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As the American population ages, the issues of aging

and work have gradually come to the forefront. An older and

increasingly diverse workforce has raised concerns over job

performance, labor costs, and alternative work demands. At

the same time, evidence indicates that older workers

continue to experience extensive labor market problems due

to false assumptions on the part of managers about the

limiting effect of age on employee performance.

The public sector's ability to respond to age-related

issues in the workplace has largely been ignored by both

public practitioners and researchers. This study addresses

the questions of whether age negatively influences public

personnel decisions, and if so, whether such influences

adversely affect the treatment of older workers. The

results of the survey indicate that public managers are

susceptible to age bias when making personnel decisions.
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CHAPTER I

INTRODUCTION

With the graying of the American population, the issues

of aging and work have come under greater scrutiny by

government, private employers, labor groups, and advocates

for the elderly. The aging of the American population is

well documented, and speculation abounds as to the impact

and implications this phenomenon may have on the workforce.

It is anticipated that an older population will have an

impact on employment policies and issues (Morrison, 1983),

prompting the need for public managers to develop strategies

to respond to an older workforce. To do so requires an

understanding of current and emerging age-work issues and

practices. Of particular importance is whether age may

negatively influence public personnel decisions at a time

when the labor force and work expectations are gradually

changing. The purpose of this study is to examine this

issue.

Research indicates that America has been witnessing a

number of remarkable changes in the composition and

traditional work patterns of its workforce (Gillaspy, 1980;

McConnell, 1980; Humple and Lyons, 1983; Rosen and Jerdee

1985; AARP, 1988a). The older work force, defined by the

Bureau of Labor Statistics as individuals age 55 and older,
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is projected by the BLS to increase by 6.7 million between

1990 and 2005 (Department of Labor, 1989; Kutscher, 1991).

This represents a 43.7 percent increase for the period

between 1990 and 2005, and is double the rate of increase

for the rest of the labor force (see Table 1).

Table 1
Civilian labor force by age, moderate growth projections

from 1990 to 2005
(numbers in thousands)

Group Population Percent
Change Change

1975-90 1990-2005 1975-90 1990-2005

16-24... -1,368 2,795 -6.0 13.2
25-54... 31,289 16,422 55.0 18.6
55 +.... 1,092 6,727 7.6 43.7

Source: Howard N. Fullerton, Jr. 1991. "Labor force
projections: the baby boom moves on." Monthly Labor Review
114:31-44.

Various reasons account for this substantial increase.

The baby boom generation, which represents roughly one-third

of the population (U.S. Department of Commerce, 1986),

heavily influences the size and composition of the work

force. According to Fullerton (1991), this entire group was

in the 25-54 age bracket by 1990. As they age, they will

continue adding members to the older work force. Not until

2005 will the youngest members of this group be in their

forties. Following the baby boomers is a much smaller birth
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cohort of individuals (Kutscher, 1991), whose numbers have

meant a much smaller pool of labor to draw from (AARP,

1989).

Labor force participation by older workers is also

expected to increase (see Table 2). Participation rates by

older workers 55 and over significantly declined between

1975 and 1990. However, participation has steadily

increased since and is projected to reach 34.6 percent by

2005, matching the 1975 level. In particular, participation

rates by older males has declined steadily since 1975.

Though labor force participation rates have continued to

decline, the rate of decrease has slowed. For the years

1990 to 2005, the Bureau of Labor Statistics projects an

actual increase in the participation of older males, with an

annual growth rate of .4 percent.

Despite the decline in older male workers, women in

general have continued to add to the work force. Older

women workers in particular are expected to increase

participation substantially between 1990 and 2005. The

growth rate is projected to rise to 1.5 percent annually,

compared to no growth from 1975 to 1990.

These factors combined have helped produce an increase

in the median age of the work force since 1980 (see Table

3). As the baby boom generation began to work, the median

age of the labor force naturally declined until 1980, when

the workforce began to feel the full impact of this group.
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As this cohort has aged, coupled with more older women

working and a slowdown in the declining participation rate

of older men, the median age of the labor force is projected

to be the highest ever by 2005.

Table 2
Civilian labor force participation rates by sex and age,
1975 and 1990, and moderate growth projections to 2005

(in Percentages)

Group Participation Annual growth
rate

1975 1990 2005 1975-1990 1990-2005

Total
16-24... 64.6 67.3 69.5 .3 .2
25-54... 74.1 83.5 87.3 .8 .3
55 +.... 34.6 30.2 34.6 -.9 .9

Men
16-24... 72.4 71.5 73.1 -.1 .1
25-54... 94.4 93.5 92.4 -.1 -.1
55 +.... 49.3 39.3 41.8 -1.5 .4

Women
16-24... 57.2 63.1 66.0 .7 .3
25-54... 55.1 74.1 82.3 2.0 .7
55 +.... 23.1 23.0 28.7 0 1.5

Source: Howard N. Fullerton, 1991.

Though critics of an aging workforce point to current

retirement trends as offsetting any significant aging

factor, most concede at least a "middle-aging" of the

workforce (Owen, 1990).

Retirement itself has come under closer scrutiny.

Public and private retirement policies have served more to
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encourage early retirement through attractive benefit

packages rather than prolong the work life. Not only have

older workers, particularly males, left the workforce at

unprecedented rates since the 1960's, older workers unable

to find jobs have left to collect reduced benefits at an

early age as well (Mirken, 1987). This has created an

enormous strain on public and private retirement systems.

Consequently, pressures have mounted to reverse this trend

to avoid severe economic problems (Humple and Lyons, 1983;

Rosen and Jerdee, 1985). Legislation has been enacted, such

as raising the retirement age for Social Security from 65 to

67 years of age (AARP, 1988b) and elimination of the age cap

under the Age Discrimination in Employment Act.

Table 3
Median ages of the labor force 1962 to 1990, and projected

years 1995, 2000, and 2005
(age in years)

1962 1970 1975 1980 1985 1990 1995 2000 2005

40.5 39.0 35.8 34.3 35.2 36.6 38.0 39.4 40.6

Source: Howard N. Fullerton, 1991.

These acts serve to encourage a longer work life and

are supported by an increasing number of people who wish to

remain employed, at least on a part-time basis, after the

traditional retirement age (Fritz, 1980; Gollub, 1987;

Jondrow, Brechling, and Marcus, 1987). For example, a Louis
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Harris and Associates poll (1981) conducted for the National

Council on Aging found that 79 percent of workers age 55 to

64 preferred working in some capacity after retirement.

Eighty percent age 55 and over would like greater

availability of part-time jobs, and 71 percent would like

job-sharing. Mantovani and Sheppard (1982) revealed that 80

percent of workers 55 and over would prefer a part-time

arrangement to complete retirement. And a 1987 Gallup poll

conducted for the American Association of Retired Persons

(1990) found that 68 percent of workers over the age of 50

preferred to continue in their current occupation after

retirement age.

Taken together, these trends may offer an entirely

different workforce in the future; one that is older and

with different work demands than what we have today. The

dominant work issues of the future are expected to be age-

related, with demands for more alternatives in the

traditional work patterns and expectations of a longer work

life. The baby boom generation already has begun to place

priorities on non-traditional work issues concerning family

and personal growth. This is a highly educated cohort who

is expected to place a premium on continuing education and

skill upgrading (Liebig, 1988).

Statement of the Problem

These changes pose a number of challenges for the
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public manager, who will deal with not only an aging

clientele, but an older workforce as well. At the same

time, while industries are requiring more advanced and

highly technical skills, half a million students drop out of

high school every year and enter the labor market along with

questionably trained college graduates (Dicken and Blomberg,

1991). Though the fear of labor shortages has subsided as

the numbers of "baby busters" have stabilized, these

individuals are considered inadequately prepared for even

entry level positions (Dobbelaere and Goeppinger, 1991).

Public managers and human resource strategists will have to

develop methods of attracting and retaining the skills of

older personnel and adapting to their needs and preferences.

It is short-sighted to assume, however, that changing

demographics and legislation will automatically open the

doors and expand employment opportunities for older workers

(Schulz, Borowski, and Crown, 1991). Public policy "has had

no observable effect on the implementation of other work

options (job redesign, retraining programs) which are at

the discretion of the manager" (Paul, 1987, p.173). Strong

disincentives still exist to the employment, internal

mobility, and retention of older workers.

Labor Market Problems of Older Workers

Displacement and Unemployment

Displacement and unemployment are two of the most
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serious labor market problems encountered by older workers

(Department of Labor, 1989). A displaced worker is defined

by the Bureau of Labor Statistics (1984) as one over the age

of 20 with three or more years of job tenure who

involuntarily left a job as the result of a slow down in

work, plant closing or relocation, or a particular position

or shift was eliminated. Usually the individual does not

expect to return to that particular position (Johnson,

Dickson, and West, 1987).

Unemployed workers are non-working individuals who

actively seek employment (Department of Labor, 1989). This

includes displaced workers who are looking for work. Not

included in government unemployment figures though are

discouraged workers (Hale, 1990), those who would like to

work but have given up their search believing they would not

be successful (Sandell, 1987a).

Workers of all ages have been affected by plant

closings, corporate takeovers, and mergers, which were so

prevalent in the 1980's and in which roughly 10.8 million

workers lost their jobs (Fraze, 1988). Yet older workers

are generally less likely to become displaced or unemployed

than their younger counterparts. Table 4 shows the

displacement rates of workers for two separate periods

beginning in 1979. As this table shows, displacement rates

increase with age for those 45 years and older, but these

rates are still lower than those for workers 44 years of age
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and under.

Older workers are also not as likely to voluntarily

leave a job, which means the loss of high seniority, pay,

pensions plans, and other benefits (Maynard, 1990). When an

older worker does become unemployed, it is usually because

of displacement rather than a voluntary decision (Summ and

Fogg, 1990).

Table 4
Displacement rates by age, 1979-1983 and 1985-1989

Age 1979-1983 1984-1989

20 years and over..... 8.5 6.5

20-24........................7.9 3.8

25-34.......................10.8 6.7

35-44........................8.5 7.1

45-54........................6.9 6.3

55-64........................7.6 6.5

65 years and over..... 7.7 6.4

Source: U.S. Department of Labor, Bureau of Labor
Statistics. 1991. "Displaced Workers, 1985-1989."
Washington D.C.: U.S. Government Printing Office.

The problem for the older worker is that the

consequences of displacement or unemployment are much

greater than for a younger worker. When job loss does

occur, older workers on average have longer spells of
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unemployment than younger workers. Table 5 depicts the

average number of weeks of unemployment for all workers.

Table 5
Average Length of Unemployment 1985-1992

(measured in weeks)

Age 1985 1986 1987 1988 1989 1990 1991 1992

Total..... 15.6 15.0 14.5 13.5 11.9 12.1 13.8 17.9

16-19......8.0 8.1 7.6 7.0 6.7 6.7 7.6 9.1

20-24..... 13.4 12.5 11.4 10.5 9.2 9.2 10.5 12.8

25-34..... 16.4 15.6 14.9 13.9 12.2 12.0 13.5 17.9

35-44..... 19.1 18.2 18.6 16.9 14.9 14.3 16.4 19.5

45-54..... 21.2 20.6 20.7 18.7 16.8 17.3 18.8 26.0

55-64..... 22.8 23.7 22.0 21.9 17.7 18.5 21.1 26.2

65 +...... 19.8 16.0 17.8 18.0 14.1 17.6 20.6 27.2

Source: U.S. Department of Labor, Bureau of Labor
Statistics. "Employment and Earnings." January, 1986-1992.

As this table shows, the average length of unemployment

increases as age increases. Workers who are eligible for at

least reduced retirement benefits may become discouraged and

opt to retire early after losing their job (Flaim and

Sehgal, 1985; Sandell, 1988), an option not available to

younger workers. According to the Department of Labor

(1989), "A large proportion of the unemployment spells of

older persons end in labor force withdrawal rather than
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employment" (p.4).

Decline in Income

While it is generally true that earnings increase with

age, the rate of increase tends to slow or even decline at a

certain point. Andrisani and Daymont (1987) examined age

differences in the earnings of males in managerial and

professional positions in 1980. A positive relationship was

found between age and earnings up to age 45, although the

rate of growth tended to decline the nearer one came to this

age. Thereafter, earnings declined. Shapiro and Sandell

(1987), using data from a national sample of displaced men

between 1966 and 1978, also found that as age increased,

wages fell by increasingly greater amounts. The Department

of Labor (1989) reports that wages of previously displaced

workers declined by 20 percent or more.

Various reasons may account for the decline in

earnings. Shapiro and Sandell (1987) argue that age

discrimination was an important factor in the decline in

earnings of workers 65 and over, since the reductions in pay

were more than for younger workers. Also, specific

knowledge and skills may not be transferable or as valuable

to another employer as in the previous job (Jablonski, Kuze,

and Rosenblum, 1990). The new employer is thus not

necessarily willing to pay for seniority and skills gained

elsewhere. Finally, workers are not receiving the training
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necessary to upgrade their skills in order to increase their

earnings (NCEP, 1986).

Skill Obsolescence and Training

Skill obsolescence is "a lack of up-to-date knowledge

or skills necessary to maintain effective work performance

in either current or future work roles" (Bracker and

Pearson, 1986, p. 109). Moving from heavy industry to a

service orientation has relieved the physical demands of

many jobs. The emphasis now is on knowledge and skills.

Advanced technologies involving equipment and methods of

performing jobs require higher levels of education and

competence than ever before (Bracker and Pearson, 1986).

Current older workers, who have more experience than

education or training (NCEP, 1986), are particularly

vulnerable to skill obsolescence. For example, Andrisani

and Daymont (1987) found that older workers face a higher

risk of skill obsolescence in that a greater amount of time

has elapsed since schooling. Technologies taught today are

quite different from what was taught twenty or more years

ago.

This research also found that training is a key

moderating variable between age and performance. Without

up-to-date knowledge, skills remain constant in the face of

rapid changes, productivity tends to decline, and

promotional opportunities may become less frequent.
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Furthermore, despite seniority, older workers are at a

higher risk of displacement when additional training is

required to keep pace with technological advancements

(Flynn, 1988).

