, a
counselling interview, an in-basket exerclse, an
analysis problem, and an execubtive council. The
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exeruises are constructed in such a way that
assessors can ocbserve the candidates in a variety of
wituations: prepared and unprepared, group =and
ardividual, competitive and group suppertive, and
with oy without appointed roles.

The background lnterview collects facts about the
dimensions, provides the observer with the
vandidate’s background and clarifies gquestions about
the centre, The interview is samiformal and
structured, individual and conducted in private.

The hackground interview is accepted as an important
and valnable part of an Assessment Centre.

Two leaderleds group dlscussion are part of the
Assessment Cantre: an executive counoil and an
analysis problem. The executive aocuncll makes use of
a prepared discussion and the candidates 1:epresents
tha departments of an organisation in the form of
role playing the positions. The content evokes
canfllot between departmental, organisational and
group interests. The analysls problem is a case
study. A written report of f£indings and
recommendationg, and an oral presentation is followed
by a leadesrless group discussion. This exercise
reswunbles committee work. '

The role play of the counselling lnterview provides
the gandidates with & prepared opportunity to play
the role of a subordinate’s manager in an individual
eituation. The subordinate’s role lg sitructured and
played by an assessor. Bacause thig ls such a
realistic sipulation of the manager‘’s Jjob, the
validity of the counselling interview is highly
regaxdad,
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The in-basket exercise consists of thirty items which
have to be worked through in three hours. it
involves the areas of obtaining and developing
personnel, maintaining an effectiva relationship with
the community as well as allowing the candidate to
demonstrate his or her tevhnical, human and
conceptual skills. A gquesticinalre and an interview
follows the in«basket exercise in order to establish
the candidate’s insight and decision-making,

Possibly the most extensive research is conducted
abou+ the inwbasket exercise in the Assessment
‘Centre, Studies show that this exercise has a high
predictive validity, content validity and reliability
{Brostoff and Meyer, 1984, p. 18). It can be seen as
tha mosi: jmportant exercise at the Assersment Centre.

Table 3.1 represents the gpread of dimaneions
assugsed through the various exercises,

Objective and normative ohservatiszn iz the key to an
Assessment Centre. The selectlon, training angd
maintaining of the observers are systempatlcally
planned end conducted.

The following vating soale appliess

- Excallent

= More than adeguate

Adeguate

- Iadeguate

-~ Poor

< No opportunity to demonstrate,

QO P N W o

The exponeutial character of this five point scale
gives an indicatlon that 1t is more difficult teo
achleve a two than a ona, three than a two, and #o
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forth. This normal five-peint scale is considered to
be gontinuous (Brikz, 1984b, p. 235). Discrete ip-
between scales ars however added in.

TABLE 3.1:
COVERAGE OF DIMENSIONS IN DIFFERENT BXERCISES
Souxce; Britz, 1984m, p. 65

EXERCISES

Back= [ BExecu= | Coun= |Analy= In=|
ground] tive sal= [tical hag=;
inter=| coun= { ling {problem | ket |
view | oll inter= |
DIMENSIONS view
_Self-deveIOpmanﬁ b4
Initiative X X X X
Tenaalty X X
analytioal
ablllty X X
Judgement X X X X
Flexibility X X X X
Utilisation
& devalopnant X X X X
Empatiy X X p
Decisiveness X X X
Tesk structuring X X X
Reasoning power X X X
Oral present. X X
Planning &
organising X X X
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Several specific in~between scales are used to
indicate conflicting evidence or the need Ffor
coaching or counselling. Candidates are compared
agalnst the norm and not with each other.
Obkservation patterns and the discussion of
candlidates’ pefformance take place in a seguence to
ensure the uniform application of the norms.
Cross—checking of decisionz takes place in the group
discussions betwaen obgervers and administrators.

Inter-corralations between the dlmensions of the
Assesgment Centre uesed at the Career Davelopment
Centre and five specific oriterla of manayerial
suwess 1s investigated by Britz (1984b and 1984b).
Significant correlations between the c¢riteria of
management and the dimensicns are found. It shows
product-monent correlation ocefficients between
cantre results and five specifiec criteria for
management success to be between 0.55 and 0.62 for
the overall aasgessment rating. For individual areas
{where the tihirtesen dimensions are grouped into five
areas) the rating ls bhebtween o0.33 and 0.75 (Brite,
1984b, p. 83).

The five ecrxiterim for management success raeferred to
In the previous paragraph, ara:

the management and development of subordinates;
goal schievemant;

the guallty of action plans:

the guantity of sotion plans; and
implementation of action plans.

Or & W p

These results compares well with wvalidity
goafficlants for other Assessment Centres discussaed
in the previous chaptern.
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A longitidinal study conducted of candidates who were
assessed, also show vositive results.

3.2.3 - h 2 iy oce

The discussion in Chapter 2 sets the scene for a
procedure that ldentifles the current and past points
of balance in coping with complaxity. 8tamp (1988a,
P. 28) describes this current level of capability as:

the person’s capabillty at a particular age to
generate and to raspond to complexity within the
world, within him/herself and ih the constant
work needed to keep both in equilibrium,

Stamp (1%988b, p. 30) desgribes a Caresr Path
Appreciation as: '

a guided interview with an individual about the
present, past and futuwe of thelr working 1life.
The interview Hhas & double purpose; it is
soncerned with the decision-maker and with
decision~making. For the decision-maker it
offers a review of working experisnce and a tool
for development. From the peoint of view of
decision-making, it offers a review of
capabilities within the whole or a part of the

organigation. :

Seeing complexity as a generic work element at all
levels of work, the career Path Appreciation
procedure sats out to cbserve judgement and
disoretion in action with minimal ilnstructions and no
rehaarsal. The interview iIncludes (in this order)
phrase cards about approaches to work, a sorting
exercize to disgcover a sorting rule and an interview
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guestioning past'work exparienges and future
expectations,

The compositiqn'of the Career Path Appreniation
procedure seems to encourage reliabilify. Both the
interview about work experiences and the eyerciss
_ with the phrase cards are unlikely to be coacned by
somaone who previously ocompleted a Carxeer Path
Appreciation bacause the subprocedures are highly
individvualised. The sorting exercise has no single
correct answer and the sorting rule is therefore not
revealed to candidates. Because of these factors, as
well as the croséwchecking between the subprocedures,
candidates’ performance in all three subprocedures is
unlikely to ba contaminated by previous candidates’
¢oaching or advice. Formal studies in this regawd
have not bean conducted.

Through the procedure, & person’s present lavel of
capability is determined and can be plotted against
the growth urves to identify future potentisl. The
Career Path Appreciation procedure can therefora be
seen to:

1l assess the present relationship between a
parson’s abillty to use discretion and the
work he/she performs,

2 consider the history of this relationship,

3 consider the lilkely future relationship, and

4 graate awarenesz of internal resources which
are avallable.

The Career Path Appreciation procedure attempts to
use work sampling and work traits as predictors
during the procedure. Thase characteristics are also
found in the Assessment Centre procadure.
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The Career Path Appreciwtion procedure identifies the
Andividual’s current point of balance between his or-
her capacity to master the cognitive complexities and
the challenges of specific strata of work. fThis
point is then matched with the development curves and
extrapolated to determine the individual’s lilkely
career path.

Age plays an important role in the determination of
the career path. If a young pérson show a current
ability to master complexity that matches a high
stratum of work he or she will be placed on a'steep
career path curve. 1If an older person show the same
current ability his or her identified carser path
curve will be relatlvely flat. There is a diagram of
the development curves in Flgure 3.1. Tre affect of
age on the determination of a career path curve can
be demonstrated hy comparing a 30 year old with a
current capability of low level IV (place the
gandidate on the borderline between level IXI and
level IV) with a 40 year old person with the same
current capability. The 30 year old will be on the
niddle mode VI career path, while the 40 year old
will be on the high mede IV career path.

In other words, the procedure firstly identifies the
ocurrant level (stratum of work) of ocapability.
Secondly, according to the development curves, likely
future points of capability are plotted to determine
the path of developnerit. The likely boundary of =
person’s carger path is referred to as a work nods
(Stamp, 1986, p. 388). “he level at which the
individual’s career path should reach maturity
indicates the number of the work mode (refer to
Flgure 3.1).

The development curves show on which stratum an
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indivicual can reach maturity in his or her career
path. This does not mean that the person ocurrently
operates on that stratum. Thelr current capacity
may, depending on factors such as age, be on a level
or even levels below their development potential.
Using Figure 3.1 one can determine that a mode VI
manager wiil be capable to work on level LIL at age
25, on level IV at age 391, and on level V at age 45.
This is why a Career Path Appreciation reporl will
always indicate a person’s current level of actual
work, ocurrent level of capability, work mode (or
carger path) and age. The current level of actual
work compared with the current level of capability
will indicate current overstretching or
underutilisation (¥efer to Figure 2.1 in Chapter 2).