Employers are often reluctant to invest in the training

of older workers (Stepp, 1990), particularly the closer one

gets to retirement age. The higher wage older

worker is often seen as a poor investment because the

anticipated return benefits are considered minimal when

compared to a lower wage younger worker who is expected to

provide many more years of service (Copperman, Farrer, and

Keast, 1983; Rosow, 1990). What is ignored however, is the

high rate of turnover among younger workers (Rhodes, 1983)

and the possibility of extending the working life. And

training has been shown to increase the chances an employee

will stay with an organization (Belbin, 1971; Byrne, 1975).

There are government training programs for the older

worker. The primary vehicle is the Job Training Partnership

Act, which is a federally funded program administered at the

state and local level. Special set-aside funds are

earmarked for older worker training programs and job

placement assistance. The U.S. Employment Service is also a

government program which is responsible for job referrals to

clients of all ages. But the participation in and the

outcomes of such programs have been historically dismal for

older workers. A study conducted by the General Accounting
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Office (1987) of training and placement programs found that

only 8 percent of the enrollees were age 55 and over. The

reasons given by program managers for such low participation

were: lack of adequate background for training; older

workers were screened out as less employable; and a

reluctance by employers to hire workers over the age of 55.

In a separate study, Johnson, Dickson, and West (1987)

examined the referral rates of unemployed older and younger

workers from the U.S. Employment Service. They found that

job seekers age 45 and over were less often given job

referrals than workers between the ages of 25 and 44,

despite being appropriately qualified. This study concluded

that the lack of referrals was partially due to the belief

by staff members that older workers were not likely to be

hired.

Also working against the older worker is the idea that

performance inevitably declines with age. This and other

stereotypes will be discussed further in the next chapter.

In sum, when training decisions must be made, organizational

decisions are most often based on invalid expectations

(Sandell and Baldwin, 1990) which prohibit equitable access

to training opportunities (Sterns, 1986).

Age Discrimination and Stereotypes

Age discrimination in employment occurs when

individuals "are denied employment or training, dismissed
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from jobs, or receive lower pay or benefits because of their

age" (Sandell, 1987b, p.16). Charges of discrimination are

leveled in both the public and private sectors and cover

every facet of employment, from hiring discrimination to

unlawful discharge. For example, in the U.S. Equal

Employment Opportunity Commission vs. Doral Hotel on the

Ocean (EEOC, 1990), the hotel was found liable for the

unlawful discharge of staff members in its attempt to create

a "youthful image." And in the EEOC vs. City of Chicago,

the city was faulted for discriminating on the basis of age

in training, apprenticeship, and promotion.

Discrimination suits can be also be very costly. For

example, United Airlines (EEOC, 1990) was forced to pay $10

million dollars in back pay after its mandatory retirement

policy for flight engineers, who were required to retire at

the age of 60, was challenged. And the state of Mississippi

(EEOC, 1990) paid over $300,000 to workers who challenged

the state's mandatory retirement and maximum hiring age

policies.

Age discrimination in employment is considered to be

the most prominent area of equal employment litigation in

the 1990's and beyond (Ferris and King, 1992). According to

the Equal Employment Opportunity Commission (1990), age

discrimination cases rank third behind race and sex in the

number of charges filed with that agency.

The key piece of federal legislation designed to meet
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the problem of workplace discrimination is the Age

Discrimination in Employment Act of 1967 and its subsequent

amendments. The purpose of this act is to prohibit age

discrimination practices in every phase of employment. The

Act is a product of a Department of Labor (1965) study

conducted at the request of Congress to investigate age

discrimination in employment. The study was aimed at the

then common practice of employers setting age limits against

persons regardless of ability, specifically those over the

age of 45.

The report found no evidence of age discrimination

based on a dislike or intolerance of older workers.

However, Secretary of Labor W. Willard Wirtz cited

substantial evidence of "arbitrary discrimination based on

unsupported general assumptions about the effect of age on

ability" (Department of Labor, 1965, p.5). Employer reasons

for setting age limits were: a decline in the physical

abilities of older workers; lack of skills, experience, and

education; limited work expectancy; low productivity; lack

of adaptability, and the undesirable personal work

characteristics of older workers.

Despite passage of the Act, laws do not necessarily

address the root of the problem. Older workers today

encounter the same employment rationales as in 1965.

Personnel decisions made on the assumption that a worker's

abilities and value to an organization decline with age
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still commonly found (Root and Zarrugh, 1987; Stepp, 1990;

Boehmer, 1990). Twenty-six years after the Department of

Labor report on age discrimination in employment, Evan Kemp

Jr., Chairman of the Equal Employment Opportunity

Commission, testified before the Select Committee on Aging

that "employment decisions are still too often based on

factors unrelated to ability. Nowhere have we seen a

greater increase of such allegations in recent years as

those based on age" (1991, p.59).

Misperceptions about the abilities of older workers

cause or exacerbate their labor market problems (NCEP,

1986). Common assumptions associated with the older worker

are that he or she is: less energetic, averse to risk

taking, uncreative, rigid in behavior, unwilling or unable

to adapt to change, suffers from a decline in mental

abilities, and less efficient (Tuckman and Lorge, 1952;

Rosen and Jerdee, 1976a; Craft, Doctors, Shkop, and Benecki,

1979; Doering, Rhodes, and Schuster, 1983; Lee and Clemons,

1985). Furthermore, from the employer's perspective, the

costs associated with hiring or training an older worker are

considered prohibitive since the anticipated length of

services afterwards is expected to be minimal (Peterson and

Coberly, 1988). Such assumptions result in the worker or

potential worker being denied employment, promotions, skill

upgrading, and other employment benefits (Herz and Rones,

1989).
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Purpose of Research

The dominant themes of aging and work raise concerns

over job related performance, productivity, and labor costs.

Employment policies and practices will have to be developed

to address an increasingly diverse and older workforce. Yet

public managers cannot be expected to successfully meet the

strategic issues presented by an aging workforce if not

prepared to do so.

Public managers need to be aware of personnel decisions

which may be erroneously based on age rather than

performance. It is precisely for this reason that this

analysis is undertaken. Its purpose is to determine whether

age negatively influences decision making in the appraisal

and treatment of older workers. Accordingly, organizational

policies and antiquated mindsets may have to be re-examined

and altered in order to effectively respond to age-related

issues in the workplace.

Overview of Presentation

This study is divided into five chapters. This chapter

has introduced a portrait of the aging American workforce

and the anticipated changes in work patterns.

Also, common employment barriers encountered by older

workers were reviewed which are notable at a time when the

nation's workforce is gradually aging. Of particular

importance is the role negative age stereotypes play in
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causing or exacerbating such problems. At issue is whether

public administrators are negatively influenced by age in

such a way as to adversely affect older workers.

Chapter II includes a review of the relevant

literature, along with the basic research strategy for this

analysis. Chapter III is a descriptive presentation of the

survey data, and Chapter IV is an analysis and

interpretation of the major findings. In Chapter V,

conclusions are drawn based on the findings and the

implications of negative age perceptions on the employee and

public organization are discussed. Finally, recommendations

are made for improving public administration's response to

the aging of the workforce.



CHAPTER II

REVIEW OF THE RELEVANT LITERATURE

A major concern in aging and work centers on the

performance of older workers. Historically, chronological

age has been used as an indicator of performance in the work

environment (Cleveland and Landy, 1983). This practice is

based on the decremental theory of aging in which physical

and mental capabilities decline with advancing age (Giniger,

Dispenzieri, and Eisenberg, 1983). Such a theory implies a

decline in job performance and lends to false assumptions

about older workers abilities. The literature on the age-

performance relationship however, does not support these

assumptions.

Age and Work Performance

While laboratory research has shown age-related

psychological and physical decrements, there is actually a

tremendous degree of variability in the well being of

individuals (Humple and Lyons, 1983). Furthermore, research

indicates that there is no specific age at which the onset

of decline appears (Atchley, 1988; AARP, 1990). Yet it is

often assumed that older workers are in a perpetual state of

declining health and thus increase the labor costs of

organizations (McConnell, 1983) in terms of higher rates of

absenteeism and accidents, and lowered productivity.

20
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Conditions associated with ill health such as high

rates of absenteeism and accidents, have been shown to be

lower among older workers. Giniger, Dispenzieri, and

Eisenberg (1983) examined the relationship between age and

productivity, absenteeism, accidents, and turnover on speed

and skill jobs in a work setting. They found that older

workers had less turnover, fewer accidents, and less

absenteeism than younger workers, in addition to finding no

age-related speed decrements in either type of job. These

are consistent with the findings of qualitative reviews of

experimental studies by Doering, Rhodes, and Schuster (1983)

and Rhodes (1983).

The assumption that trainability declines with age has

also been disputed by several researchers. Stewart's (1969)

experiment involved training displaced males over the age of

44 who were use to physical labor. They were trained to

operate complex computer systems which required a high

degree of accuracy. Over 77 percent of the group

successfully completed the program. Siemen (1976),

analyzing age differences in learning as it relates to

training, found that though older individuals require more

time to complete tasks, they learn as well as younger

individuals.

Training was also found to increase the likelihood of a

worker remaining with an organization. Belbin (1971) and

Byrne (1975) found that workers over the age of 45 who
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received job training at their current place of employment

stayed on their job much longer than younger trainees in

similar positions.

Another common assumption regarding older workers is

that they are less likely to take risks and therefore are

poor candidates for challenging new assignments. Research

by Costa et al. (1987) suggests that personality

characteristics may remain stable over the life span. For

example, an individual who avoids risk taking early on in

life may have the same characteristic in later life, and

vice versa. This does not imply that people never change,

only that it is erroneous to assume that specific

characteristics are predictable at specific ages (Belsky,

1990).

The theory that overall work performance declines with

age is not supported by the literature. Qualitative reviews

of empirical data by Doering, Rhodes, and Schuster (1983)

and Rhodes (1983) indicate there is no conclusive evidence

firmly supporting either a negative or positive age-

performance relationship. Two recent meta--analyses were

conducted attempting to clarify this relationship. Waldman

and Avolio (1986) analyzed 40 samples from independent

studies reporting correlational statistics or from which

statistics could be derived. These studies covered a wide

range of organizations and over 40 years of published

research. Overall, the concept of age-related performance
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decrements was not supported. In fact, slight performance

increases were noted at higher ages. Additionally, samples

were categorized according to the type of performance

measure used, whether by supervisory/peer review or

individual productivity. Minor variations were noted

depending on the type of measure employed in the sample.

Samples in which performance was measured in terms of

individual output showed a small positive age-performance

relationship. Conversely, samples in which supervisory

ratings were used showed a slight performance decline,

suggesting that individual bias may interfere with

performance assessments.

McEvoy and Cascio (1989) performed a similar and

expanded analysis of the existing age-performance

literature. This meta-analysis used 96 samples from

published articles covering 22 years of research. Although

they did not support Waldman and Avolio's assertion that the

type of measurement used moderated the age-performance

relationship, McEvoy and Cascio concluded that there was "no

overall relationship between age and performance" (1989,

p.14).

The literature identified several alternatives to the

age-performance decrement theory. Blumberg and Pringle

(1982) offer a theoretical framework of performance in which

such conditions as motivation, ability, experience, the

work environment, and the job itself are its components.
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These factors may accumulate and change over time and

directly or indirectly affect performance (Gribben, Schaie,

and Parham, 1980). Extrinsic factors such as the type of

instrument used to measure performance and the experience of

the evaluator may also affect performance outcome (Rhodes,

1983).

Consequently, what seems to be age-related decline in

performance may actually be the result of non age-related

conditions such as a continuous job routine, the lack of

challenging assignments, or limited organizational

opportunities (Avolio, Waldman, and McDaniel, 1990). On the

other hand, assignments that are varied and require

creativity or training to update skills may have a positive

effect on work performance (Waldman and Avolio, 1986).

Research by Sparrow and Davies (1988), conducted on a

cross-section of 1,308 service engineers, indicates that

training may have a moderating effect on performance.

Performance differences were noted in the 55-plus age group

only for those who had not received training within the

previous five or more years.

Avolio, Waldman, and McDaniel (1990, p.413), using

cross-sectional data on 24,219 individuals, found that

"experience was more highly correlated with performance than

was age". After controlling for experience, this

correlation declined. These results confirmed those of

previous studies (Schwab and Heneman, 1977; McDaniel,
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Schmidt, and Hunter, 1988).

These are promising areas of research but to date the

evidence is sparse. Overall it can be concluded from the

literature that there is no supporting basis for the

wholesale assumption that performance declines with age.

Age Bias in Key Employment Areas

Despite age discrimination laws and extensive research

refuting the stereotypic notion of older workers, age is

still one variable which may negatively influence employment

decisions (Kinicki and Lockwood, 1985). There is a

considerable body of evidence suggesting older workers are

more likely to encounter such adverse treatment as being

denied employment, training, or promotions (Palmore and

Manton, 1973; Rosen and Jerdee, 1976b, 1977; Craft et al.

1979), all based on erroneous age assumptions.

Haefner (1977) hypothesized that specific variables

such as the age, sex, and race of job applicants would

affect hiring decisions. Using 286 employers, all of whom

were in a position to hire or recommend hiring, the

respondents were asked to evaluate the applications of a 25

and 55 year old candidate. Employers overwhelmingly

preferred hiring the younger job applicant over the older

one.

Research by Craft et al. (1979) found that as the age

of an applicant increased, the willingness to hire declined.
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Additionally, the respondents indicated that the job

candidates 50 years of age and over were considered to be

less efficient, less capable, and less creative compared to

a 35 year old.

Locke-Conner and Walsh (1980) investigated the impact

of certain characteristics associated with older persons who

were seeking employment. The participants, ranging in age

from 25 to 64, evaluated job applicants on the basis of

transcripts of a job interview. Half were told the

applicant was 65 years old, while the other half were told

the applicant was 25 years old. Despite having evaluations

showing equal competence, the older applicant again was less

likely to be hired than the younger applicant. The

researchers stated that "in the absence of specific

knowledge, individuals may develop, on the basis of

stereotypes, a mental image of an older person who possesses

negative qualities" (p.920).