R Moda Vil§
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@ i P //- el
5 - /, e Moda V1
| @ . —
g Srd ] ] // | Mode V
3 e T | .
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w "l I et I } Moda |l
4 S / Lt : Mode 1|
' | gl Niode |
[ ] ] F—
20 25 30 36 40 45 B0 85 80

Mye {n years}

Flgure 3.1: Array of time frame curves.
Sourqge: Stamp, 1989b, p. 13,
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Each work mode ls divided into bands, namely low,
‘medium, or high. A point of balance can alsa be
jdentified as being on the border between two work
modes (such as mode 4 high bordering mode 5 low
[4HBL], or mode B low borderirg 5 medium [BIM]).

3.2.4 Types of capsbility

Tha prodedurs also ldentifies the type of capability.
The types of capability are indicated with 3, B, ¢,
D, or E. dYomeone can therefore be Iindicated as MNode
IV Migh D, that is, on a carsaer path reaching
maturity in the upper fourth stratum of work and
approaching the sork saccording to type D of the
capabllity typology.

Brlef explanations of the capablility types follow.
Typa A: Knowledge-in-action

Congtantly JIn tough with the work as it progresses
while paying close attention to detall espesially
through obaervation. Often a spacialist.

Type B: Trial and erroxr

Prafexrs to learn by deing. Relles on ourrent
experience with ococasional reflection. oOften a
generallst,

Type G Operate apd analyse

Alternate betwoen knowlaedge~in-action and knowlodge-

in~raflection. Croate the context, marshal the
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gtrengths of others snd get involved with the work %o
~ help only if really necessary.

- DTypa D Logical analysis

Filter immediate exparience through ideas and
conoepts. Detached in the sense that thorough
logical analysils requires.

Type. H: Knowledge-in-reflection

Littie knowledge~in=action, Prefer to lock for the
unusual and origlnal idea. Detached from the actual.

Bach lavel of work can be approached through any of
these types of capabillty. In soma cuages an
individual may display a combination of the types in
his or her approash to work. The effactiveness of an
individual in the capacity of a manayer will be
influsnced by hisg or har capability typae.

3.2.5 Conoluding remarks

The standard senior management Assessment Centre at
the Carear Development Centre was employved to assess
the pample. The ataendard Carxeer Path Appreciation
was enployed to appreclate the sample. In hoth cases
gualifled starff oonducted the assossments in theiw
normal course of duty. Two saparate groups of people
adminidtered the twe procadures in order to minimise
noderation of the rasults.

All data is used and presanted in such a way as to
not raveal tha candldatos’ ldeniiity.
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Through the Assessment Centre procedure the following
data about each case in the sample is obtained:

i) displayed behaviour classified in 13 diwmensions,
rated in terms of adequacy; '

2 dimension ratings oombined in five manageriai

' afffectiveness areas;

3 - overall Assessment Centre performance

' (cumulative saore).

The Careexr Path Appreciation procedure hakes the
followlng information available:

1 Current capable level of work:
2 Mode of development (stratw of maturity);
Type of ¢apabllity (approzstt to work).

L3

Blographical data add:
1 Age:
current position (and jok grading):
Several other aspects which are worthwhile to

use for further exploration if comparlsons of
the two procedures are lnconcalusive.

3.3 'MHE STATEMENT OF 'THE RESFARCH PROBLEMS

3.3.1 The first subproblem

The f£irst subproblem is to conduct a cencurrent
valldation of the CQarser Path Appreciation procedure
as a sznlor management assassment procedura.

This rasfers 4o the crlterion-related validity.
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3.3,1.1 cCcomparisons with Assessment Centre scores

The ¢oncurrent validation will be oconducted by
comparing the Career Path Apprec.ation procadure with
the recogniged senior management assessment procedure

of Asseggment Centres.

In thia regard the following Career Path Appreciation
cutcomes are used: work moda (level of capability
whare maturity wlll be reached), turrent level of
capability, &and type of wapability. Each of these
outcomes is compared with the following Assessment
Centre scores: total assessment score, the Five areas
of management, and the 13 dimensions.

The concurrént validation wiil also astablish if the
procedures are redundant.

Because there are 31 categories of work mode
indications in the Career Path Appreciation data, a
cluster set of this data is compared separystely with
all the Assessment Centre scores.

The 31 work mode categorles are made even nore
complex with the additilon of the nine possible types
of capability to form the “"total score" or career
path indication. A further cluster set, including
both work modes and the capability types are also
gompared with all the Assessment Centre scores.

The use of the cluster sets will: help to explain the

relationshipes found in the comparisens of the
individual scoras.
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3.3:1.2 Couwparisons with current Paterson grade

Another factor the Caveer Path Appreciation can he
compared to iz the vatermon job gradings of the cases
in the sample. The Paterson post gradings indicate
on which lsvel of management are ‘the current
positions of the sample. In this way the Paterson
grading is a factor aseccilated with senior
management. '

The assoociation of both procedures with the ourrent
Patersorn grading of the cases in the sgample ie
investigated. fThis investigation aims to establish
which o¢f the procedurss has the oclomer associatlon
with this faotor.

The results of the comparisons will tell if the
provedures indicate that those cases who display
senlor management potential are on sehior Paterson
grades.

The Paterson grading il an indigator of formal
managerial azsesament of a candidate’s current
ability. As discussed, comparisans of procedures
wlth formal management evaluation 1s an avcepted
measure te determine external valldity.

3.3.1.2 Comparisons with age

The resulte of both procedurss are compared with age
in order to determine whether tha procedures
determines unique factors of potential or only
factors inevitabhle because of physlologioal
devalopment., It ls impoxtant to note that age is
alraady a Factor in establishing the work mode of the
carear path (refar to saction 3.2.3 for the
explanation}.
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3.3.2 The gecond subproblen

The second subproblem 1s to investigate the
raelationship betweaen the Career Path Appreciation
 work modes, current levels of capability and the
types of capability. The purpose of this analysie is
to produce the wesults of an exploratory
investigatlion into the Career Path Appreciation
procedure to further our understanding of the
procedure and to provide further research questions.

3.3.3 The, hypothesas
3.3.3.1 Comparisons with Assessnent Centres

Based on the prior research raferred to in Chapter 2,
it is hypothesised that there will be a significant
correlation betwean the rssults of the two
procadures.

Both procedures focus on future management potential.
These are comparsed to similar criteria in the prior
ragearoh and Loth procadures are found to produce
slgnificant indicators of managerial potential,

3,3.3.2 Comparisons with Paterson grading

When comparing Paterson grading and Assessment Centre
scores, the job grades are expected to correlate well
with the scores. the reason for this being that the
grading is an indication of managerial rating of
present effectiveness as a managex. Prlor research
shows that Assessment Centre scoresn compare wall with
managers’ ratings.
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It is hypothesized that the current levels of
capability measured by the Career Path Appreciation

A Wlll significantly compare with Paterson Job
gradings. If candidates are in "flow" (scale of
challehge and scale of capabilities are balanced
{refer teo Flgure 2.1]) there will be a significant
correlation betwean the curvent level of capability
and the Paterson grading.

The £inding of no significant correlation between
surrent Llevel and the Paterson grading, or the

| tinding »f a negative correlation, has one of two
meanings,' Bither mogt casges in the sample are out of
"flowd (ourrent capabllities and challenges are not
in balanece) or the procedure is not measuring
acourately and is tharefore not valid.

Career Path Appreclation work nodes and Paterson Jjob
grading levels are not expected to corralate, because
different paths of development are ldentified.

It is Bbypothesised that typss of capability and
Patexrson job gradings wlll nokt correlate
significantly. The basis for this hypothesis is, as
explained in sechkion 3.2.4 that any level of work can.
be approached from any of the types of capability.

3.3.3,3 COmparisuné with age

It is hypothesised truat Career Fath Apprecilation
outcomas wlll not correlate wlth age, becausa the
theoretical basls of the procedure determines that
diffarent career paths are Ffollowed at different
rates in peoples’ development, '

It is agoepted that experience is gathered over time.
0lder emplovees may tharefore have gathered more dver
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the years. 'The type of euperience that constituta
effective managerial behaviour 1s specific.
Assessment Centres estaplisih vhether those behaviours
are displayed by the candidates.

It is hypothesised that the Assessment Centre scores
will not show significant positive corralatlons with
age. In the discussgion of prior research about
Assessment Centres (in Chapter 2) results are gquoted
which state that several studies found no coxrelation
batween Assegssment Centye results and age.

3.4 THE SAMPLE

The sample conslsts of 3192 managers from large
companies who attended the same senicy managsment
Assessment Centre and who oompleted a Career Path
Appreciation. The positions ovcupled by these
managers are mainly in the fields of engineering,
acoounting, information processing, mining, geology,
personnal, administration, and ganeral nanagement.
The companies are mainly in the Anglo American and
Gencor groups., All the candidates are sagsessed o
determine senior management potentisl.

The criteria fFfor inclusion in the sample werws:
completion of both the Assessment Centre and Career
Path Appreciatlion progedures, and an indication by
the organlsational system that the candidate is to bhe
considered for assessment of senlor management
potential. This indication ocould he the opinion of
the candidate’s manager, the candidates’ own request
{after due consideration of hls/her manager) or a
formalised career development system, This systen
allows candidates (according to criteria such as a
gpecific level of senilority, with specific
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gualifications, after a. certain period of time) to
Attehd an Assesament Centre as part of the caresrx
development process. .n all cases the candidates’
own willingness is an important consideration for
participation,

No other selection for inclusion in the sample took
place,

In scme cases some of the biographical data was not
avaliahle. Where appropriate, those cases wers not
congidetred for analysis.

A form of preselection took place in this sample.

It is therefora lmportant to point out that naither
the candidates for the Assessmeant Centres, nor the
candldatas for the Career Path aAppreciation used in
this stndy were selected at random. They were
gpecifically chomen for the assessment begause they
were coneidered for possible senior nanagerisl
positions, This is standard provedutre in the case of
Aszessment Centres and often the procedurs in Career
Path Appreclation because of ¢time, manpowar and
financial constraints. This preselection represents
gtandard procedures in the organisations.

The table in Annexure 1 shows the distribution of the
gample in terms of age, Yob grading and the scores
from the two procedures. As mentioned earliler, some
data ls missing and therefore the number of cases is
indicated. For only 259 cases ls Paterson job
grading avallable. 'he type of ocapability for =six
cases 1§ not noted. The clustering of the work mode
and type of capability is influenced by this absence
of the type indications and consists of only 312
cages. '
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Although from different companies, the cases in this
sample are mainly from two large corporations in the
mining industry. This factor may limit the
genaralisation of the results. Houston’s research
about the culture in the mining industry involved
senior and middle managers from that industry (2990).
He found that the oulture ils mainly bureaucratic in a
utilitarian compliance structure,

In coneclusion, while not a random sample of all
employees, this sample does represent a good set of
potential managers from companies in two large
coxrporatlons.

3,5 STATISTICAL ANALYSES

3.5.1

Parametric statistical techniques were freguently
uged in prior research of both of the procedures.
The absence of verification (especially with Career
Path Appreciation data) lead to the mora conservative
approach in this researoh preoject. 2ll data is
therafore treated assg ordinal.

The concurrent validation is achleved through the
comparison of the Cawveer Path Appreclation procedure
with an accepted indicator of senior management
potential, namely the Assessment Centre procedura.
This dis achieved by comparing the Career Path
Appreclatlon procgedure’s ilndication of work mode,
current lavel of capability and type of capability
with the Aszsesament Centre scores for each dimenhsion,
with the Assessment Centre areas of mnanagement
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sgores,; and with the overall asseasment rating. ‘The
- technique employed is che Spearman rank correlation
coefficient.

‘The correlation coefficient is a strength measurement
of the linear relationship betwsen two variables
{Groebner and Shannon, 188%, p. 717).

To further explain the relationship between the two
provedures cluster se.- of work modes and cluster
sets of work mnodes and types {(the "total score™ of
the Career Path Appraciation procedure) are used.

A4 brief introduction to cluster analysis explains the
contribution of cluster sets in the study.

Cluster analysis starts with undifferentiated items
and group them Iin homogeneous groups (Emory and
Cooper, 1991, p. 655). This study used the K~means
algorithm technigue to clagsify the items In clusters
This results in a minimising of the within-cluster
sum of sguares (Hintze, 1987, p. 149). Because there
are numerous arrangements, the algorithm £inds an
eptira in which no movement of an observatlon hetwesen
elusters will reduce the within-cluster sum of
squares.

The clusters are compared with +ha Assessment Centre
scoras in the same manner as - .ue raw Career Path
Appreciation data,

Carger Path Appreciation results are categorised in
31 possible work mode categories and nine
clagsifioations of typese of capabilities. Cluster
analyses may identify the cluster sets assoclated
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with the senior management groupings. The cluste .
are valuable supporting data which can be compared
‘with the Assedsment Centre scores in orler to help
explain the relationship hetter.

.3‘5‘4

To expand the concurrent validation, the correlations
between Paterson Jjob gradings and the Assessment
Centre totals are analysed,.

‘Paterson gradings {(as a known indication of
managerinl level) is furthermore compared with the
Career Path Appreciation type of capability (approach
to work) to compare the strength of the linear
relationship between the two variables, The
statiztical technique used here is, like before,
Spearman’s rank correlation coefficient. Both sets of
data are ordinal. '

Bpearman’s rank correlation is also used to compare
the Paterson grading with the ocurrent level of
capahility. Again, Moth sets of data are ordinai.

4.5.5 Sgatter plots

Scatteyr plots are drawn to determine the relationship
between the Career Path Appreciation data, +the
blographical data and the Asszessment Centre data are
drawn. These plots can be indications of whether any
relationships bhetween two variables eyxlst (Groebner
and Shannon, 1989, p. 49).

The sgcatter plots may alsgoc serve as a graphia
orlentation to the nature of the data in this atudy.
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3.6 SIGNIFICANCE LEVEL

Since this research is malnly exploratory in nature,
the signlficance level of 0.05 is chosan. 'This will
allow an agoeptable leval of signiticance in the
field of behavioural solences when hypotheses are
accapted.

A significance level lower than 0.05 may cause undue

rejestion of the hypotheses.

3,7 CONCILUSION

3.7.1 Introduction

Te conclude this discussisn about tha research
approach, the hypothsses are stated without
disousaion.

arear. bPath A intion and Apsess
Centre resulis

The results of the two procedures will correlate

significantly and positively.

3.7.3 Patoxson grading

3.7.3.1 Ascesmment Cenbtre results

The results of the Aspessment Centre and Paterson
gradings wlll correlate sigrificantly and positively.
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3,7.3.2 Career Path Appreclation current level of
copability

The ocurrent level of capability will correlate
significantly and positively with Paterson post
gradings.

3.7.3.2 Career Path Appreciation work modes

The Carear Path Appraciation work modes and Paterson
post gradings will not correlate signiricantly.

3.7.3.4 fhe Appreciation types of capability

Types of ocapablility and Paterson gradings will not
correlate significantly.

3.7.4 Comparleons with age,
3.7,4,1 Assessment Centre scores

Angessment Centire scoras and age wlll not corxrslate
significantly.

3.7.4.2 Career Path Appraciatioh results
Carcer Path Appreclation results (l.e. work modes,

current lavel and type of capabllity} and age will
not oorrelate significantly.

The wmomparison results between the diffarent sets of
data are prosented in the next chapter. Hypotheses
ara accopted or rejocted based on thoge resulta.
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CHAPTER FOUR

RESEARCH RESULTS

4.1 INTRODUCTION

§pearman’s rank correlation coefficient detsrmined
correlations between all the variables. These
osorrelations are reportad in this chapter.

The results are presented in the following ordecr:
1 dooaptange and rejection of hypothesas}

2 variflocation of reliability and internal
coherence of the Azgssemement Jentre results;

3 Relatlonshlps among the Caxeear Fath Appreciation
rasults/

4 The usefulness of the goattey plots,.

The dacisien rule for hypothasls rejection an all the
analyses le that the oorrelatlon mnust be more
significant than 0.05 in order to be accepted.

Annexure 2 contains the Speayman muliiple correlation
coefficient matrlx with the results of the analyeis.
Tables and fligures prasants extracty of this watrix
to explain specific aspects yelatod to this study’s
aims.
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4.2 CORRELATIONS BETWEEN THE CAREER PATH _
APPRECTIATION RESULTS AND THE ASSESSMENT CENTRE
SCORES '

de240 ; at

The purpesa of the comparison of Career Path
Appraciation rosulte and Assessment Centre scores has
“wo alms. Flrstly, it aime to vondunt a conourrent
“1idation of +the Career Path Appreciation.
ndly, 1t investigates the redundancy of the two
prosodures.

Th: Career Path Approciation procedura allows the
ysor to obtair the work wode (likely path of career
devalopment), current level of capabllity and the
type of capability (approach to work) of an
individual. annexura 3 containg an anonymous sample
¢f a Career Path Appreciation report to illustratae
the oubcomes of the procedure.

Apsessnant Centre scores are presented in thraee
diffarent ways!

i There are scores which reflect performance Iin
pach ong of the 13 behaviour dimensions,

2 The dimensions are combined in five areas of
managemant. Combination scores are caloulatad
for each area of management,

3 The Assaessment Centre total score ls the sum of
all the areas of management scores.

The hypothasis for this comparison is that the
regults of the two procedures willl corraelate
slgnificantly and positively. The hypothesils is
seoapted,
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To verify the correlations between the sores, a
clugter analysis of

4.2.2 B )
4,2.2.1 Work modes ard Aszessment Centre scores

The Career Path Appreciation work modes gorrealate
pogltively and significantly with all the Assessment
Centre scores excluding the dimensions of empathy,
flexibility and judgament. :

Table 4.1 lists the ocorrelations. ~Althaugh
significant, the correlatilons oxplain only betwaen 3%
and 17% of the varlance between variables. '

The highest correlation is between work mode and the
Assessment Centre total score (0.44).