In terms of promotional opportunities, age has been

suggested as a limiting factor in upward mobility.

Rosenbaum (1984) analyzed the personnel records of 671

employees and found that promotions tended to decline on a

proportional basis as age increased. Additional evidence is

provided by Cox and Nkomo (1992), who hypothesized that age

is inversely related to promotions. Although age affected

both the young and older promotion candidates, the

relationship was significant for only the older group.
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Furthermore, comparisons between older and younger workers

with equal job tenure, education, and performance, revealed

that the older employees received lower promotion ratings

than the younger workers.

Two studies by Rosen and Jerdee (1976b, 1977) encompass

a range of employment areas. They found that managers were

vulnerable to the influence of age stereotypes and that such

influences resulted in differential treatment between an

older and younger employee. They developed a survey

instrument in which respondents, undergraduate business

students and Harvard Business Review subscribers, were asked

to assume the role of a manager in a hypothetical

organization. There were two versions of the survey,

identical except for the age of the target employee. The

situations depicted involved four problem areas in which

older workers confront discrimination: hiring, promotion,

training, disciplinary action and compensation (Fleisher and

Kaplan, 1980; Atchley, 1988; Stepp, 1990). The degree to

which age stereotypes influence managerial decision making

was made by comparing the responses for each exercise in the

two versions. These studies consistently found that

negative age perceptions led to discriminatory

administrative behavior toward older employees.

Specifically, respondents showed less willingness to hire,

train, promote, or compensate the older hypothetical

employee, in addition to dispensing harsher treatment in
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terms of disciplinary action.

In another management simulated exercise, Rosen,

Jerdee, and Lunn (1981) found that age biased the outcome of

various administrative actions concerning employee

retirement. This particular analysis indicated that older

workers were more likely to be reduced to part-time status

(or phased out to retirement), administratively retired, or

terminated, rather than promoted, retained in their current

position, or transferred to a less demanding job.

O'Brien, Robinson, and Taylor (1986) analyzed the

attitudes of private and public sector managers toward older

employees. They hypothesized that public managers would

evaluate more favorably older workers than their private

sector counterparts. Their analysis proved correct.

However, they did caution that their survey, unlike the

Rosen and Jerdee studies, directly confronted the respondent

with the issue of "older worker". This may have sensitized

the respondent to age and elicited a "socially desirable"

response (O'Brien, Robinson, and Taylor, 1986, p.127).

Two separate studies investigated the effects of job

stereotypes in certain professions. Cleveland and Landy

(1983) and Singer (1986) assert that age bias may result

from the stereotype associated with a particular job.

For example, a doctor is typically perceived as an older

person, usually male, while a computer programmer is

generally viewed as a younger person. Singer (1986)
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concluded that older workers in professions which are

stereotyped as young are judged more unfavorably than

younger workers in the same job. Cleveland and Landy (1983)

found that when the employee's behavior in the stereotyped

job did not conform to that particular stereotype, the

employee was given a lower performance evaluation.

Research Issues

This analysis is an attempt to determine whether

employee age influences public sector administrative

evaluations and treatment of older workers. With the

exception of the O'Brien, Robinson, and Taylor (1986)

analysis, previous studies of this kind have understandably

focused on the private sector, which employs the majority of

American workers. This particular research focuses instead

on managers in the public sector, where studies of this

nature are notably absent.

The literature review raises two research questions

that this analysis will address:

1. In managerial situations, will there be a
difference between administrator's evaluations of
older and younger employees?

2. Will such differences, if any, result in
differential treatment between the older and
younger employee?

To answer these questions, graduates from the

University of North Texas Master of Public Administration

program were asked to respond to a survey in which the
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exercises depict typical circumstances a manager or

supervisor may encounter in a workday. Each exercise deals

with an area identified as particularly problematic for the

older worker: hiring, promotion, training, disciplinary

action, and compensation. This survey is more fully

described in the following methodology section.

It may be assumed that the public sector provides a

more favorable work environment for older employees. The

public sector is more likely to be reactive in dealing with

employment concerns since it is here that the public turns

to rectify perceived inequities. Not only does work-related

law emanate from the public arena, this sector also plays a

role in providing guidance and influencing work patterns.

However, employers who discriminate are often unaware

that they are doing so (Knowles, 1983), especially when the

older worker is concerned. It is therefore important to

understand the influence and impact of age stereotypes on

managerial perceptions since they may adversely affect the

hiring and retention of older workers (Craft et al. 1979).

This analysis hypothesizes that public managers are

vulnerable to the influence of age stereotypes and will

evaluate older employees less favorably than younger

employees. Consequently, such influences will result in

differential treatment between the older and younger

employee.
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Methodology

This analysis is largely a replication of earlier

studies conducted by Rosen and Jerdee (1976b, 1977). A

copy of the survey instrument was obtained from Mr. Benson

Rosen at the Graduate School of Business Administration,

University of North Carolina. Minor adjustments were made

to the survey for practical reasons. For example, the Rosen

and Jerdee survey focused on the private business sector.

In this survey, introductory wording was changed to reflect

a public entity. Additionally, segments of the opinion

survey were amended to include opinions on "phased

retirement" while references to "mandatory retirement" and

"profit sharing" were omitted. Current organizational

practices such as seminar training regarding older workers,

women, and minorities, were also included.

The demographic section was changed to include the

level of government for which a respondent was employed,

along with years of service. The rest of the survey

instrument remained intact.

In keeping with the Rosen and Jerdee analysis, there

were two versions of the survey (see Appendix A and B).

These were distributed randomly among the alumni group and

from which two groups of responses were obtained. These

groups were then identified as Group A and Group B.

Group A (N=40) received the survey version in which the

first exercise depicted a younger employee. Group B (N=39)
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received the survey version in which the same exercise

depicted an older employee.

All respondents were asked to assume the role of a

manager in a hypothetical organization and to address six

typical situations concerning personnel action to be taken

regarding an employee. Each exercise was in the form of a

memorandum requesting action to be taken and accompanied by

a resume of the employee listing background information such

as age, previous work experience, and education. This

information was identical in each survey version except for

the age of the target employee. While one group of

participants responded to a memorandum regarding an older

employee in one exercise, the other group responded to the

same incident but in which a younger employee was depicted.

Furthermore, the age of employees in both versions

alternated so that participants who responded to an older

employee in one exercise then responded to a younger

employee in the next exercise of the same survey.

References to "older version" and "younger version" are used

in the analysis to distinguish whether the exercise

addressed depicts an older or younger employee.

Each participant was unaware of the other version. In

this way, direct age comparisons were avoided. Otherwise,

the respondents may have been alerted to be more sensitive

to age discrimination and not deliver a true

response. At the end of the questionnaire was a mini
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opinion survey designed to ascertain the respondent's

attitudes toward age-related policy issues. The degree to

which age stereotypes influence managerial decision making

was made by comparing group responses for each exercise in

the two versions.

The unit of measurement for this study was 219 former

students of the MPA program at the University of North

Texas. It was expected that not all of the respondents

would be in a management or supervisory position. However,

the purpose of the program is to train current and potential

public managers.

The respondents were drawn from the current MPA Alumni

Directory. Due to limited time and funds, a broader

sampling of public professionals was not possible at this

time. Data were collected through the use of a mail survey

over a four week period. Of the 219 questionnaires mailed,

79 surveys were returned (36 percent). The data were coded

and analyzed through the use of the Statistical Package for

the Social Sciences (SPSSpc+) program. Frequency

distributions were employed to provide basic descriptive

statistics for the initial analysis. Additionally, simple

bivariate analysis was used to ascertain the effect of

certain variables, such as sex, age, and years of

supervisory experience, on specific cases and policy issues.

It should be noted that there are a number of

deficiencies with this analysis. The small response rate,



34

plus the fact that the sample was not drawn from the general

population of public managers, limits my ability to

generalize findings to a larger population. Additionally,

data analysis did not yield any statistically significant

relationships. However, I am confident that generalizations

may be made about the University of North Texas MPA graduate

population. Furthermore, this study adds to the obvious

lack of research in the public administration arena

regarding the aging workforce and the need to confront this

phenomenon.

This chapter provided a summary of the relevant

literature pertaining to the age and work performance

relationship, older worker characteristics, and the

influence of age in decision-making. From the literature,

research questions were composed and presented along with

the method of analysis. The following chapter is a

presentation of that data.



CHAPTER III

PRESENTATION OF DATA

As stated earlier, there were two versions of the

survey, resulting in two groups of responses. A total of 79

respondents participated in the survey. A profile of

respondent characteristics is provided in Table 6. An

overwhelming majority of respondents are male (80 percent),

while females comprised only 20 percent of the two groups.

The median age is 40-49 years of age (44.3 percent),

followed closely by the 30-39 year old age group (31.6

percent). Older managers, those over the age of 60,

constituted the smallest number of participants (2.5

percent), while the youngest of the age groups, those

between 20 and 29 years of age, made up 10 percent. Ninety

percent of the participants are white, followed by Hispanics

(5 percent), black (2.5 percent), and those listed as

"Other" (2.5 percent).

A majority of the respondents reported to be currently

in a management or supervisory position (85 percent). Most

have been in this position from one to five years (50

percent) followed by supervisors with more than six years of

experience (44 percent). Six percent have been in a

supervisory position for less than one year.

The level of government worked for was overwhelmingly

35
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at the local level (77 percent), followed by the federal

government (13 percent) and state government (10 percent).

Table 6
Demographic Profile of Participants

(in Percentages)

Characteristic

Sex

Age

Race

Male
Female

20-29
30-39
40-49
50-59
60+

Black
Hispanic
White
Other

Management Position
Yes
No

Years
Less than one year
One to five years
Six years or more

Level of Government
Local
Federal
State

As stated before, the cases depicted in the survey are

typical circumstances which a supervisor may encounter in a

Total
(N=79)

Group B
(N=39)

80
20

10
30
49
8

2.5

80
20

Group A
(N=40)

78
22

10
32
40
15
2.5

2.5
5
90
2.5

87
13

3
54
43

84
10
5

10
31
44
11
2.5

2.5
5

90
2.5

2.5
5

90
2.5

82
18

9
44
47

70
16
14

85
15

6
49
45

77
13
10
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workday. Each deals with an area identified as particularly

problematic for the older worker; hiring, promotion,

training, and disciplinary action.

Hiring Judgement: Exercise 1

The first exercise (Memorandum 1) concerns the hiring

of a new Financial Officer for the hypothetical Municipal

Services unit. The memo stated that the new employee must

be someone who is "capable of making quick judgments

involving high risks" and who can follow "an aggressive,

high-risk strategy." Group A responded to the younger

version of this exercise in which the prospective employee

was 29 years old. Group B responded to the older version in

which the target employee was 58 years old. Each respondent

was asked to evaluate the applicant's potential and prospect

for hiring based on the limited information. Table 7

illustrates the participant's responses to Memorandum 1.

Though both applicants were overwhelmingly rejected,

the younger applicant was viewed more favorably (33 percent)

than the older applicant (26 percent). In the accept/reject

category, 23 percent of the respondents accepted the younger

version employee, compared to 15 percent who accepted the

older applicant. As for the prospective applicant's

potential, the younger man was seen as more suitable for the

job (33 percent), compared to 26 percent for the older

applicant.
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Table 7
Decision to Hire
(in Percentages)

-------------------------------------------------------
---------------------- ---------------------------------
*Course of Action Percent

Accept
old 15
young 23

Reject
old 85
young 78

*Suitability for Job
Favorable

old 26
young 33

Unfavorable
old 74
young 68

Note: Percentages calculated from two samples, Old (N=39)
and Young (N=40).

Addressing Employee Behavior Problems: Exercise 2

The second case incident (Memorandum 2) examines the

perception that older workers have inflexible work attitudes

and are less likely to change their behavior. This problem

was presented to the respondents in the form of a memo from

a department supervisor regarding an employee who appeared

to be unresponsive to customer complaints. In this

exercise, Group A responded to the older version in which

the employee was 60 years old. In the other version he was

32 years old.

The respondents were asked how difficult it would be to
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get the employee to change his behavior. They were then

asked what they thought would be the best solution to the

problem. Managers clearly envisioned much greater

difficulty in changing the behavior of the older employee

(see Table 8). Eighty-five percent of the respondents

anticipated the older employee to present moderate to great

difficulty, while 55 percent of the younger version

respondents expected the same. Thirty-seven percent felt

there would be no or slight difficulty changing the younger

employee compared to just 8 percent who expected little

difficulty from the older worker.

Strategies for dealing with the situation were also

quite different. Younger version respondents preferred an

encouraging talk with the employee to change his behavior

(55 percent), and 30 percent suggested transferring his

duties to someone else. In the older version, 41 percent

recommended that the employee be encouraged to change while

54 percent of the respondents preferred letting others

handle customer calls.

Job Training: Exercises 3 and 6

Memorandums three and six concern the issue of job

training. In case number three, respondents were asked

whether a computer programmer should be retrained in the new

language of a newly installed computer system, or terminate

the employee and hire a fully trained programmer. The focus
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employee in young version of this exercise was 31 years old,

and in the older version he was 60 years old.

Table 8
Responses to Problem Employee

(in Percentages)
--------------------------------------------------------
---------------------------------------------------------
*Anticipated Change in Behavior Percent

No or Slight Difficulty
old 8
young 37

Moderate or Great Difficulty
old 85
young 55

Extreme Difficulty
old 8
young 8

*Preferred Solution
Ultimatum: Change or Else

old 5
young 16

Encourage Change
old 41
young 55

Suggest someone else
handle calls

old 54
young 30

--------------------------------------------------------
---------------------------------------------------------

Note: Percentages calculated from two samples, Old (N=40)
and Young (N=38).

There was not a great difference between managerial

action taken toward either employee (see Table 9).