0f the areas of wanagement (grouped dlmenslon
poores), the commpunications axea (0.42) shows the
highaat correlation with work mede. The area of
administrative mkills (0,21) shows the lowast
correlation with work mode. This area consists of
only one dimension: planning and organising,

Another ares of management score whlch shows a low
correlation wlth work mode ls declsicw smaking (0.27}).
It is this area that contains the sepres of tha
dimeonsions of flexibllity and judgement. '

The highest correlation hetween work mode and the
dimensiong is with ocral presentation (0.40).

The sacond highest coryelation is with the dimensien
of tenaalty (0.33). The area off drive (of which
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‘tanacity iz a dimension) also has the second highest
correlation of the arsas of managemant with work
mode,

TABLE 4.1: CORRELATIONS BETWEEN MODES AND
ASSESSMENT CENTRE SCORES

| Asgensnent Correlation % of
Centre with ¢pPA variance
variable |mode explained
Total score O.d4% 19,38
Arsas: :

Drive 0,38 % 14.44
Decision-making [0.27 # 7.29
Leadership 0.29 #% 8.41
Communication 0.42 * 17,64
Administrative 0.21 * 4.41
Dimansiong:

salf~development [0.26 * 6.76
Initlative 0.23 % 5,49
Tenacliy 0.33 % 10.89
Analytical 0,25 * 6.25
Judgement b.08

Flexibility 0.06

Utilisation & D [0.19 * 3.61
Decisiveness 0.21 % 4,43
Prgk~gtructuring {0.24 * B.76
Empathy 0.06

Reasoning power [0.28 # 7.84
Oral presentation|0.40 #* 16,00
Planning & org. [0.21 +* 4.4

*» Significant at the 95% lavel

4.2,2.2 Current levels of capability and Assessment:
Contre scores

Career Path Appraciation identifies the level of work
whare the candidate is currently most capable., It
 should be pointed out that the current level is not
an indication of managerial potential, but that work
mode la.
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The correlations between the Career Path Appreciation

current levels of capability and Assesgsment Centre

- scores are shown in Tabls 4.2.

N
Most of the correlations between current level and
Assessment Centre scores are significant.  Cuxrent
level of capability doss not correlate with the three
dimansions of empathy, flexibility and Judgement.

TABLE 4.2: CORRELATIONS DBETWEEN CURRENT
LEVEL AND ASSESSMENT CENTRE

SCORES -
Agsessmant Correlatliond |4 of
Centre with CPA variance
variable leval explained
Total scora D.32% 10.24
Areas:
Drive 0.28% - 7.84
Decision-waking [0,15+ 2.25
Leadership 0,28% 7.84
Commuriication 0.3L% 9.61
administrative 0,10
Dimensions:
Self«developnent |(0.17% 2.89
Inltiative O.lLo* 3.61
Tanacity JO.3% 9.8l
Analytizal D.17% 2.89
dJudgement 0.04
Flexibility =0,082
Utilisation & D [0.1l6% 2.56
begisiveness 0.20% 4.00
Task-atructuring |g.25% 6,25
Empathy 0.02
Raasoning powar [0.28% 7.84
Oral presentation|0.26% B.88
Planning & oxrg, D.10

* gignificant at the 95% lavel
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There is one other dimension that current lavel doas
not corrolate with: the dimension of planning and
organising {and therefore also the management arem of
adiminigtrative skills),

There are no significant negative correlations in.
this section.

- 4.2,2.3 Types of gapabllity and Assessment Centre
scores

The <arear Path Appreciation type of capability
indicates the candidate’s approach to work.

Thiz varianle doas not predict management potentlal
ag all types can he assoslated with all work modes,
In specific environments this may however ha an
important variable to give an indlcation of f£it into
the environment of the work.

Type of capablility correlates significanitly with many
of the Assgmsment Centre svores as indicated in Table
4.3

4.2.2.4 Comparing work mode clusters with the
Asgsessnent Centre results

The Career Path Appreolatlion work mode clusters show
the same pattern of correlations with the Agzessment
Qaentre scoras as the work nodes and the Assessment
Centre scores. 3all the eignificant corralations
between thae work meode alusters and the Assessment
Centra scorss are however smaller, Tha three
dimensions that show no g¢orrelation with work mode
also shows no corralatlion with the work modse
aglustars.
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The correlations arz presented in Table 4.4,

TABLE 4.3t CORRELATIONS BETWEEN CPA TYPE OF
CAPABILITY AMD ASSESSMENT CENTRE

BCORES
Assesgment Corralation & of
cantre with cPa variance
Variable type explainad
Total scors O.l6% 2.72
dreag!

Drlva §0.13% 1.74
Decigion-making (0.12 1.44
Leadership 0.12% L.44
coxmurilcation 0.16% 2.586
Adninistrative 0,09

Dimensions:

‘Salfe-development (0.17% 2.89
Initiative {~0.02

Tenaclty 0.13% 1.69
Analytical 0.09 '
Judgenant 0.08 !
Flexibility 0.30

Ptilisation & » (0.0

Decisiveness 0.05

Empathy o,l12% l.44
Reasoning power 0,09

Qral presentabionfn.lR¥ 1.44
Planning & oxyg. 0,09

* aignifiaant at the 95% level

4.2.2,5 Comparing Career Path Appreciation clusters
with Assessment Centre resgiults

While there was no correlation between any of tha
Career Path Appreciation results and the dimension
judgement, there 1s a significantly positive
relationship between judgement (0.12) and the Carear
Path Appreclatlion clusters. The Career Path
Appreciation clusters are farmed by combining the
work mode and the type of capabillty ¢f sach case,
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Other significant correlations between the Career
Path Appreciation clusters and Assessment Centre
scores are listed in Table 4.4,

TABIY 4.4: CORRELATIONS BETWEEN MODE CLUSTERS AND
ASSESSHENT CENTRE SCORES, AND CPA CLUSTERS
AND ASSESSMENT CENTRE SCORES

Assessmant Correlation Correlation
Centre ‘with CPA mode! with CPA
varigble cluster cluster
Total score 0.28*% 0Q.13%
Areas: . _
Drive 0, 20% 0.08
{Decigion-making [0.20% 0.14%
Leadarship 0.20% 0.08
Comnunication 0.25% : 0,13%
Administrative 0.18% 0.0%
ensions:
Self-development (0,.12% 0.08
Initiative 0.12% =-0.02
Tenaclty 0.l8% 0,08
analytioal 0.17% 0.13%
Judgemant Q.11% 0.12%
Flexibility 10.07 0.04
Utilisation & b 0.16% 0.0%
Decisiveness 0.,13% 0.00
Tagk-structuring [(0.17% 0.08
Empathy 0.04 0.00
Reasoning power |0.12% 0.08
oral presentation|o.2s+ 0,14%
Planning & org. 0.l6% 0.0%

*gignificant at $5% laval

4.2.2.6 Correlations between work mode and the
Assessnent Centre clusters

The Assessmant Centre total scores are grouped in
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¢lusters. The correlation score between work modes
and the Assessment dentre total scorg clusters
(0.48), supports the correlations found between work
modes and individual Assessment Cantre scores.

4.2.2,.7 Conclusion

Although all Career Path Appreciation results do not
correlate wlth all the Assessment Centre scores, the
work modes show many significant and positive
correlations with Assessment Centre scoras. Mode 18
also the single Career Path Appreciatien indication
aof potential. On this basis the hypothegis is
accepted.

4.3 CORRELATTIONS WITH PATERSON GRADING
4.3.1 ntroducti

Paterson grading reflects the current post grading of
the poszitions held by the cazes in the sample.  'The
Paterson grading ip therefore an indication of
current seniorlty of candidates. Post grading may
alse be an indication of managerial rating of the
candidate’s present capabillty.

The purpesa of +the inclusion of the comparisons
betwaen Career Path Appreciation results and
Agsessment Centre scores with the current Paterson
post grading is to validate the pyrocedures agalnst
the Paterso:. gradings. If the twe prodedures
correlate positively with one another and with the
Paterson grading, it indicates that they probably
neasure the same constructs.
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The hypothesis is that the Assessment Centre results
and the Paterson grading will correlate significantly
and positively. This hypothesis is accepted. The
sorrelations between Assessment Centre scores and
Paterson grading are significant but small. The
results are listed in Table 4.5.

A number of the Assessment Centre scoras correlate
with current job grading. The highest correlation ls
with the dimension of task-structuring (0.23). The
lowest significant correlation ig decisiveness
{0.13). The correlation between job grading and
Aszessment Centre total is 0.22.

Thrae of the areas of management correlate positively
and mignificantly with 7joi grade. The areas of
decigien-making and administrative skills do not
corralete significantly with Paterson grade.

Nobl cie of the dimensions in the decision-making area
of sanagem'wnt correlates significantly with grade.

Although several Assessment Centre scores do not
correlate significantly with the Paterson gradings,
there are important scores (the total score, three of
the areas of management and five of the dimensions of
managerial kehaviour) that correlate with the
gradings.

The clusters of Assessment Canire total scores show a
significant correlation with the Paterson job grading
(0.19). This finding supports the acgeptance of the
hypothasis.
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TABLE 4.5: CORRELTAIONS BETWEEN PATERSON GRADE AND
ASSESSMENT CENTRE SCORES, AND AGE AND

ASSESSMENT CENTRE SCORES

Asgessment
[uentre
rariablae

{'Motal score

Areas:

Drive
bDagision-waking
Légdership
Communication
Adninistrative

Dimengions:
Sali-develapment
Initiative
Tenacity
Analytical
Judgenent
Flexibility
Utilisation & D
Decisivenass
Task~structuring
Enpathy
Reasening power
Oral prasentation
Planning & oxrg.

Corralation
with Paterson
grade

Q.15%
0.07
0,20%
0.20%
0‘06

0.16%
0.07
0.422%
0.10
"0-04
0.02
0.10
.13
Q.23%
0.03
0.,17%
0.20%
08

Coyrelation
with age

~0,18%

-0,165%
~0,14%
~0.06

"0-16*
“0.L6%

=0, 14%
-0.06
"'0 L3 07
-0.12*
~0 .05
~0.06
«0,0%9
- * 04
-B.03
~0.01
""0 . 05
-3, 18*
wi} . 16*

* gignificant at the 25% level

4.3,3 Gareer Path Appreaiation pesylts apd
Baterson grading

4.3,3.1 Current laevel of capabllity and Patersecn

grading

The correlaticns between the different Career Path

Appreciation results and job grading are presented in

Table 4. B,

The hypothaesis
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Appreciation curreht level of capability and Pataerson
grading will correlate significantly and positively.

The statistlical analysis show that this hypothesis is
acceptable. The oorrelation of 0.50 betwean the
Appreclation current level of capability and the

Paterson grading explains 25% of the variancve.

TABLE 4.6: CORRELATIONS BETWEEN CAREER PATH APPRECIATION
RESULYS AND AGE AND JOB GRADING - ALL
BIGNIPICANT AT THE %5% LEVEL

Variable Moda Level | Type (Mode ¢ |CPA C
age ~0.55 0.34 |~D.22 -0.36 [~0.19
Job grading 0.27 | 0.50 0,18 0.21 | 0,13

¢ = Clugter

4.3.3,2 Work mode and Paterson grading

The hypothesls states that work mode and Patexson
grading will correlate significantly and positively.

This lg accepted. The correlation beatween work mode
and job grading (0.27) explains 7.29% of the variance
between the two varlables.

4.3.3.3 'I'vpo of capability and Paterson grading

The hypothesis Ls that the Career Path App.eciation
type of capabllity and Paterson gradlng will
corraelata significantly and positively. This is

adeaphbed.

Thera ig a signlflicant and positive corralation
botvean the two varinbles (0.15)., This correlation
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ls however smaller than that of the other two Career
rath Appreciztion variables with Paterson grading.

4.3.3.4 cClusters of Career Path Appreciation
resulis and the Paterson grading

The correlations between the work mode clusters
Patersaon gradings as well as the Caresr Path
Appreciation olusters and the gradings are simllar to
the correlations hetween the Appreciation results and
Paterson grading.

All the correlations in section 4.3.3 are presanted
in Table 4.6. ' -

4.4 CORRELATTONS WITH AGE

4.4 Introduction

The Assesswent Centre scores and the Carear Path
Appraeciation results are compared with age as a
precantion to ensure that neither of the procedures
maeasure congtroots that are merely inavitable faotors
physlologival developmant.

4,42 The resuits

The hypothesis in both cases iz that the rasults of
the procedures will not corrslate significantly with
age. In both cages the hypotheses are Yejacted.

The correlations between the Career Path Appraclation
work mode, current level, and type of capabllity with
age are significant. Work mode and typa of
capability correlate nagatively with aye. Current
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leve) of work achieved a positive correlation with
age (0.34).

All the correlatlons are listed in Table 4.6.

Assessnent Centre results corralate negatively with
aga. Table 4.5 shows these correlations.

4.5 CORRELATIONS AMONG THE ASSESSMENT CENTRE RESULTS

4.5.1 Iutroduction

Tha iavestlgation of the correlatlons among
Amsessment Centre rasults aims to verify the
procedure’s gellabllity as discussed in Section
2.2.4.2 1n Chapter 2.

4.5.2 The results

The reliability of the Asseéssment Centre iz supported
by the f£indings here.

The mnltiple correlations among the 19 varlables ara
difficult to present in a single table. Annexure 2
gontaing all +the ocorrelations found in tha
statistical analysis of the data.

There ara positive corralations between most of the
dipensionh wcores and tha Assessment Centre total
acora. Two of the dimensions (Judgament and
flexibility) do not correlate significantly with the
Assessment Centre total score.

The dimension of Jjudgament corxalates significantly
with the dimension of utilisation and develepment
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(O.l?)., and with the area of decislon-~making (0.31).
The dimension of Judgement is however one of the
three dimensions constituting the decision-making
area.

"Flaxibiilty is another of the three dimensions in the
area of decizlon-making. This dimension correlates
significantly with the management area of decislon~
making (0.32)., TFlexibility, like judgemant,
correlates with utilisation and development (0.16)
and alsoc with the dimension of empathy (0.12). This
is one of the few dimensiong correlating with
anpathy.,

The empathy dimension correlates with the Assessment
Centre total score, but there are only a few other
significant correlations. Other than with
flaxibillity, empathy significantly correlates wilth
the dimensions utilisation and development f0,21),
taskéstructuring (0.X2)y, and oral presentation
(0:16). Empathy iz one of the dimensions ir the
management axea of leadership. Thera is a
signiflicant correlation between the dimension empathy
and this arvea (0.31). ‘The correlatlons between
empathy and the areas of communloation (0.16) and
daclsion—-making (0.12) are also significant.

No significantly negative relationships exist among
the Assessment Centre scores.

the internal relationships between Assugssment Cenkre
scores indicate rellability. In the raxt chapter the
scores with the smallest number of correlations are
disoussed further.
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4,6 CORRELATIONS AMONG THE CAREER PATH APPRECIATION
RESULTS

4.6.1  Introduction

The purpose of the investigation of correlations
amonyg the Carser Path Appreciation results iz to
explore the relationships betwaeen the three results
and to establish whether an internal coherence among
the sgoras exisie.

4.6.2 The results

The results show definite internal correlations. A&All
the three resulte correlate slgnificantly and
positively with each other.

The Career Path Appreciation clustors {clasters of
the work mode and types of capabllity together)
correlate signiflicantly and positlively with thae
individual Career Path Appreciation results.

The corralatlons of work moda clusters with all the
Careexr Path Appreciation results are positive and
gignificant., Table 4.7 shows the corralations among
the Career Path Appraciation results,

TABLE 4.7:
CORRELATIONS AMONG CARRER PATH APPRECIATION
SCORES - ALL SIGNIFICANT AT THE 95% LEVEL

CrA Varilable

Mode
Lovel 0.53 | Level
Type G.48 | 0.34 | Type
Mada € 0,71 § 0.36 | 0.32 [Mode ¢
OPA C 6.42 | 0.24 0.32 10,83

¢ = glugter
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4.7 SCATTER PLDTS

Scatter plots indicate whether a relationshlp bsetwaen
two variables exist. In this study scatter plots
show some interesting relationships between clusters
of data and the xaw data.

The data analysls uses three sets of olusters. Two
of ‘these sets are of Career Path Appfeciation
outcomes: the work moda clusters and the clusbters of
work mode and type of capability combined (raferred
to as Career Path Appreciation ¢lusterg). The third
set of clusters is asgessment centre total mcores
clusters.

The scatter plots helped to identify the cases
contaiﬁad in the cluaters. There are specific
olusters of the Career Path Appreciation work mode
that dglearly shaw relationships with higher work
modaes, while other clusters are closelr grouped
around lower work modes,

Bome of the clusteary of Career Path Appreclation work
%..en assowviate with higher Assessment Centire total
suores and other clusters from the $&me sekt do not
asg .olate wlch the higher scorss,.

None of the clusters ls however conpared separataly
with the rest of the data in this study. The main
purpose of the sets of clusters in this study is
therefore to act as separate variables which are used
to verify rorrelatlons where appropriata.