Participants addressing both versions overwhelmingly

believed the workers should receive training at company
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expense, though the younger employee (93 percent) was

slightly favored over the older employee (90 percent).

Interestingly, more respondents (24 percent) believed the

younger employee should take a leave of absence and train at

his own expense. Only 5 percent approved of this action for

the older man. As for terminating the employee, roughly 10

percent of the participants from each group felt this was

the appropriate action.

Table 9
Responses to Re-training

(in Percentages)
---------------------------------------------------------
----------------------------- ----------------------------
*Course of Action

Train at Company Expense Percent
old 90
young 93

Suggest Train at Own Expense
old 5
young 24

Terminate and Hire New Programmer
old 10
young 11

Note: Percentages calculated from two samples, Old (N=39)
and Young (N=40).

In memorandum six, respondents were asked what action

they would take in response to an employee's request to

attend a training seminar. They were then asked to

determine the employee's motives for wanting to attend the

seminar. A footnote to the participants noted that managers



42

should be very selective due to limited budgets. The

younger version employee was 34 years old. The older

version employee was 63 years old.

In this exercise, 69 percent of the respondents to the

older version believed the organization should allocate

funds for the seminar (see Table 10). Eighty percent

favored sending the younger employee. Forty-five percent of

the respondents refused to grant the older employee's

request to attend while 23 percent refused the younger

worker's request.

Regarding the employee's motive for wanting to attend

the seminar, there was little difference of opinion in terms

of the employee's desire to stay abreast of changing

technology. Eighty-five percent believed the older worker

wanted to keep up with production techniques. Eighty-seven

percent of the younger version respondents believed the

same.

There was a difference concerning the likelihood the

employee wanted a share of the training budget. Sixty-eight

percent of the older version respondents believed the

employee wanted a share of the budget, compared to 59

percent for the younger worker.

Promotion: Exercises 4 and 5

Memorandums four and five deal with the issue of

promotion. These particular cases hypothesized that
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respondents were less likely to promote an older worker due

to preconceived notions that older workers lack the

creativity and problem-solving skills necessary to meet the

challenges of a demanding job.

Table 10
Training Seminar
(in Percentages)

--------------------------------- ----------------------
-------------------------------------------------------
*Course of Action Percent

Provide Funds for Seminar
old 69
young 80

Refuse Funds
old 45
young 23

Attend at Own Expense
old 3
young 10

*Perceived Employee Motivation
Desire to Keep Up

old 85
young 87

Wants Share of Budget
old 68
young 59

-------------------------------------------------------
-------------------------------------------------------

Note: Percentages calculated from two samples, Old (N=40
and Young (N=39).

In case four, the participants were asked to respond to

a memo suggesting the promotion of a particular candidate.

The position was said to require an "innovative" person who

could "develop fresh solutions to challenging problems." In
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the older version the candidate was 61 years old. In the

younger version he was 32 years old.

Respondents rated the older man (see Table 11) higher

in terms of anticipated success should he be promoted,

62 percent to 46 percent. And the older candidate was

considered a better prospect for promotion (44 percent) than

the younger candidate (35 percent). Interestingly though,

fifty-six percent of the older version respondents refused

to recommend promotion though 62 percent considered the

candidate qualified. In the younger version however, the

candidate was soundly rejected for promotion and his

qualifications were considered unfavorable.

In memorandum number 5, the participants were again

asked to respond to the suggestion of promoting a particular

employee. This position was described as one requiring a

"mentally alert and adaptable" person who could "remain calm

in a crisis." In the younger version of this exercise, the

employee was 28 years old. In the older version, she was 60

years old.

In this exercise, the younger employee's suitability

was rated slightly higher (55 percent) than the older

employee (53 percent). However, the older employee was

favored for promotion (49 percent) over the younger one (43

percent).

The respondents rated the overall suitability of the

older employee as favorable, but slightly less than the
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younger version employee. Yet again, fifty-one percent

preferred not to grant a promotion to the older employee.

In this case the younger employee was also denied promotion

despite having a favorable rating.

Table 11
Promotion

--------------------- ------------------ ----- ------------
--------------------------------------------------------
Memorandum 4
*Anticipated Success if Promoted Percent

Favorable (old) 62
(young) 46

*Promotion Decision
Yes (old) 44

(young) 35

Memorandum 5
*Suitability for Job

Favorable (old) 53

(young) 55

*Promotion Decision
Yes (old) 49

(young) 43

Note: Percentages calculated from two samples in Memorandum
4, Old (N=39) and Young (N=37). In Memorandum 5, Old (N=39)
and Young (N=40).

Equitable Compensation: Exercise 7

The last memorandum concerned the issue of equitable

compensation. In this case, the participants responded to a

memo from the Personnel Director regarding the annual

performance evaluation and salary review of a particular

employee. Attached was a memo from the employee stating his
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desire for a salary increase and the possible consequences

should this not occur. In the older version, the employee

was 59 years old. In the younger version, he was 30 years

old. Table 12 outlines the responses.

Table 12
Compensation

(in Percentages)
------------------ ----------------------------------- ---
---------------------------------------------------------

*Concern Keeping EmployeePercent
(old) 75

(young) 82

*Recommended Increase
$0 - $100.
(old) 70
(young) 54

Above $100.
(old) 30

(young) 46

---------------------------------------------------------
---------------------------------------------------------

Note: Percentages calculated from two samples, Old
(N=40)and Young (N=39).

The participants were first asked how concerned they

were in keeping the employee. Eighty-two percent of the

younger version respondents expressed a desire to retain the

employee, compared to 75 percent who wished to retain the

older version employee. When asked to recommend the dollar

amount needed to keep the employee, 70 percent of the older

version respondents and 54 percent of the younger version

respondents suggested anywhere from zero to $100. A salary

increase above $100 was recommended by 30 percent of the
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older version respondents and 46 percent of the

younger version respondents.

General Attitudes and Knowledge of Respondents

The last portion of the questionnaire was a mini-

opinion survey which asked respondents their opinion on

several work place topics. Issues relating to females and

minorities were embedded in the survey to avoid focusing on

age and for comparison purposes. In this portion, both of

the group's responses were combined.

Most participants in the survey (94 percent) believed

that older employees are treated better in the work

environment than females (92 percent) or minorities (86

percent). Sixty-three percent also favored greater emphasis

on affirmative action policies advancing opportunities for

older workers, but were less supportive of greater emphasis

for females (65 percent), or minorities (66 percent).

A majority of the respondents (90 percent) reported at

least some familiarity with the Age Discrimination in

Employment Act. But the problem with age stereotypes

adversely affecting older workers is not necessarily

knowledge of federal age discrimination law. Most employers

who discriminate are not actually aware that they are

discriminating (Knowles, 1983). They simply lack an

awareness of older worker's abilities and motivations to

make accurate judgments concerning such an employee (Gamse,
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1988).

This is not surprising considering the limited

attention given to training seminars regarding older

workers. Only thirty percent of the respondents reported

such a current organizational practice, compared to fifty-

three percent who reported training seminars on women and

fifty-five percent on minorities.

The respondents were very supportive of particular work

alternatives. Ninety-five percent supported flexible work

schedules for employees and 94 percent supported phased

retirement programs. Since there is an increasing number of

people who wish to forestall retirement and remain in the

workforce in some capacity (Levine, 1980), these options

seem appealing to both managers and workers alike.

Differences by Age

As in the Rosen and Jerdee study, responses of older

participants over the age of 50 were analyzed on various

cases and policy issues. Responses of younger participants

were also included for comparison purposes. There was no

clear pattern of responses which showed any favoritism on

the part of older respondents toward the older employees.

In fact, in a few cases, older respondents were more harsh

in their treatment of older employees.

Concerning hiring, the older respondents (N=ll) rated

the younger applicant higher than the older applicant in
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terms of suitability for the position, 43 percent to 25

percent. Twenty- nine percent of the older respondents

would have hired the younger version candidate while none

accepted the older applicant. Younger participants (N=68)

found the younger applicant more suitable for the job (30

percent) than the older applicant (25 percent), yet were

just as likely to hire the older candidate as the younger

one (17 percent).

In the second memorandum concerning the stereotype that

older workers are rigid and resistant to change, all of the

older respondents believed that the older worker would

present moderate to great difficulty for the manager trying

to change his behavior. Seventy-five percent of the older

respondents believed the younger version employee would

present little if any difficulty at all. Younger

respondents (94 percent) were also harsh in their assessment

of the older worker's behavior. Sixty-seven percent

believed the younger employee would not be difficult at all.

The course of action recommended was somewhat different

according to the age of the respondent. Older respondents

(55 percent) preferred transferring the older employee's

duties rather than encouraging a change in behavior (36

percent). The opposite was true in the younger version

where older respondents (52 percent) preferred an

encouraging talk with the young employee rather than

transferring his duties (26 percent). Younger respondents
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(47 percent) preferred to encourage a change in the behavior

of the older worker, and 41 percent suggested someone else

take his responsibilities. Sixty percent of the younger

respondents, however, preferred to encourage a change in

behavior of the younger employee compared to 33 percent who

would have transferred his duties.

Older respondents did show greater concern for older

employees than younger respondents in terms of promotion,

training, and compensation. In both promotion exercises,

older respondents (64 percent) approved the promotion of the

older employee compared to 43 percent of the younger

respondents. In the training exercises, older respondents

supported training the older employee (83 percent), while 66

percent of the younger respondents supported the same. And

in the compensation exercise, 91 percent of the older

respondents favored a salary increase above $100, compared

to 70 percent of the younger respondents. However, between

the older and younger versions of each exercise, older

respondents in all but two cases (promotion and

compensation), favored the younger employee in terms of

higher evaluations and positive action than the older

worker.

Concerning policies and work issues, there were not

many real differences noted between the respondent age

groups. Both groups (93 percent each) believed that the

treatment of older workers was adequate. They were also
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equally supportive of flexible work schedules and phased

retirement (98 percent and 95 percent). Slightly more of

the older respondents (65 percent) favored affirmative

action for older employees than younger respondents (61

percent).

Gender

Females (N=16) were split evenly (25 percent) in their

evaluations and hiring decisions between the older and

younger applicants. Males (N=63) also gave equal

evaluations to both young and old version applicants but

were more likely to hire the younger man (23 percent) than

the older one (13 percent).

Concerning behavior, females considered the older

employee (87 percent) more difficult to change than the

younger one (71 percent). Male responses were similar.

Ninety-three percent believed the older employee would

present greater difficulty in changing behavior than the

young employee (60 percent). With regard to the older

employee, females were evenly split between encouraging

change and transferring the employee's duties. Males showed

a preference for transferring the duties of the older

employee (56 percent) rather than have an encouraging talk

(36 percent). Forty-two percent of the females opted to

encourage change in the younger employee while 28 percent

would have transferred his duties. Forty-two percent of the
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male participants preferred talking to the young employee.

Twenty-eight percent recommended someone else handle his

responsibilities.

In the promotion exercises, females gave higher

evaluations and were more likely to promote the older

employee (75 percent) than males (39 percent), and both

groups favored the older employee over the younger one. In

the training exercises, females were as likely to send the

older employee for training as males (81 to 80 percent).

However, between the two versions, the younger employee was

favored for training by both females (93 percent to 81

percent) and males (85 percent to 80 percent).

In terms of compensation, females were more concerned

with keeping the older employee (87 percent) than the

younger employee (63 percent). Males on the other hand,

were more interested in keeping the younger version employee

(87 percent) than those in the older version (73 percent).

Seventy-five percent of the females in the older version

recommended a salary increase of over $100 and 63 percent of

the younger version respondents recommended the same for the

younger employee. Eighty-one percent of the males in the

younger version recommended a salary increase of over

$100 while in the older version, 74 percent recommended the

same for the older employee.

On policy issues and organizational practices, 99

percent of the females believed older workers were treated
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fairly, compared to 92 percent of the males. Surprisingly,

more males (97 percent) favored flexible work schedules than

females (88 percent). On phased retirement and affirmative

action for older employees the responses were even. Ninety-

three percent of the males and females supported phased

retirement and 63 percent of both groups favored Affirmative

Action.

Management Experience

Respondents with less than six years of management

experience (N=37) were more likely to hire the older

applicant (21 percent) than managers with more experience

(N=30, 13 percent). But both groups were more likely to

hire the young applicant rather than the older one.

In the older version, 100 percent of the respondents

with more than six years of management experience

anticipated more difficulty in changing an older worker's

behavior than the less experienced (90 percent). In the

younger version, both groups expected much less difficulty.

Fifty percent of the experienced respondents preferred to

encourage change in the older version employee rather than

transfer his duties (42 percent). Sixty percent of the

managers with less than five years experience chose to let

others handle his duties, and forty-two percent recommended

an encouraging talk. In the younger version, both groups

(53 percent and 68 percent) preferred the strategy of
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encouraging a change in behavior over a transfer of duties

(26 and 25 percent).

In the promotion exercises, 40 percent of the

respondents with more than six years of experience approved

the promotion of the older employee, compared to 52 percent

of the less experienced managers. Only 27 percent of the

experienced managers would have promoted the younger

candidate, compared to 44 percent of those with less than

five years of experience.

In the training exercises, the more experienced

respondents overwhelmingly favored training the younger

employee (93 percent), but 73 percent still favored training

the older version candidate. Managers with less than five

years experience slightly favored training the older

employee (84 percent to 81 percent).

Familiarity with the provisions of the Age

Discrimination in Employment Act increased with management

experience. Ninety-seven percent of the respondents with

six or more years of experience claimed to be fairly

knowledgeable of the Act. Eighty-nine percent of managers

with one to five years experience reportedly were familiar

with the Act, while half the respondents with less than a

year of experience were.

This chapter descriptively reviewed the data collected

from the survey of MPA graduates from the University of

North Texas. The primary focus has been on the different
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responses participants gave when evaluating an older and

younger individual. Attention was also given to workplace

policy issues. The next chapter will summarize the findings

and provide a brief discussion of each exercise.



CHAPTER IV

ANALYSIS AND INTERPRETATION

This section is a summary and interpretation of the

data presented in the previous chapter. Each of the survey

exercises will be addressed according to the research

questions posed in Chapter II. These questions are:

1. In managerial situations, will there be a
difference between administrator's evaluations of
older and young employees?

2. Will such differences, if any, result in
differential treatment between the older and
younger employee?

Hiring Judgement: Exercise 1

In the first exercise, the older candidate was rated

lower in terms of potential and prospects for being hired.

Since the resumes were identical except for the age of the

applicants, this case seems to indicate a reluctance on the

part of the respondents to hire an older worker, similar to

the findings of Haefner (1977) and Locke-Walsh and Conner

(1980).

Perhaps the respondents mistakenly perceived the 58-

year old job-seeker as less willing to take risks, as the

memo called for, or as more costly to the organization in

terms of salary and expected short work life. According to

research referred to earlier in the literature review,

specific characteristics such as risk aversion are not

56



57

necessarily predictable at specific ages (Belsky, 1990).

Furthermore, the time one spends working varies with the

individual, who must consider personal and economic

conditions. But polls have consistently shown that a

majority of people over the age of 50 want to continue

working past the traditional retirement age (AARP, 1988a).

Older workers who have difficulty gaining employment often

give up the search out of frustration or take low paying,

menial work (Atchley, 1988). Though workers over 50 have a

lower unemployment rate than their younger counterparts

(NCEP, 1986), once unemployed, they have a much longer

period of unemployment than any other age group (Morrison,

1983). As this particular exercise demonstrates, the older

worker was more likely to remain unemployed.

Addressing Employee Behavior Problems: Exercise 2

In confronting an older worker's behavior, participants

believed that the older employee would present a much

greater challenge for the manager concerned with changing

his behavior than the younger employee. The preferred

strategy used to handle the situation was quite different

between each version. In the younger version, though most

believed it would be very difficult to change the employee's

behavior, the majority of respondents assumed the 32-year

old employee could be encouraged to do so. In the older

version, nothing in the identical memo suggested the 60-
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year old employee could not change his behavior, yet a

majority of the respondents preferred to transfer 
the

employee's duties to someone else.

The responses in this exercise are consistent with the

stereotype that older workers are resistant to change and

have inflexible work attitudes (Fleisher and Kaplan, 1980;

Rumple and Lyons, 1983). Similar attitudes were once used

by employers to justify setting age-limits in employment

(DOL, 1965). Yet many older people are very adept at

change. In their daily lives, they have experienced various

social, personal, and even career changes (Lefkovich, 1992),

and they have years of knowledge and experience to draw

upon.

However, the strategy employed by the older version

respondents, whether designed to quickly alleviate the

problem or to avoid a confrontation, deprives the employee

of important feedback which could prove beneficial in that

his behavior and performance might improve. And the manager

also misses the opportunity to validate his or her own

assumptions and to make appropriate changes in their own

behavior.

Job Training: Exercise 3 and 6

The job training exercises concerned the assumption

that a worker's motivation, skills, and ability to learn new

tasks decline with age. In the first training exercise, the
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respondents showed substantial willingness to retain 
and re-

train an older worker whose skills had become obsolete.

Between the two versions however, respondents favored the

training of the younger employee slightly more than the

older worker. Perhaps in a situation such as this, the

alternative options of termination or training at the

employee's own expense were too drastic. The respondents

may have believed that there was no other viable choice but

to train the older worker. Whatever the reason, age does

not appear to have significantly influenced the decision in

this case.

In the second training exercise, respondents were

cautioned to be much more selective in choosing training

applicants due to budget constraints. Interestingly,

respondents were still quite supportive of sending the young

employee for additional training. However, support for the

older employee substantially declined, and almost half

refused to provide training funds for the older employee.

Respondents may have been influenced by the budget

restraint, or by how they perceived the employees in terms

of motivation for seeking additional training. Both

employees were viewed by a majority of the respondents as

wanting to keep up with current technology, the younger

employee only slightly more so than the older employee. But

this did not translate into positive action for the older

worker. A large proportion of the older version respondents
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believed that the older employee's motivation for wanting to

attend the training seminar rested on gaining a share of the

training budget. Whether this was enough to sway their

decision is only speculation. In the younger version

however, the perception that the employee wanted to improve

his skills may have been a positive factor in the approval

of training funds.

These exercises suggest that under particular

conditions such as tight fiscal constraints, or in which the

manager is not compelled to make a need-based decision,

managers may be more susceptible to their assumptions about

older workers. Job motivation for example, has not been

shown to be a decreasing function of age (Rhodes, 1983).

Yet it is often assumed that older workers lose the

motivation to advance their careers as they near retirement

(McConnell, 1983). In such cases, the older worker is

squeezed out of opportunities for career development.

Studies have consistently shown however, that job motivation

is highest among older workers (Doering, Rhodes, and

Schuster, 1983). What appears to be lowered motivation may

actually be the result of non-age related conditions, such

as the environment, the job itself, or organizational

policies (Avolio, Waldman, and McDaniel, 1990).

Older workers especially may find themselves in need of

additional training due to continuous technological advances

which were not available when they began their careers. And
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in the absence of such training, performance has been shown

to decline (Sparrow and Davies, 1988). Though they may

require more time, older workers do respond well to training

(Stewart, 1969) and are as trainable as younger workers

(Sieman, 1976). Yet older workers continue to be

underrepresented in training programs (Maynard, 1990).

Promotion: Exercises 4 and 5

In the first promotion exercise, a majority of the

older version respondents rated the 61-year old employee as

qualified for promotion and a better prospect for success

should he be promoted. However, a majority of respondents

refused to recommend a promotion for the older employee

despite a high rating of anticipated success. In the

younger version, the 32-year old employee was not considered

a good promotion candidate and was not recommended for

promotion.

The second promotion exercise followed a similar

response pattern. In this case, more than half of the

respondents in both versions rated the candidates as

qualified for the position, but they approved the younger

worker slightly more than the older employee. Again, more

than half refused to recommend a promotion. Overall, in

both exercises the older worker was seen as a promising

promotion candidate but in both cases he was refused a

promotion. This appears to be an emerging pattern of
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exclusion.

Employers may, as these promotion cases suggest, value

an older worker's experience, yet tend to think of them as

less promotable. Perhaps a shorter work life is expected,

or notions that they lack the skills necessary for a

demanding, changing environment. The return-benefit factor

(Cox and Nkomo, 1992), or the period after promotion the

organization is expected to derive benefits, may also play a

role here. Although the likelihood that a worker will

remain with an employer has been shown as an increasing

function of age (Hall, 1982), Cox and Nkomo (1992) found

that anticipated benefits after promotion is a substantial

disincentive when making promotion decisions. This puts the

older worker at a clear disadvantage.

Limited upward mobility tends to discourage any worker,

but the older worker is hit especially hard. It is not as

likely for older employees to leave a job in search of

another (Mergenbagen, 1991). Instead, they oftentimes

become stuck in a seemingly nowhere situation, or opt for

early retirement when they feel they are no longer

considered useful to the organization.

Equitable Compensation: Exercise 7

The respondents in this exercise were less concerned

with keeping the older employee than those responding to the

younger version. In terms of pay equity, a large proportion
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of older version respondents preferred to offer the 59-year

old employee a much smaller salary increase than the 30-year

old worker. According to the National Commission on

Employment Policy (1986) and research by Andrisani and

Daymont (1987), the earnings of older workers do increase at

a smaller rate than their younger counterparts.

This exercise illustrates the assumptions that older

workers will take less money since they have few alternative

employment options available, or are nearing retirement and

are already better off financially (Herz and Rones, 1989).

Yet there are those who do continue working out of financial

need, unable to depend on their anticipated or current

retirement income. The American Association of Retired

Persons (1989) reports that one of the primary reasons

stated by workers over the age of 50 for continuing to work

is their need for additional income. Regardless of motives,

when employers assume they can provide less compensation to

an older employee, they are discriminating.

Of the seven exercises reviewed, the older worker was

evaluated lower than the younger employee in all but one

exercise. In terms of differential treatment, the

likelihood of positive action, such as training at company

expense and favorable disciplinary procedures, was greater

for the younger employee in all but two exercises.

Respondents did show a willingness to retain an older

worker in need of training, and expressed a concern for
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extending the working life of an older worker in the

compensation exercise. Yet the overall evaluations and

treatment of the older worker, as compared to the younger

employee, indicate an age-related reluctance on the part of

the public sector respondents to advance the opportunities

of older workers.

The generally negative evaluations of older workers in

the case exercises are in contrast to the overall favorable

responses to work issues. Participants believed that older

workers are treated fairly well in the work environment and

they favored affirmative action programs to increase older

worker opportunities. They also supported policies which

again would aid the older worker such as phased retirement

and flexible work schedules.

The differences between the employee appraisals and the

opinion survey suggest several possibilities. The

respondents may have assumed that certain situations

warranted particular action. For example, respondents may

have been concerned in the hiring or promotion phase over

how long an older employee would remain with the

organization afterwards. Though this is a valid concern, it

is nonetheless an expectation which presents obstacles for

older workers interested in continuing their careers.

Another way to look at the differences is that

stereotyping is a subconscious behavior (Falkenberg, 1990).

As stated before, managers may be unaware that their
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behavior toward older workers is based on unconscious

assumptions about older people in general. Rational

assessments of employees based on limited information can be

skewed by unfounded preconceived notions, even though one

may openly advocate greater opportunities for the object of

their assumptions.

Bivariate Analysis

Bivariate analysis of respondent characteristics with

respondent decisions to the in-basket exercises failed to

produce statistically significant results. Older

respondents gave higher evaluations to and were more likely

to train, promote, and compensate the older worker than

younger respondents. In both promotion and the compensation

exercises, the outcome was different for the older worker.

This suggests that older respondents are much more aware of

skill obsolescence, career stagnation, and financial

security than younger respondents. But between the

employees depicted in the exercises, older respondents

showed a preference for sending the younger employee for

training and were very pessimistic about older worker

behavior. Overall though, it seems older workers fare

better under the supervision of an older manager.

The differences in gender responses indicate that

females are more receptive to older workers than males. In

every exercise, the female respondents gave the older
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employee higher evaluations and displayed more 
positive

action toward the older worker than did the male

respondents. In all but two cases, discipline and hiring,

females showed a clear preference for the older worker

rather than the younger one. In three of the seven

exercises, both promotion cases and compensation, the

outcome changed for the older worker. Only in the promotion

exercises did males slightly favor the older worker over the

younger employee.

The response pattern between males and females is in

contrast to the O'Brien et.al study (1986), which concluded

that male attitudes were more favorable toward older workers

than females. But unlike the O'Brien opinion survey, this

study employed simulated management exercises in an effort

to capture decision making in a work context. The response

pattern in this study suggests that females may be more

attune to career opportunities and pay equity, perhaps a

reflection of their own experience in the work environment.

Management experience did not reveal a consistent

pattern to influence the outcome. Respondents with six or

more years of experience in a management position did

believe that the older worker's behavior could be more

easily changed than the younger man. They also preferred to

encourage a change in behavior rather than deprive the older

worker of an opportunity to better himself. Yet this

positive attitude did not necessarily translate into
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positive action in the other exercises. In fact,

respondents with more management experience tended to 
favor

the younger employee over the older worker in all but 
the

promotion exercise. This was surprising. It was believed

that the more experienced managers would be more responsive

to the older worker by virtue of their experience. Further

analysis of this group revealed however that the majority of

managers with six or more years of experience were between

the ages of 40 and 49, which also made up the bulk of

younger respondents cited above. In this study, it appears

that age more than management experience affects older

worker appraisals and treatment.

This chapter analyzed and interpreted the survey

responses. The last chapter will draw conclusions based on

this analysis and provide recommendations for future human

resource strategy and research.



CHAPTER V

CONCLUSIONS

This study is largely a replication of earlier surveys

conducted by Rosen and Jerdee (1976b, 1977) on private

sector managers and business students, and whose results

have been cited in many works as reliable and authoritative.

This analysis was conducted in an effort to determine

whether age influences public sector managerial evaluations

and treatment of older employees. With few exceptions,

older workers received less favorable evaluations than

younger workers, though the differences were not extreme.

Only in one promotion exercise was the older worker rated

higher.

In terms of differential treatment, the older employee

was less likely to receive favorable treatment than the

younger employee in all but two exercises. The most notable

difference occurred when respondents were confronted with

the prospect of inducing changes in an older worker's

habits, suggesting stereotypes are more acute when

addressing behavior.

The overall response patterns in these exercises,

considering the employees in each case were identically

depicted except for age, suggests that the respondents were

influenced to some degree by the employee's age in the work

68
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situations. Furthermore, the generally positive attitudes

of respondents toward age-work issues provides additional

evidence for this conclusion.

The relevant implications involved in the present study

concern human resource management of and planning for older

workers. In light of the demographic, technological, and

legal trends taking place, age bias in the workplace may

affect staffing considerations in human resource planning

and the effective utilization of older workers.

As stated in Chapter I, the workforce is aging along with

the general population. The median age of the labor force

is rising and expected to do so well into the next century.

More older employees are wanting to extend the working

lives, and with fewer skilled workers and the influx of

women into the labor market (Fullerton, 1991), the workplace

will undergo profound changes.

Public administration in particular is expected to face

increased pressure to expand the employment opportunities of

older workers. Fifteen percent of the public sector

workforce is 55 years of age or older and nearing retirement

age within the next decade (Doeringer and Terkla, 1990).

Advanced technologies which will require more education and

training, could affect more than 35 million workers (Bracker

and Pearson, 1986). At the same time, global competition

and a cyclical economy are forcing a downsizing of

operations and hiring freezes (Boehmer, 1990). Public



70

practitioners are facing a high demand for services with

fewer resources, making optimal performance difficult to

maintain (Slack, 1990).