There are several scatter plots preaehtad in Annexure
5. These may serve as an orientation to the data.
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4.8 CONCLUSION

There are significant and positive correlatlons
between Career Path Appracidtion results and
Asgessment Centre scores. The correlaticns vary, and
the aAssesament Centire total score 1s always part of
the picture.

The analysis of <the relationshlp between bokth
proceduras and Paterson post gradinm show significant
and positive sorrelatiors.

While the hypotheses with regard to tha two sets of
relationships'mantioned above are acceptad, ‘the
hypotheses with regard to the relationship hetween
the proeedures and age are reljected. The
correlations betwsen the Assesament Centre scores and
age are negative, The Carser Fa.h Appreciation work
mode and type of capabllity showed significant  but
negative correlations,

The presentatieon of the results and the acoeptance or
rejeation of hypothesas allow the discusalon of the
regearch f£indings 1n moré detall. In the naxt
chaptar the research findings presented heres ere
integrated with prior researsch to reach conclusions.
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CHAPTER FIVE

DISCUSSION OF RESULIS

5.1 INTRODUCTION

The outcome of the analysis presented in the previous
chapter, the theoretical framework and the prior
research is discussed in this chapter.

5.2 THE ASSESSMENT CENTKRE SCORES

Tha multiple corrslations between the different
Assesgment Centre scores shows that each variable
correlates with at least one other variable. Most of
the Assessmeant Centre variablaes correlate
glgnificantly with several other Assesgsment Centre
variables. There is therefore strong evidence that
this Assessment Centre shows intarnal colierence (also
called internal validity as mentioned in section
2.2,6 in Chapter 2).

The correlations of the Assessment Centre scores and.
the only external criterion available (mahagexial
rating in the form of the current Paberson post
grading) are significant ahd posltive for most
variables. Prior research quoted manhagerial ratings
a8 a gonourrent factor to lndicate the valldity of
Asgessment Centres, This study can present the the
same corraelations of lts validity.
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5.3 THE CONCURRENT VALIDATION OF TEE GAREER PATH
APPRECTATION PROCEDURE

5.3.1 Moda_and Assessment Centre scores
§.3.1.1 Introduction

Only three of the 1% variables of the Assessment
Centre do not show & signifleant positive correlatien
with the work mode (i.e. likely career path). all
three of these variables are dimensionz which also
show the lowest corralations with other Assesswpent
Centre scoxes.

It is therefore acnepted that the Career Path
Appreciation, measured agalnst the Asgessnment Centres,
iz a valld procedure to measure manag.rial potential.

$.3.1.2 The question of redundancy

The question now arises: are the corralations
positive enough to say that the Career Path
Apprecliation can raplace Assessment Centre as a
nanagement potential measure (as recommendad by Stamp
[1990, p. 4])? The anawer is no, it cannot.

Anastasl’s (1982, p. 145} guidelines state that high
soryelations between two tests mean that the tests
duplicate each other., To indicate redundancy, high
correlations of the Career Path Appreciation results
and Assessment Centrez results are sought. Anastasl
states further that moderate {(not +oo high)
correlations indicate that the twe procedures are
valid indicators of the mame domaln.

This research found many significant correlatlons
betwean the Career Path Appreciation resulte and the
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Assessuent Centre scores. None are high enough ag to
indloate duplication,

To illustrate this evaluation it is pointed out that
the correlations indicate the percentages of the
variance between variables. In the compatlson
betwesn the two procedures the highest correlatin is
betwesn Career Path Appreciation work mode and
Assessment Centre total score (0.44). The percentage
of variance explained by this correlation is 19.36%,

The meaning of the moderate correlation of the two
procedures ls that most of what is measured by the
Asseszment Centre ls pot measured by the Career Path
Appreclation, Furthermore, there are three
dimensions in the Assessment Centre which do hot
correlate significankly {the 55 wer cent level of
slgnificance i1is used) with the Career Path
Apprealation. Assumlng that these three dimensions
validly represents aspects of management, *hey would
be left out of any decligion based entirely on the
Career Path Appreciation. ' '

The moderate correlation of tha two procedures makes
it possible to acoepk that ithe Career Path
appreciation is probably a valid indicator of the
same domain as Assessment Centres, namely management
potential. The two procedures are sufflaiently
correlated %o see that they do measure something in
COMMON We ocannot assume from thls that this
something 1s management potentlal but he fact that
beth the procedures correlate with ithe Patevson
grading doeg support that conclusion. To piovae that
hoth procedures measure management potential a
longltudinal study has to be conducted with 4 wore
satisfactory eriterion than current Paterson grade.
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5.3.1.3 Judgement and flexibility

it is mentioned that there are three dimensions that
do not show significant correlations with work mode.
The dimensions are judgement, flexibility and
enpathy.

Interestingly enough, two of thess variables, the
dimensions judgement and flaxibility, appears (based
on the theoreticzl background) to be linked with the
domain of the Career Path Appreciation. 2as pointed
out, the dimensions of flexibility and judgement snow
the lowest correlation with other Assessment Centre
variables.

Low internal correlations among Assessmant Cantre
results is not problematic if these results correlate
with the criterion. This is the case. Britz (1984b,
p. 83) indicates that the dimensions of empathy and
judgenent correlate significantli; and positively with
all five oriteria of management success (disoussed ia
section 3.2.2 in chapter 3), The dimension of
flexibility ocorrelata slgnificantly with two of the
criteria, namely management of subordinates and goal
achlevenant.

The definiltions of judgement and flexibility
presented in sectior 2.2.2 of Chapter 2 are net
incompatible with the explanations of discretion in
section 2.3.2.

There are at least two possihle explanations for the
. lack of correlation between the Career Puth
Appreaiaﬁion work mode and the dimensions of
judgement: and flexibility. One explanation has to do
wlth sample variety and another with the background
of the cases.
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The median eqore for judgement and flexibillty on the
Assessmant Centre is 100 (refer to Annexure 1!
Descriptive statistics). This scors represents an
adequate dilsplay of the two dimensions of bahaviour,
It may be that the sample is not varled enough to
sake the dlstinotion between high work mode omses’
performance an these two variablesg and lowar work
mode cases performance In the variables. '

Anastasi (1984, p. 123) states clearly that velation
oveffioliente are affected by the range of individual
diffarences in a group. If all the cases in a sample
goore vary high on cne variabla, it is unlikely that
that varlable will signifloantly correlate with
another variable (for that group), The smaller the
range of tha sample the less significant the
correlatlion betwesn varlables.

It may therefore he that this sample 1s toeo
homogeneous o distingulsh between the two tests at
least on soma of the varlables. Scatter plets in
annexure 5 rapresent the relationship between a
nunber of variables. Work mode and Assassmentt Centre
total scores are two of the variables. The plots
clearly show the spread of a varisble, such as
judgement, with a emall range, Compare thls to the
sproad of a varlable with a wider range, such as oral
prosentation, and the reasoning becomes cleatr,

another posaible explanatien of the shortfall on the
corralations is the oulture of the mining lndustry.
The dimensions under scrutiny are 3Jjudgement,
flexibility and the third dimension ahowing no
correlation wlith work meda, empathy. Hougbon (1990}
explalins that the nining industry (o large part of
the sanple is from this industry) suffers Lxom
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decision-making that ils rated 'not govod" because
problems are ofteh inadequately defined. Thig
results in quick fiwes (p. 136). He explains further
that the mining industry has a rele culture that
Fosters rule~boundedness and discourages risk-taking
and innovation (p. 151), It is possible that thesa
phensmana in the sample’s ilndustry could discourage
the use of judgement and flaxibility by amnployees.

It may also be that tha Career Path Appreciation
procedure can make a speclal contributlen as te the
undersgtanding and predictlon of the management arege
of decision-making., This iz the area where tha
dimenslons of Jjudgement and £lexdbility play the
blygaest role,

5.2.1.4 Communication and drive

The foous 1s on those variablaes showing the highest
eorrelation with the Career Path Appreciation work
mode after this attention that the variables with no
gorralation received.

It wlll bhe recalled that the Asgessmant Cantro
rogults congist of thirteen dimensions of managerial
bahaviour that gombines to form flive management:
areas. The summed scores of the five managoment
araas Lorm the Assessment Contre total agore.

The Assessment GQentre tobtal scora shows the highest
correlation with Caresr Path appreclatlon wark meda.
This 18 one of the maln reasons why the concurrent
validation of the appraclation ig acceptable.

Anong the other Asscsgment Contra results, worh mode
gorrelates the highegt with the managoment area of
communigation skllls, ©Of the dimensions, work mede
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correlates the higheat with oral presantation.

The £act that both work mode and communication
skills, together with work mode and oral presentation
have the highest correlation, is z polnt of interest.

The following question ariges: can a person with
better verbal ablilility obtain a higher Caresr Path
Appreciation score than someone without good oral
presentation skills? This may sewxiously affect the
validity of the procedurs. On the other hand, it iz
a commeonly asked in manugement <iroles, what is an
Einstein worth if he does not open his mouth?
communication ig an important part of management.