In the legal arena, an explosion of age discrimination

litigation is expected in the coming decades for a number of

reasons: greater awareness of legal rights of older workers

due to higher educational levels (Miller, 1987); the aging

of the workforce has increased the number of workers who are

in the protected category (O'Meara, 1989); and reduction in

force campaigns and light job assignments which prematurely

phase out older workers have already pushed many out the

door and into legal challenges (Buonocore, 1992; Lefkovich,

1992).

All these factors put pressure on human resource

planners to respond to changing circumstances. The

challenges critical to public managers are its ability to

attract and retain high quality, skilled workers (McBriarty,

1988) by creating an environment which motivates individuals

to optimal performance and from which a fair reward system

is witnessed (Avolio et al., 1990).

Recommended Strategies

Personnel planners and managers need to develop

strategies for increasing awareness of older worker

abilities, workplace age bias, and for facilitating longer

work lives. Interventions can do much by way of preventing
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burn-out, skill obsolescence, and the loss of experienced

workers, which in turn seriously affect the functioning of

the organization (Rosen and Jerdee, 1990). The following is

a brief discussion of some of the current strategies

available which can benefit all employees.

Training Seminars on Aging

Before any organizational changes can succeed there

must be a commitment to the philosophical principles

involved by the individuals responsible for implementation.

Seminars on aging should focus on managers, supervisors, and

personnel specialist becoming knowledgeable about current

and emerging issues in aging and work. These seminars

provide the opportunity to dispel the myths about older

workers, to become aware of their training needs, their

preferences, and to review current legislation. This

provides a foundation from which effective methods of

supervising senior employees can be identified and

developed.

Implementation of such seminars can be accomplished in

several ways with minimal costs. Regional training centers,

such as the one provided by the North Central Texas Council

of Governments, offer a variety of programs focusing on

supervisor training, but are also for local government

employees in that region (Carpenter, 1986). Training is

tailored to suit the specific need and is held either at the
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center or on-site.

Local universities and community and state agencies on

aging will often provide their own staff for conducting

seminars. These centers also provide literature to agencies

interested in developing and conducting their own in-house

training.

From the current survey, training seminars regarding

older workers have received very little attention. But

training programs of this nature have proven to be very

successful in changing how older workers are perceived and

have resulted in better management decisions. One program

developed by the Andrus Gerontology Center (Dennis, 1988)

was administered nationally to 60 organizations, including

government agencies. The results from the program indicated

a higher percentage of managers were positively influenced

by the training. A majority reported that they had a better

understanding of older employees resulting in an improved

working relationship, and that there was an increased

likelihood of developing retention plans for older workers.

Develop a Retention Strategy

The purpose of a retention plan is to extend the

working lives of older workers and to provide agencies with

needed staffing and experience. Not everyone will want to

continue working past the traditional retirement age. A

number of factors will affect the decision to retire, such
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as health and finances (AARP, 1989). Furthermore,

organizations may find a need to freeze or pare down

staffing in an era of declining budgets. But for those who

wish to continue working, and for agencies confronting the

prospects of personnel shortages due to a retirement bulge

(Doeringer and Terkla, 1990), a retention strategy can be

beneficial for both. There are several types of work

schedules and arrangements which can be used, depending on

organizational needs.

Alternative types of work arrangements are becoming

increasingly popular. Flex-time for example, is fulltime

work which allows variation in hours set by management and

requires a specific amount of hours to be accomplished in a

given time period (Olmstead and Smith, 1990). It is a

relatively low-cost strategy but used by only 11 percent of

public sector organizations (Rosow, 1990). There are

variations in how it is administered, but overall surveys of

public sector use have shown that the application of

flexible scheduling may reduce turnover, absences, and

sick-leave (Golembiewski and Proehl, 1980; McGuire and Liro,

1987).

The use of part-time work in the U.S. has risen

steadily over the past two decades (Summ and Fogg, 1990).

It benefits both workers and employers by meeting the

employees' personal needs and by providing sufficient

staffing needs to the employer (Cronin, 1988).
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Phased retirement is a part-time work arrangement that

provides a period of transition from full-time work to

complete retirement (NCEP, 1986). This prevents an abrupt

halt in work which forces the worker to suddenly adjust to

retirement. It is also useful in that it retains for a

period of time the skill and knowledge of the trained

employee while providing the time to hire and train a

replacement (Paul, 1987).

Job-sharing is also a part-time arrangement in which

two people share the responsibilities of the same job

(Olmstead and Smith, 1989). This allows continuity of a job

that cannot be done on a half-time basis while meeting the

needs of the workers who cannot or do not wish to work full-

time.

Job re-design involves altering the physical

environment in which a job is performed or restructuring how

the work is to be accomplished (Paul, 1988). It is

extremely beneficial for workers who are experiencing health

problems (Rosen and Jerdee, 1985). Extra work-station

lighting or enhanced computer displays enable any employee

to continue working who might have otherwise taken

disability or early retirement (Paul, 1988).

The different types of schedules and arrangements cited

above have gained alot of attention and are increasing in

popularity. Survey respondents were very supportive of

flexible scheduling and phased retirement. And surveys have
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consistently shown that workers would like to continue

working in some capacity beyond retirement (Harris and

Assoc., 1981; Mantovani and Sheppard, 1982; AARP, 1990).

To successfully implement such programs requires a thorough

examination of internal needs and existing programs in order

to fit the right arrangement with the right people. Costs

will also be of concern, but with proper analysis and

preparation beforehand, the benefits may outweigh the costs

incurred (Paul, 1988).

Examine Current Needs and Practices

Agencies can accomplish many objectives by reviewing

their own internal resources. For example, internal

evaluations enable managers to detect the training needs of

their employees. Tucker's (1985) large scale survey of the

training needs of the U.S. Geological Survey revealed

several findings. The self-reported survey of supervisors

and subordinates over the age of 40 indicated their

awareness of technological advances and prospects of skill

obsolescence. A majority of respondents stated that

advanced training in management skills and computer

technology would enable them to be used more effectively and

induce the prospects of a longer worklife. Surveys of such

magnitude are not necessary for all organization, but if

done properly, such an analysis can curtail emerging

problems by revealing areas in most need of attention.
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Internal evaluations can also detect sources of

potential bias in such areas as recruitment and performance

appraisals. Managers can determine whether the agency's

appraisal system is a relevant and fair evaluation of

performance or whether the method of application has the

potential for bias (Sterns and Alexander, 1988). For

example, supervisors who are not properly trained or who

have no clear understanding of job requirements can result

in faulty evaluations (Cascio, 1982).

Public practitioners who take an interest in and

actively seek to accommodate and include older workers in

their plans will find their efforts worthwhile. Rosen and

Jerdee's (1990) survey of 3,850 human resource specialists

found that the organization itself is a contributing factor

in the career problems of older workers. Almost half of the

respondents (47.9 percent) reported already experiencing

moderate to extreme problems of skill obsolescence and

"plateauing". Some of the reasons cited were the absence of

organizational flexibility, lack of accurate problem

identification techniques, and little support for

additional training, which in turn have had a significant

impact on the careers of older workers and on the

organization's ability to perform at an optimum level.

Public sector policies and practices have not, however,

kept up with the changing trends (Gollub, 1987). Government

on all levels is considered somewhat "complacent" in efforts
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to recruit and retain quality older workers (Romzek, 1990,

p.374). Organizational policies and practices will require

an age-neutral perspective in order to effectively maintain

the best and the brightest and to eliminate the drain of

important experience and knowledge due to poor management

decisions.

Future Research Suggestions

This analysis can serve to heighten awareness of aging

and work issues among public sector personnel strategists.

By incorporating more in-depth analysis of older employees

into their daily work routines, managers and co-workers can

become better informed in terms of an older worker's

abilities, needs, and preferences. This research cannot

however, be generalized to the larger population of public

managers for several reasons. The sample size (N=79) was

not large enough to draw definitive conclusions. The target

population was not truly representative of the larger

population, but instead drawn from the MPA directory of the

University of North Texas.

Additionally, current graduate students were not

included in this survey, some of whom may already be in

management positions. For various reasons, this analysis

was limited in scope, yet interesting information concerning

the participants surveyed was revealed. For this reason,

further analysis seems warranted.
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This particular research can be expanded on a large

scale to include a nationwide sampling of public

practitioners. This would provide a more inclusive analysis

of the influence of age on evaluations and treatment of

older workers by public administrationists and would be

generalizable to the larger population.

Variations can also be made to provide a separate

analysis of particular areas in which weaknesses in the

instrument were noticed or where further research would seem

promising. For example, though the respondents were asked

if their organization provided seminars on aging, they were

not asked whether they attended such seminars, the content

of these seminars, or whether these seminars made any

difference in worker/manager relationships. A longitudinal

study on the effects of age-related training seminars on

managerial perceptions and behavior toward older workers

could confirm or disprove the previous findings of the

Andrus Gerontology (Dennis, 1988) research in which positive

results were obtained. This information could then be used

to determine the merits of such seminars in the public

sector.

Race in this instance was not analyzed due to the

incomplete categorization of respondents. In other words,

the term "other" was inserted to capture the remainder of

participants not responding to white, Hispanic, or black.

This was possibly an error in that it fails to provide an



79

accurate respondent profile and prevents a complete analysis

of responses by race. Therefore, the effects of an

evaluator's race on performance appraisals and treatment of

older workers could be an interesting investigation.

Additionally, this research raised the possibility that

gender and age of the evaluator are positive factors in the

evaluations of older workers. These demographic

characteristics could be included in the analysis on race or

as separate research studies.

As stated before, current students of public

administration were not included in this research. A

comparison of responses between current practitioners and

students may reveal differences that reflect upon the public

administration curriculum. For example, lower evaluations

by students may indicate a need to introduce age-work issues

into the core courses, where instruction often ignores the

older worker except in the context of federal law. Dr.

Charldean Newell of the University of North Texas MPA

faculty, stated that age is only briefly discussed in Public

Personnel Management courses and that such discussions focus

primarily on the Age Discrimination in Employment Act.

The public sector's primary responsibility is to

meet the needs of the public it serves. Its success depends

on the contributions and full utilization of its workforce.

Increased awareness of aging and work is central in

eliminating negative age bias in the workplace and in
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producing sound management decisions regarding the effective

use of human resources. In doing so, the public is better

served.
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University of North Texas

College of Arts and Sciences
Public Administration Program

August 5, 1992

Dear North Texas Alumnus,

The department of Public Administration is currently conducting research

into management practices. We have chosen MPA alums for our database. We

would appreciate your help in this project.

Enclosed is a survey questionnaire that, though appearing burdensome,
will take approximately 10 minutes of your time to complete. We ask that you

complete the survey yourself, since it is your response we are interested in.

Upon completion, please seal the survey in the enclosed envelope and return it

to the department no later than September 1, 1992.

We appreciate your cooperation in this matter. If you have any

questions, please feel free to call me at 817-565-2332.

Sincerely,

Dr. Sam Nunn

P.O. Box 13136 s Denton, Texas 76203
8171565-2276
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AIM OF THIS SURVEY

In the course of a busy workday, the typical manager is faced with

a variety of decisions involving the behavior of other people. Some of

these decisions involve personnel actions such as selection, promotion,

and discipline. Other decisions involve more subtle questions, such as

the choice of a leadership style or a motivational approach. The aim of

this exercise is to explore the ways managers form impressions, digest

facts, size up situations, and determine appropriate administrative

actions.

The exercise is in the form of a series of six "in-basket"

organizational problems that could arise during the course of a normal

workday, along with a short questionnaire about business practice. The

background information at the end is for our use in tabulating the

responses.

THE SITUATION

Try to put yourself in the following situation: For several years

you have been employed in various managerial jobs at UNISCO, a public

organization employing about 5,000 people. Recently the decision was made

to consolidate several divisions under one new division, to be called

Municipal Services (MS), and you have just been put in charge of this new

division. As MS's manager, your responsibility is to act as

troubleshooter, resolving the daily problems and conflicts that come up.

Your boss has asked you to take complete charge and make your own

decisions. He has said, "Be decisive and I'll back you to the hilt - as

long as you are right."

Currently, you are faced with a number of decisions represented by

the attached in-basket items. For various reasons, you must act on these

items yourself and cannot delegate them to others. Please indicate how

you would react to each memorandum, and them complete the questionnaire at

the end.

1

Memorandum To: Director, MS Division

From: UNISCO

We have decided to hire a new Finance Officer to manage our

substantial capital surplus, and I would like to get your opinion on a

candidate for this position. The job requires an individual with a good

knowledge of tax law and of finance and accounting, but this is more than

a routine finance job. Our governing council has advised me that they

want us to follow an aggressive, high-risk strategy with these surplus

funds. Accordingly, we want a person who not only knows the field of

finance, but also is capable of making quick judgments involving high

risks, a person who can operate effectively under the pressures associated

with high finance.

Our consultants have located a person who they think can handle the
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job, but I'm not sure. Therefore, I am checking it out with you and other

key executives. There won't be time for you to meet the candidate, but I

would like to get your reaction on the basis of the attached resume.

Please get this back to me right away.

Resume

NAME: John Watkins

POSITION APPLIED FOR: Finance Officer

AGE: 29

PLACE OF BIRTH: Chicago, Illinois

MARITAL STATUS: Married, one daughter

EDUCATION: Two years of college

RELEVANT WORK EXPERIENCE: Assistant VP, Trust Department, First National

Bank. Five years experience in all phases of the trust department

operation. Prior to 1971 in a family business. INTERVIEWER'S REMARKS:

He is a ready conversationalist with a good sense of humor. Acceptable

personal appearance. I'm impressed by his references. The people at

First National seem to regard him quite favorably.

Respondent:

Please make your accept-reject recommendation and your appraisal of the

applicant's potential, on the basis of the information given. Since the

information is quite limited, you will have to rely on your own immediate

reaction to the candidate, recognizing, of course, that you might want to

change it if you had more information.