It may be reasoned that the =ral presentation score
refers to a preparac presentation and this Fagtor
could misrepresent verhal ability. However, tha
management area of sommunication skille contains oral
presentation (prepared) and reasoning power. The
dimension of reasoning power refers to the genervation
of gpeontaneous convinoing arguments.

The score in the management area of communioation
skills correlates highly with the Asszesement Centre
total score (0.80), This is second only to the
managerial area of drive (0.81). The dimension
corroelating highest with Assepement Centre total
score ls yeasonlng power (0.70),

It is clear that communication-related variables play
an important rela in both tha procedures.

The managemant ares of drive also correlate well with
work mode (0.38). This is the second highest in the
araas nf management. It lg widely accepted that the
aron of drive ceontalns the koy to sucoess for
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managers (Den Ouden, Note 3). Thir may be true but
the rasults of this research ghow that communlcation
skllls are probably ust sz important.

. Effactive communication skills place managers in "an
envlable" position (Lakich, 1992, p. 39).

Work modes and the Assessment Centre total suore show
Ybest" correlations with similar variables. Whila
this may strengthen the relatlonship between the two
procedures, it indicates that both procedurss are
focusing on the same domain,

§.,3.1.5 chuiuding remarks

on the basis of this research it must be concluded
that the Career Path Appreciation is probably a
procsedure thdat, like Assesamant Centras, predicts
management potential. But the two procedures are not
so simlilay that the one can replace the othex.

Career Path Apprsuiation may be a good praescraening
tool for Assessment centres (or vice versa). The
Appreciation can also be an additional procedure in
the domaln of wmanagerial potential. The difforence
in theory bages, behavioural for Assessment Centres
and cognltive for Carser Path Appreciation, supporte
the finding that the procedurss ares complementary
rather than substitutive,

5.3.2 Type_of capability and Assessment Coptre
gsoorern

The %ypea of capabllity does noet show positivae
correlations with most of the Asgoesamnant Contre
variableg.
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Assessment Centre theory accepts that different
behaviours reveal different types of approaches to
work and people, The desoriptions of the different
dimensgions in section 2.2.2 in Chapter 2 suggest that
there are noxms »f acceptable display as for example,
~ decisiveness. Behaviour can be too dogmatic or too
indecisive. The norms describe whst is expeacied of
the type of approazh appraopriate for senior
management. While acknowledgement of different types
of approaches exisgts, the types are not explored in
the Assessment Centre context.

The type of capabllity of the Career Path
Appreciation may be . unlgue contribution when taken
the framework of the two procedures discussed hare.
The theory behind types recogniges that there are
different types but any person can approach any lavel
of work from any of the types. Thare is, therefore,
a oloseness to detall (type A as explained in section
2.3, in Chapter 2) that can be very successful as
ﬁhe'takq of capability froas which to pproach high
work mode gtrategic activitleg, On ..e other hand
there may be a detached way to approach operational
activitles that allow the operntor to logk for the
unusual or original idea. The innovative antics of
the barmen in the movie Cookbtail may serve as an
exanple hare, The theoretical base of Career Path
Appreciation makes no Jjudgement about which type of
approach is sulted to which work modae.

Thare are some indications (refer to the scattar
plots in Annexure 5) in the data analyslis of the
ralationships hotween types of capability and the
distribution of Assessment Cantre and Career Path
Approciation results in this sample. The trend is
that type A ils more associated with cases that do not
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.iigplay many appropriate senior management behaviours
at the Assessment Centre. There are also indicatlons
that typs ¢, D and E capabillties are mors associated

with work modes denoting senior management potential.

Type of capabllity makes a declsive contribution as
seen with the dimension judgement. Neither type of
capability, nor work mode correlate with the
dimension judgement. The Career Path clusters, where
work mode angd type ara clustered together, shows a
significant positive coxrelation of 0.12 with
judgement. The small range of scores In the
dimension of judgement makes i1t however impossible to
‘establish which judgement scores are associated with
which types or with which work modss. This matter
remains unresnlved.

The iype of capablilities assists in the concurrent
validation in the =ense that it correlates with the
assessment Cantre totel score, with the aress of
menagement and with four of the dimensions.
Avcording to Career Path Appreciation theory, type of
capablility on its own is however not an Iindication of
sanior management potential. The typa of capability
gtatus appears in this remard secondary to work modsa,

B5.3.3 Paterson job arading

Job grades are the only evidence of the managers’
assassment of ocandidate abllity which is also
available for thiz research project. It iz granted
that the jebs a~ - graded and not the person in the
position. The people £illing the positions are,
however, daemed worthy of f£illing these g¢graded
positiona,
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It can also be said that the fact that each candidate
attendad the Assessment Centres, is a management
agsessment in itself. The results of both procesdures
indicate that there ars saveral candldates who 4id
not show senior management potential,

The vandidates were not formally rated by their
managers directly prior to the application of the
procedures s0 as to establish who was considered to
have the most or the least sanior managerial
potential. Job grades therefore ramain the most
tangible indication of management assessnent.

The comparisons of procedures with Paterson job grade
show similar significant positive correlations.
Prior research aboul both procedures mentioned that
significant correlations with managerial evaluakion
axist.

The importance in the research of the correlatlions in
both casas, and the similarity in correlatilon, is
that it confirms the concurrent validity of the
Career Path Appreciation procedure. Independantly
the aoxrelation between the Career Path Appreciation
ovtcome and the Job grade confirms the validily of
the Appreciation with a separate criterion, that ls
nanagement avaluatilon. '

The coryelatlon between assessment Centra soores ang
the job grade as management aevaluay ion shows further
the Assessmant Centwe used here lives up teo the
validity of other mentloned wentres. This fack helps
to juatlfy the usa of the spocific Assessment Centre
in this study and it supports the positive results
achieved. ' '
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5.3.4 Age

Prior research shows that there is no relation
betwaen age and the the predictive validity of
Assesgment’ Centres (Gaugler, et al., 1987, p. 504),
There i also no correlation between Assessment
Centre results and age (Slivinsky, et _al., quoted by
Dulewicz, @t al., 1983) as pointed out in seotion

T 2.42,2.3 in chapter 2.

It must again be pointed out that age is already
considered in establishing a person’s work mode or
career path. The reason foxr the neqgative correlation
with work mode may be found here. However, type of
‘eapsbility also shows a negative correlation with'age
and age is not considersd when that the type is

establizhed. '

There can be three possible explanations for the
negative correlations. Firsgtly the procedur s could
be lnadeguata. Secondly, the culture of the mining
industry (referred o earlier) can be blamed again in
the sense that older employees had more time to be
influenced or even punished by their work
anvironment.

The third explanation has the most merit.
Prascreaning identifies candldates for assessment of
nanagement potential. Someone earmarked at 25 for
senior management stands out more than someone who isg
identified at the age of 45.

5,4 CAREER PATH APPRECIATION OUTCOMES

There is no reason to doubt the internal coherence of
the Carear Path Appreciation outcomes of work mode,
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current level and type of capability. The cluster
variables support this finding. On the other hand
none of the correlations is so high that 1t signals
duplication.

Since no irregularities are found in the procedure
variables, it can be said that the internal variables
of the Career Path Appreciation focus on the same
 domain.

5.5 CONCLUSION

In Chapter 1 the objectives of this research are
stated. Those questions can now be answered.

Is it redundant to use hoth procedures?

Thig concurrent validatlon shows that Qarear Path
Appreciation does not explain the Assessment Centre
rasults adeguately enough to conclude that thare is
redundancy.

Does the Carear Path Appreciation measure management
potential?

This research found that the Career Path Appreciation
and Assessment Centres measure common sonstructs.
The fuct that both provedurss correlate with the
Patexrsan post grading (an aspect associated with
senior management) can be an indlcation that this
construct ls management potential.

Dues the cCareer Path Appreciatlon show internal
validity?

The three parxts of the Career Path Appreciation
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namely the work mode, the current level of capability
and the type of capability, are cohesive in the way
they measure aspects in the same domain. There iz no
redundancy among the three parts.

- The next chapter will critically review the research
and suggest further study.
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CHAPTER SIX

RECOMMENDATIONS

6.1 INTRODUCTION

In this chapter a brief summary of the research will
laad to recommendations for further research.

6.2 THE REVIEW OF ADPLICABLE LIYERATURE AND PRIOR
RESEARCH

The prior research and literature related to
assessment centres iz well established and
aceessible, Bven so, some difficuliy to establish
tha gsecientific nature of prior research is apparent.

Prior research establishes that the assessment centre
procedure is wvalid, accoepted, and widely used. The
chojce of assessment centres as a criterion in a
concurrent _vaiidation ig therefore probably Ffairly
safe. PFalrly.safe is an objective in responsible
research. It ig felt that in this projeet, whera
conourrent wvalidatlon is on'\y second cheioce in
establishing the validity of a procedure, a falxly
safe orlterion is necessary.