1. Accept-reject recommendation (check one): Accept Reject

2. Rating of suitability for the job (check one):

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

2

Memo To: Director, MS Division

From: Customer Service Manager

Subject: Customer Complaints

I am sure you will recall that when you appointed me as manager you

advised me to come straight to you whenever I felt that other departments

were not giving sufficient support to our staff. We now have encountered
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such a situation, and it seems to be centered on one individual, namely

Alan Garfield, supervisor of our billing department.

Basically what it amounts to is that our customers cannot get their

inquiries about charges or billing errors answered satisfactorily. We

have followed the practice of establishing a direct link between customers

and the billing department, so that customers can get the fastest and most

accurate information possible on the status of their account. This has

always worked well, until Garfield took over the department. Now, when

anybody calls in with a question or complaint about their bill, the people

on Garfield's staff always switch the call to him, after which there is an

annoyingly long wait. Then Garfield finally gets on the line and gives a

complex, detailed explanation of billing department problems, ending the

a lecture on customer patience.

As you may know, Garfield, who is 60, has had many years of service

in this company but only three months' experience in the billing

department job. His previous experience was in the purchasing department

and mail room.

When we promoted him to the job last fall, I attempted to impress on

him the importance of being tactful with complaining customers, but it

doesn't seem to have done any good. I would appreciate it if you would

get this situation remedied as soon as possible, in order to ensure that

our customers obtain satisfactory services from the billing department.

Respondent:

1. How much difficulty would you anticipate in getting Garfield to

change his behavior?

no difficulty whatsoever

possibility of slight difficulty

moderate difficulty

fairly great difficulty

extreme difficulty

2. Which of the following solutions is best?

an ultimatum: change or else

a talk in which you encourage Garfield to change

suggest that he have someone else handle the calls

do nothing

tell the manager he must learn to live with

complaints

3

Memorandum To: Director, MS Division

From: Carl Warren, Chief of Computer Operations

Subject: Programmer Efficiency

As you know, the new computers have been installed and we have now

completely switched over to a new computer language for all of our control

procedures. One of our programmers, Ronald Woodcock, is completely
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unfamiliar with the new language and has made several costly programming

mistakes. Ronald was never exposed to the new language when he attended

computer programming school five years ago. Ronald would have to be

retrained in order to be of much use to us in the future. The training

could cost us over $2,000 in expenses and lost time. On the other hand,

we could terminate Woodcock and hire a newly trained programmer in a

matter of days.

I've attached Woodcock's personnel file. How do you think we should

handle this problem.

Personnel File

NAME: Ronald Woodcock

AGE: 31

PLACE OF BIRTH: Burlington, VT

MARITAL STATUS: Married, two children

RELEVANT WORK EXPERIENCE: Computer Programmer, First Federal Bank of

Vermont. Sales Clerk in a medium-size firm in Burlington.

MILITARY EXPERIENCE: Army

PERFORMANCE APPRAISAL: "Seems to prefer routine assignments-probability

of promotion indeterminate at this time."

Respondent:

Please evaluate the following administrative actions:

1. Send Ronald for additional training at company expense.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

2. Suggest Ronald take a leave of absence and get the additional training

at his own expense.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

3. Terminate Ronald and hire a new fully-trained computer programmer.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable
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4

Memorandum To: Director, MS Division

From: Assistant Director of Transportation

I have followed up on your suggestion that we see if any of our

representatives are qualified for promotion to the Transportation

Director's job at MS. There is one candidate, Lawrence Evans, who might

be suitable for this position. He has been with UNISCO for about six

years and during that time he has done a good job on somewhat routine

assignments.

Would you please review this information and give us a verdict as

soon as possible? If we have to go outside to fill this position, it

might take us quite a while to find suitable recruits.

Please bear in mind that this is a responsible position that calls

for a high degree of creativity and innovative thinking. We need a person

who can develop fresh solutions to challenging problems involving the

governing council, the Highway Department, and our own staff. Moreover,

we need a farsighted person who can predict long term trends. A summary

of Lawrence Evan's record is attached.

Lawrence Evans

Evans has been a member of our Central Division staff

for about six years and his performance appraisals

during that time have been favorable. His supervisor

reports that he is a competent, methodical person.

Before joining our organization, Evan's experience

was in planning, preceded by a civilian job

on a Navy base. He is 61 years old, married with a

son and daughter.

Respondent:

1. Would you promote this candidate?: yes no

Please evaluate the candidate on the following scales.

2. How favorable is the outlook for successful performance by Evans in

the new position if he's promoted?

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

5

Memorandum To: Director, MS Division

From: Operations Officer

Subject: Creation and Staffing of Another Supervisory Position for

the Information Systems Unit
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We now have 30 women working under the supervision of just one

person in the information systems unit. As you know, the information

clerks receive phone calls regarding permits, fees, and regulations. Each

information clerk works at a computer console which has been programmed to

display current data. The system is designed so that the clerk can give

information almost instantly.

Lately, callers have complained that they have been getting busy

signals and when they finally do get through to a clerk, they often

experience long delays. What is worse, they have complained about

excessive mistakes by the information clerks.

I have discussed the problem with Ruth Farrell, the information unit

supervisor, and she is quite eager to get some supervisory help. She

feels that the addition of a second information unit supervisor would go

a long way to remedy many of the problems in the unit. In fact, she has

made some good suggestions on how we could split the unit into two units

based on building zones.

The supervisor of the new unit would have complete responsibility

for monitoring the clerks' calls, checking on accuracy, and helping

implement our manual operations when the computer is "down."

Turnover among our present staff of information clerks has been

quite high. However, we do have one clerk, Ida Carson, who might be

considered for the new supervisory position. Her file is enclosed. I'd

be interested in your reactions. Please keep in mind that we need a

person who is mentally alert, adaptable, and able to remain calm in crises

caused by computer malfunctions.

NAME: Ida Carson

AGE: 28

MARITAL STATUS: Married

EDUCATION: High School Graduate

One semester junior college

PRIOR WORK EXPERIENCE: Housewife, part-time secretary

SUPERVISORY COMMENTS: Mrs. Carson has worked for UNISCO as an information

clerk for three years. She appears to be a quiet person who follows

orders well. Last year she missed about three weeks work as a result of

a gall bladder illness. She appears to be fully recovered now.

Respondent:

1. If the new supervisory position is created, how would you rate Mrs.

Carson's suitability for the job?

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

2. Accept-reject recommendation (check one): _ accept reject
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3. How would you evaluate the idea of creating a second supervisory

position for the information systems unit?

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

6

Background Information:

Ralph Adams, 63, has a two-year certificate in industrial

technology. He has been a member of the production staff

for ten years. With the recent expansion, he was reassigned

from UNISCO main offices to the new MS division. He has

worked on routine assignments in time study and production

scheduling. His performance evaluations have been

"satisfactory."

Memorandum To: Director, MS Division

From: Ralph Adams

Subject: Production Seminar in Atlanta

I would like to attend the production seminar later this month in

Atlanta. Several other members of the production staff, including one new

employee, have attended similar seminars during the last few years. I

feel that participants can learn about new theories and research relevant

to production systems at these conferences. The conference is scheduled

for two weeks, October 6-17. Please let me know as soon as possible.

Note: The company policy has been to pay full salary and all expenses for

employees who are selected to attend conferences. Since the budget for

such activities is limited and many requests come in each year, division

directors must be very careful who they select.

Respondent:

Please evaluate the following managerial actions.

1. Do not grant Ralph Adams's request to attend the two week conference.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

2. Suggest Ralph attend at his own expense during his vacation.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable
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3. Allocate funds so that Ralph can attend the conference.

strongly moderately slightly slightly

undesirable undesirable undesirable desirable

moderately strongly

desirable desirable

How would you size up Ralph's motives for wanting to attend the

conference?

4. Ralph wants to get his share of the training budget.

very moderately
unlikely unlikely

slightly
unlikely

slightly
likely

moderately
likely

Ralph wants to keep up to date on production systems.

moderately

unlikely
slightly

unlikely
slightly
likely

moderately

likely

Memorandum To: Director, MS Division

From: Personnel Director

Re: Salary Review for Dan Hopkins
It is now time to make a decision on Dan Hopkin's salary, under our policy

of annual reviews. Relevant information form his personnel file and our

current compensation summary are attached. I have also attached a memo

from Hopkins. Money is tight this year, but some adjustments may be in

order, if we want to keep him.

Current Compensation Summary for District Managers:

Manager

Lambert
Miller

Overstreet
Pearce

Hastings
Hopkins

Performance

Satisfactory
Outstanding
Satisfactory

Acceptable
Satisfactory

Satisfactory

Years in Position

Four
Four
Two

Two
Six

Five

Mo.Salary

$1900
2200
1750
1700
2200
1900

Performance Appraisal for Dan Hopkins:
Current Position: Northwest District Manager

Years in Position: Five

Current Monthly Salary: $1900

Prior to 1971: Partner in a family-owned store

Performance Appraisal for Current Year:

Operating efficiency: Satisfactory

Creative performance: Acceptable

Technical performance: Satisfactory

very
unlikely

very
likely

7

very
likely
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Administrative performance: Very good

Overall rating: Satisfactory

Summary comparison with others in similar position: Satisfactory

Potential for development: Can handle present job well. Hopkins 1

an older man who may be able to perform at a higher level, but

prospects are not overly bright.

Personal Information:

Memorandum To: Pers

From: Dan Hopkins

Age 59, married, two years of college.

onnel Director

I believe that a favorable decision should be made on a salary

increase for me. My performance has bee good and I feel that I deserve a

substantial salary increase this year. To be more forthright about it, I

feel that I am greatly underpaid at present and to continue on this basis

would put an increasing strain on my relationship with MS.

Respondent:

1. How concerned would you be about keeping Hopkins?

very moderately slightly slightly moderately very

unconcerned unconcerned unconcerned concerned concerned concerned

2. What is the absolute minimum monthly salary increase you think you

could give him and still expect to keep him?

$0_ $25_ $50 $75_ $100 $125

$175 $200 $225

3. How large a monthly increase do you recommend for Hopkins?

$0 $25_

$150_ $175

$75 $100

$200 $225

8

Respondent:

Please complete the following mini-opinion survey regarding policy issues.

I. How adequate are current practices in regard to the following topics?

Health and Safety of Employees:

$150

$50 $125



completely moderately slightly slightly

inadequate inadequate adequate adequate

Treatment of Older Employees:

completely moderately slightly slightly

inadequate inadequate inadequate adequate

Treatment of Female Employees:

completely moderately slightly slightly

inadequate inadequate inadequate adequate

Treatment of Minority Employees:

completely

inadequate

moderately slightly slightly
inadequate inadequate adequate

moderately

adequate

moderately

adequate

moderately

adequate

moderately

adequate

completely

adequate

completely

adequate

completely

adequate

completely

adequate

How familiar are you with the provisions of

Act?

Title VII of the Civil Rights

very moderately
unfamiliar unfamiliar

slightly
unfamiliar

slightly moderately
familiar familiar

How familiar are you with the Age Discrimination in Employment Act?

very moderately slightly
unfamiliar unfamiliar unfamiliar

slightly moderately
familiar familiar

II. To what extent do you oppose or favor each of the following?

Flexible work schedules for employees:

very strongly
oppose

strongly
oppose

mildly
oppose

mildly strongly very strongly

favor favor favor

Phased retirement options:

very strongly
oppose

strongly mildly
oppose oppose

mildly
favor

strongly very strongly

favor favor

Greater Emphasis on Affirmative Action for.. .

Minorities

very strongly
oppose

strongly
oppose

mildly
oppose

mildly strongly very strongly

favor favor favor

92

very
familiar

very

familiar
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Females

very strongly
oppose

Older Workers

very strongly

oppose

strongly
oppose

mildly
oppose

strongly mildly
oppose oppose

mildly strongly very strongly

favor favor favor

mildly
favor

strongly

favor

very strongly

favor

Company-provided day-care facilities for pre-school children of employees

very strongly

oppose

strongly mildly
oppose oppose

mildly strongly very strongly

favor favor favor

BACKGROUND INFORMATION

(for statistical purposes only)

A. Personal Information

1. Your age: 20 - 29
30 - 39

40 - 49

50 - 59

60+

2. Sex: Female Male

B. Job Information

1. Are you currently in a management or supervisory position? yes no

2. If you work for the government, please indicate

local government.

federal, state, or

We would be interested in any comments you may have on this survey, any

questions you think should have been added, or any examples that you think

might add realism or interest to future write-ups of the findings of this

study.
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AIM OF THIS SURVEY

In the course of a busy workday, the typical manager is faced with

a variety of decisions involving the behavior of other people. Some of

these decisions involve personnel actions such as selection, promotion,

and discipline. Other decisions involve more subtle questions, such as

the choice of a leadership style or a motivational approach. The aim of

this exercise is to explore the ways managers form impressions, digest

facts, size up situations, and determine appropriate administrative

actions.

The exercise is in the form of a series of six "in-basket"

organizational problems that could arise during the course of a normal

workday, along with a short questionnaire about business practice. The

background information at the end is for our use in tabulating the

responses.

THE SITUATION

Try to put yourself in the following situation: For several years

you have been employed in various managerial jobs at UNISCO, a public

organization employing about 5,000 people. Recently the decision was made

to consolidate several divisions under one new division, to be called

Municipal Services (MS), and you have just been put in charge of this new

division. As MS's manager, your responsibility is to act as

troubleshooter, resolving the daily problems and conflicts that come up.

Your boss has asked you to take complete charge and make your own

decisions. He has said, "Be decisive and I'll back you to the hilt - as

long as you are right."

Currently, you are faced with a number of decisions represented by

the attached in-basket items. For various reasons, you must act on these

items yourself and cannot delegate them to others. Please indicate how

you would react to each memorandum, and them complete the questionnaire at

the end.