Literature about the Carear Path Appreciation is, for
understandable reasons, difficult to obtain, The
research base of this procedure is still fairly
gmall. The thaoretiwal base {the Stratifled systems
Theory) is controversial, Ccircumspentlion 1s
therefore idmportant in approaching the subject.
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Furthermoré, the aim of the rersearch ls not to
validate the stratified Systems Theory, but to
establish the status of the Career Path Apprecilation
as a procedure in senior m&pagament salection.

owing to the fact that little research has been
published, and given the controversy, the decislon to
treat all data as ordinal and not interval, is
digtated by the conservative nature of scientific
researclh. This is done in spite of the tendency to
uge parametric procedures on data in the behavioural
sclences.

The prior research available on both procedures shows
thats the the Assnssment Centre procedure is accapted
as a valid measure of management potential. Clainms
are made that the same substance uayplies to the
Career Path Appreciation. Although there are several
common criteria used in %2 prior research aboutl the
two procedures it fails to validate the Caresr Path
Appreciatlion beyond any Aoubt. The Career Path
Appreciation does not enjoy the same respect ln the
acvademle Lliterature as the Assessment Centre
procedura. '

The published literatuge provides enough facts to
formulate testable hypotheses and arquments In the
disgussion of the results of the tests,

6.3 THE DATA ANALYSIS AND RESEARCH RESULNS

The Spearman rank correlation coefficlent provides an
opportunity to conduct multiple corrwvlatlons between
non-parametric varlables.

A few helpful explanations are added through the use
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of scatter plots.

" With few surprises the hypotheses can be acocepted.
The instances where the hypotheses are not accepted,
are dlscussed and comment about further ressarch
follows.

The research results provide outcomes that support
the concurrent validation of the Careser Path:
Appreciation procedure. WThis is further supported by
the posiltive relationships between bo%h Assessment
Centre scores and the Career Path 2appreciation
oltcomes with current job grade.

The Career Path Appreciation is not however found to
duplicate the Assesament Centre,

High, but.not too high correlations betwean the three
alements of the Career Path Appreclation are found to
astablish internal ccoherance without duplication in
tha procedure.

6.4 SHORTCOMINGS OF THIS STUDY

While the sample aize is large enough o establish
significant and valid relationships, the range of tha
sample ig limited. The sample conslete malnly of
candidates from twe lerge nining corporations, The
characteristics of the sample are therefore not
gimilar to mahagorial eandidates firom all
vrganisations.

Concurrent valldation is net the hest way to

establish valldity of a procedure suoh a8 the
Appraclation,
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The fact that prior research about both procedures
excludes some candidates from tha follow-up studies
in longitudinal research 1ls a shortcoming in the

review of prior research. ' |

6,5 RECOMMENDATIONS FOR FURTHER RESEARCH
6.5.2 Longitudinal study

A longitudinal study where all the iIinitiasl
participants are followed up and drop-outs are nut
ignored, ies sgsentlal to asstablish the predictive
valldity of the Qareer Path Apprecia't::ion- procedury,
The mamplae for this sbtudy must be salested with sare
to avold the pitfalls of limited range and industry=-
speclific phenomena.

A icngitudinal study with a reliahle criterion of
nanagerdal success ls aleo reguired to confirm with
greatar confidence that the Agsdesgment Centre and the
Caresry Path Appreciation measure suffliciently
dlEferont aspects of managerial potantial to warrant
their hoth baing included in the assessment battery.

6.5.2 The_ theory bage

Tt is yegularly emphasised in this gtudy that the
thaory bhase of theo Carceor PFath Approciation procedurs
iz the &Scratilfied Systems Theory. It may therefore
enly bs vallid in larger organisations. Research
about carcer path pattorns in varled types and slze
organisations is noeded to provide substantlation fox
the carcer paths used in the Appreciatieon.
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6.5.3 Degision-making

The major discrepancies in the correlations of the
work mode of Career Path "Appreciation and Assessment
Centre scores are the dimensions of juddgement and
flexibllity. AaAs mentloned, this could he as a result
of the limited range of the sample’s scores in the
two dimensions. The place of the Caresr Path
Appreciation procedure in the domain of cognition and
decision-making is not clear. Even concurrent
validations in this Z£leld may further understanding
of the status of the Career Path Appreciation
procedure.

Quastions such as the followihg need answears,

Which one of the explanatlions for the lagk of
correlation bebtwean Career Path Appreciation work
modn, as waell as the Asmessment Cantre scores, and
the dimensione Jjudgement and flexibility ls correct?

Are there differences in the cognitive appiovaches to
decision~making as practised in major industrles and
also what ig the naturae of such differances?

6.5.4  Reliahllity

ZSeveral factors regarding the Career Puth
Appragiation i1tself nead clarification. These
factors are: the congistency of differant
administrators’ assesgments (i.e. inter-rater
rallability); the contributieon of the phrase and
synbo. ourdsy the influence of the verbal
pragsentation ablllity of +the candidates on the
outcomes of the Apprecilation; the effeet of aoaahing
by provious candidataeas on porfoermance on the
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Appreciation; the effact of candidate’s managers’
knowledge of the Career Path Appreciation results on -
the progrese of the candidate.

6.6 CONCLUSION

The waase of application of the Carser Path
Appraeciation and tha wealth of information implied by
ite results, signify that this procedure can
revolutionlze (sic) the assesement of manageaent
potential. The reasons that make this procedure
attractive, expose it to abuse tprbbably
unintentiorially). Thorough sclentific enauiry will
pinpoint the value and the loopholes in the Caveer
Path Appreciation.
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Descriptive statistics
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ANNEXURE 2
Multiple Correlation matwix
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NAME::
DATE: . 23/05/91 SEX: Male
AGHE: 31

rosiTiON: Bsét Concantrator Manager

GRADE: D3

QUALIFICATIONS: BRS¢ Hona (Birmingham University)
CPA_RESULES: |

CURRENT LEVEL:  High IIX

WORKING MODE: .High_v

TYPE: E

Dave is currently appointed in a D3 role which is the equivalent
of a mid to high level III position in Stratified Sysiens Theory
tarms. The nature of work at this level focusses on inprove-
ment. The individual JIis aware of a broad plicture with many
posslble inputs and outputs. He works within a very broad frama-
work of rulee and procedures and chooses the most efficient way
of doing things from a number of alternatise options.

During his ¢PA interview Dave demonstrated an ability to genex-~
ate the cognitive complexity that would be expectad at high
level III. = He should, ‘therefore, be voping with his current
lavel of work and may aeven already be ready for a D4 role in
cognltive terms,

In the symbol card tesk Dave’s approach was to oraate knowledge
by reflescting on the task - welghing up alternatives guickly and
- acecurataly.

Dave’s mode of functloning (high V) glves an indication of his
growth potential. HRe should LA comfortable with the cognitive
complexity wequired of a low leva) IV within %5 years and should
cogzributa over the full range of level IV and beyond bhefore
retiremant. ) :



Dave shows axbremely ¢good potential in cognitive tewms and
should ke carefully dJdeveloped to ensuxe that he maximises this
Inherent potential. The Carecr Developnent Centre yesulbs may
helg %o determine areas where he may need some further develaop-
ment. _

Porsonality, work performance, circumstances, ete, have however
not been measured and may influen~= the realisation of lLis poten~
tial vo some degres.

YT030601/dh
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Scatier Plots-

Date/Time f1-29-1992 03:13:05
Data Base Name D:data\WBSDATA
Pescription
Scatter Pioks
"X {CPADET} by Y {AGE} = 0O
60.0+1 +
O
a Q O
O O Caoco
S5C¢.0+ o 00 0000 0CCOD +
-0 o O00 ¢ 00
000000 0O0CQCC0O O :
A () 0000000 0 0Q o 0
G 40 .0+ O Q0O O00-0DOD00 o B+ +
B O 00 COO0OOCQDO0CO Q0 O
. 00 o O 000000000 L) o]
Q 00CO0DDOQO0D0D Q0O - 000
30.0%+ o a COGOOO0OOQCOO0O0 o-0 +
O 0o Qo 0o -
O O (2] 0 =
20.0¥F ) . +
G.0 3.8 7.5 11.3 1i5.0 i8.8 22.5 26.3 30.0
CPADET

Scatter p.ot: Vertical: Age
: Horizontal: Work mcdes



Scatter Ploks~

bate/Time 01-29-1522 03:312:05
Data Baze Name D:data\WBSDATA
Description

Scatter Plots

X (MODECLUS} by Y (ACTOTAL)

+ 1
o

1 1 1 Il
3 L] L3 L3

o

1400.0+
O LY
1150.0% o G o a
A Q0 O 0 0
c o o] C o o
T o O 0 - a o
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Scatier plot: Vertical: AC tobal score
Horizontal: wWork mode clusters
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Scatter plot: Vertical: Work mode clusters
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Scatter plot: Vertical: Work modes
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