1

Memorandum To: Director, MS Division
From: UNISCO

We have decided to hire a new Finance Officer to manage our

substantial capital surplus, and I would like to get your opinion on a

candidate for this position. The job requires an individual with a good

knowledge of tax law and of finance and accounting, but this is more than

a routine finance job. Our governing council has advised me that they

want us to follow an aggressive, high-risk strategy with these surplus

funds. Accordingly, we want a person who not only knows the field of

finance, but also is capable of making quick judgments involving high

risks, a person who can operate effectively under the pressures associated

with high finance.
Our consultants have located a person who they think can handle the

job, but I'm not sure. Therefore, I am checking it out with you and other
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key executives. There won't be time for you to meet the candidate, but I

would like to get your reaction on the basis of the attached resume.

Please get this back to me right away.

Resume

NAME: John Watkins

POSITION APPLIED FOR: Finance Officer

AGE: 58

PLACE OF BIRTH: Chicago, Illinois

MARITAL STATUS: Married, one daughter

EDUCATION: Two years of college

RELEVANT WORK EXPERIENCE: Assistant VP, Trust Department, First National

Bank. Five years experience in all phases of the trust department

operation. Prior to 1971 in a family business. INTERVIEWER'S REMARKS:

He is a ready conversationalist with a good sense of humor. Acceptable

personal appearance. I'm impressed by his references. The people at

First National seem to regard him quite favorably.

Respondent:

Please make your accept-reject recommendation and your appraisal of the

applicant's potential, on the basis of the information given. Since the

information is quite limited, you will have to rely on your own immediate

reaction to the candidate, recognizing, of course, that you might want to

change it if you had more information.

1. Accept-reject recommendation (check one): _ Accept Reject

2. Rating of suitability for the job (check one):

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

2

Memo To: Director, MS Division

From: Customer Service Manager

Subject: Customer Complaints

I am sure you will recall that when you appointed me as manager you

advised me to come straight to you whenever I felt that other departments

were not giving sufficient support to our staff. We now have encountered

such a situation, and it seems to be centered on one individual, namely
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Alan Garfield, supervisor of our billing department.

Basically what it amounts to is that our customers cannot get their

inquiries about charges or billing errors answered satisfactorily. We have

followed the practice of establishing a direct link between customers and

the billing department, so that customers can get the fastest and most

accurate information possible on the status of their account. This has

always worked well, until Garfield took over the department. Now, when

anybody calls in with a question or complaint about their bill, the people

on Garfield's staff always switch the call to him, after which there is an

annoyingly long wait. Then Garfield finally gets on the line and gives a

complex, detailed explanation of billing department problems, ending the

a lecture on customer patience.

As you may know, Garfield, who is 32, has had many years of service

in this company but only three months' experience in the billing

department job. His previous experience was in the purchasing department

and mail room.

When we promoted him to the job last fall, I attempted to impress on

him the importance of being tactful with complaining customers, but it

doesn't seem to have done any good. I would appreciate it if you would

get this situation remedied as soon as possible, in order to ensure that

our customers obtain satisfactory services from the billing department.

Respondent:

1. How much difficulty would you anticipate in getting Garfield to

change his behavior?
no difficulty whatsoever

possibility of slight difficulty

moderate difficulty

fairly great difficulty

extreme difficulty

2. Which of the following solutions is best?

an ultimatum: change or else

a talk in which you encourage Garfield to change

suggest that he have someone else handle the calls
do nothing

tell the manager he must learn to live with

complaints

3

Memorandum To: Director, MS Division

From: Carl Warren, Chief of Computer Operations

Subject: Programmer Efficiency

As you know, the new computers have been installed and we have now

completely switched over to a new computer language for all of our control

procedures. One of our programmers, Ronald Woodcock, is completely

unfamiliar with the new language and has made several costly programming
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mistakes. Ronald was never exposed to the new language when he attended

computer programming school five years ago. Ronald would have to be

retrained in order to be of much use to us in the future. The training

could cost us over $2,000 in expenses and lost time. On the other hand,

we could terminate Woodcock and hire a newly trained programmer in a

matter of days.

I've attached Woodcock's personnel file. How do you think we should

handle this problem.

Personnel File

NAME: Ronald Woodcock

AGE: 60

PLACE OF BIRTH: Burlington, VT

MARITAL STATUS: Married, two children

RELEVANT WORK EXPERIENCE: Computer Programmer, First Federal Bank of

Vermont. Sales Clerk in a medium-size firm in Burlington.

MILITARY EXPERIENCE: Army

PERFORMANCE APPRAISAL: "Seems to prefer routine assignments-probability

of promotion indeterminate at this time."

Respondent:

Please evaluate the following administrative actions:

1. Send Ronald for additional training at company expense.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

2. Suggest Ronald take a leave of absence and get the additional training
at his own expense.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

3. Terminate Ronald and hire a new fully-trained computer programmer.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable
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Memorandum To: Director, MS Division

From: Assistant Director of Transportation

I have followed up on your suggestion that we see if any of our

representatives are qualified for promotion to the Transportation

Director's job at MS. There is one candidate, Lawrence Evans, who might

be suitable for this position. He has been with UNISCO for about six

years and during that time he has done a good job on somewhat routine

assignments.

Would you please review this information and give us a verdict as

soon as possible? If we have to go outside to fill this position, it

might take us quite a while to find suitable recruits.

Please bear in mind that this is a responsible position that calls

for a high degree of creativity and innovative thinking. We need a person

who can develop fresh solutions to challenging problems involving the

governing council, the Highway Department, and our own staff. Moreover,

we need a farsighted person who can predict long term trends. A summary

of Lawrence Evan's record is attached.

Lawrence Evans

Evans has been a member of our Central Division staff

for about six years and his performance appraisals

during that time have been favorable. His supervisor

reports that he is a competent, methodical person.

Before joining our organization, Evan's experience

was in planning, preceded by a civilian job

on a Navy base. He is 32 years old, married with a

son and daughter.

Respondent:

1. Would you promote this candidate?: yes no

Please evaluate the candidate on the following scales.

2. How favorable is the outlook for successful performance by Evans in

the new position if he's promoted?

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

5

Memorandum To: Director, MS Division

From: Operations Officer

Subject: Creation and Staffing of Another Supervisory Position for

the Information Systems Unit
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We now have 30 women working under the supervision of just one

person in the information systems unit. As you know, the information

clerks receive phone calls regarding permits, fees, and regulations. Each

information clerk works at a computer console which has been programmed to

display current data. The system is designed so that the clerk can give

information almost instantly.

Lately, callers have complained that they have been getting busy

signals and when they finally do get through to a clerk, they often

experience long delays. What is worse, they have complained about

excessive mistakes by the information clerks.

I have discussed the problem with Ruth Farrell, the information unit

supervisor, and she is quite eager to get some supervisory help. She

feels that the addition of a second information unit supervisor would go

a long way to remedy many of the problems in the unit. In fact, she has

made some good suggestions on how we could split the unit into two units

based on building zones.

The supervisor of the new unit would have complete responsibility

for monitoring the clerks' calls, checking on accuracy, and helping

implement our manual operations when the computer is "down."

Turnover among our present staff of information clerks has been

quite high. However, we do have one clerk, Ida Carson, who might be

considered for the new supervisory position. Her file is enclosed. I'd

be interested in your reactions. Please keep in mind that we need a

person who is mentally alert, adaptable, and able to remain calm in crises

caused by computer malfunctions.

NAME: Ida Carson

AGE: 60

MARITAL STATUS: Married

EDUCATION: High School Graduate

One semester junior college

PRIOR WORK EXPERIENCE: Housewife, part-time secretary

SUPERVISORY COMMENTS: Mrs. Carson has worked for UNISCO as an information

clerk for three years. She appears to be a quiet person who follows

orders well. Last year she missed about three weeks work as a result of

a gall bladder illness. She appears to be fully recovered now.

Respondent:

1. If the new supervisory position is created, how would you rate Mrs.

Carson's suitability for the job?

extremely moderately slightly slightly moderately extremely

unfavorable unfavorable unfavorable favorable favorable favorable

2. Accept-reject recommendation (check one): _ accept reject
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3. How would you evaluate the idea of creating a second supervisory

position for the information systems unit?

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

6

Background Information:

Ralph Adams, 34, has a two-year certificate in industrial

technology. He has been a member of the production staff

for ten years. With the recent expansion, he was reassigned

from UNISCO main offices to the new MS division. He has

worked on routine assignments in time study and production

scheduling. His performance evaluations have been

"satisfactory."

Memorandum To: Director, MS Division

From: Ralph Adams

Subject: Production Seminar in Atlanta

I would like to attend the production seminar later this month in

Atlanta. Several other members of the production staff, including one new

employee, have attended similar seminars during the last few years. I

feel that participants can learn about new theories and research relevant

to production systems at these conferences. The conference is scheduled

for two weeks, October 6-17. Please let me know as soon as possible.

Note: The company policy has been to pay full salary and all expenses for

employees who are selected to attend conferences. Since the budget for

such activities is limited and many requests come in each year, division

directors must be very careful who they select.

Respondent:

Please evaluate the following managerial actions.

1. Do not grant Ralph Adams's request to attend the two week conference.

strongly moderately slightly slightly moderately strongly
undesirable undesirable undesirable desirable desirable desirable

2. Suggest Ralph attend at his own expense during his vacation.

strongly moderately slightly slightly moderately strongly

undesirable undesirable undesirable desirable desirable desirable

3. Allocate funds so that Ralph can attend the conference.



strongly moderately slightly slightly
undesirable undesirable undesirable desirable

moderately strongly

desirable desirable

How would you size up Ralph's motives for wanting to attend the

conference?

4. Ralph wants to get his share of the training budget.

very moderately

unlikely unlikely
slightly
unlikely

slightly
likely

moderately

likely

Ralph wants to keep up to date on production systems.

moderately
unlikely

slightly
unlikely

slightly
likely

moderately

likely

Memorandum To: Director, MS Division

From: Personnel Director

Re: Salary Review for Dan Hopkins

It is now time to make a decision on Dan Hopkin's salary, under our policy

of annual reviews. Relevant information form his personnel file and our

current compensation summary are attached. I have also attached a memo

from Hopkins. Money is tight this year, but some adjustments may be in

order, if we want to keep him.

Current Compensation Summary for District Managers:

Manager

Lambert
Miller
Overstreet

Pearce

Hastings
Hopkins

Performance

Satisfactory

Outstanding

Satisfactory

Acceptable

Satisfactory

Satisfactory

Years in Position

Four
Four
Two
Two
Six
Five

Mo. Salary

$1900
2200
1750
1700
2200
1900

Performance Appraisal for Dan Hopkins:

Current Position: Northwest District Manager

Years in Position: Five

Current Monthly Salary: $1900

Prior to 1971: Partner in a family-owned store

Performance Appraisal for Current Year:
Operating efficiency: Satisfactory

Creative performance: Acceptable

Technical performance: Satisfactory
Administrative performance: Very good
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Overall rating: Satisfactory

Summary comparison with others in similar position: Satisfactory

Potential for development: Can handle present job well. Hopkins is

an older man who may be able to perform at a higher level, but

prospects are not overly bright.

Personal Information: Age 30, married, two years of college.

Memorandum To: P

From: Dan Hopkins

ersonnel Director

I believe that a favorable decision should be made on a salary

increase for me. My performance has bee good and I feel that

Ideserve a substantial salary increase this year. To be more

forthright about it, I feel that I am greatly underpaid at present

and to continue on this basis would put an increasing strain on my

relationship with MS.

Respondent:

1. How concerned would you be about keeping Hopkins?

very moderately slightly slightly moderately

unconcerned unconcerned unconcerned concerned concerned

very

concerned

2. What is the absolute minimum monthly salary increase you think you

could give him and still expect to keep him?

$25 $50 $75 $100 $125

$150 $175 $200 $225

3. How large a monthly increase do you recommend for Hopkins?

$0 $25_

$150 $175_

$50 $75 $100 $125

$200 $225

8

Respondent:

Please complete the following mini-opinion survey regarding policy issues.

I. How adequate are current practices in regard to the following topics?

Health and Safety of Employees:

103
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completely moderately slightly slightly

inadequate inadequate adequate adequate

Treatment of Older Employees:

completely moderately slightly slightly
inadequate inadequate inadequate adequate

Treatment of Female Employees:

completely moderately slightly
inadequate inadequate inadequate

Treatment of Minority Employees:

completely

inadequate

slightly
adequate

moderately slightly slightly

inadequate inadequate adequate

moderately

adequate

moderately

adequate

moderately

adequate

moderately

adequate

completely

adequate

completely

adequate

completely

adequate

completely

adequate

How familiar are you with the provisions of

Act?

very moderately slightly

unfamiliar unfamiliar unfamiliar

slightly
familiar

Title VII of the Civil Rights

moderately very

familiar familiar

How familiar are you with the Age Discrimination in Employment Act?

very moderately slightly slightly moderately

unfamiliar unfamiliar unfamiliar familiar familiar

very

familiar

II. To what extent do you oppose or favor each of the following?

Flexible work schedules for employees:

very strongly
oppose

strongly

oppose
mildly
oppose

mildly strongly
favor favor

very strongly

favor

Phased retirement options:

very strongly

oppose

strongly mildly
oppose oppose

mildly
favor

strongly

favor

very strongly

favor

Greater Emphasis on Affirmative Action for...

Minorities

very strongly
oppose

strongly mildly
oppose oppose

mildly
favor

strongly

favor

very strongly
favor
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Females

very strongly

oppose

Older Workers

very strongly

oppose

strongly mildly
oppose oppose

strongly mildly
oppose oppose

mildly
favor

strongly
favor

very strongly

favor

mildly strongly very strongly

favor favor favor

Company-provided day-care facilities for pre-school children of employees

very strongly

oppose

strongly mildly
oppose oppose

mildly
favor

strongly
favor

very strongly

favor

BACKGROUND INFORMATION

(for statistical purposes only)

A. Personal Information

1. Your age: 20 - 29

30 - 39

40 - 49

50 - 59

60+

2. Sex: Female Male

B. Job Information

1. Are you currently in a management or supervisory position? yes no

2. If you work for the government, please indicate

local government.

federal, state, or

We would be interested in any comments you may have on this survey, any

questions you think should have been added, or any examples that you think

might add realism or interest to future write-ups of the findings of this

study.
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