An approach using the basic dimensions

of responsibelaty to formulate . . .

Job Descriptions

for Executives

By John K. Hemphill

A good method of describing executive jobs
should help management in a number of ways.
It would:

® Be useful in defining the area of an execu-
tive’s activity and responsibility.

® Aid in establishing an objective basis for ap-
praising a manager’s performance.

® Provide a rational basis for paying different
salaries.

® Serve as a valuable guide in the development
of management ability,

Encouraged by these incentives, many people
and organizations have spent a great amount
of time trying to work out a suitable method of
position description. Success has not come eas-
ily, however. For example, efforts have been
made to build on the techniques of job analysis
and description used in rating hourly paid jobs.
But these procedures have not proved to be very
adaptable at the management level.

Again, considerable research has been put in-
to the development of lists of personality traits
needed in executive jobs, and the findings have
usually interested businessmen. But I know of
little evidence that the ddta have been actually
used with any success. Similar criticisms might
be leveled at most psychological tests and ap-
praisal procedures.

The result is that we still have little depend-

. . . has smportant applications to
the problems of top management.

able knowledge about executive work. We say
that this is a “top-management job” while that
is a “selling job.” We say that this is a job with
“wide scope” while that is a job for a “figure
man.” And our means of communication could
scarcely be more imprecise. Confusion and mis-
understanding result. It is no wonder that many
businessmen are looking around for a better way
of talking and thinking about executive jobs.

In this article I shall report on a new ap-
proach that is designed to meet the need. This
approach has been worked out by the Educa-
tional Testing Service (ETS) with the help of
a number of companies — especially American
Telephone & Telegraph Company, Westinghouse
Electric Corporation, Diamond Gardner Cor-
poration, American Brake Shoe Company, and
Standard Oil Company (Ohio).

Using this approach we will take quite a dif-
ferent tack from that used under any other
system. We will not be concerned with pre-
scriptions for the proper amounts of responsi-
bilitv, power, authority, personality, and so on.
We will not be concerned with what executives
should do or with what they should be. In-
stead, we will concentrate simply on the dimen-
sions of a job. We will look mainly at the dif-
ferent ways in which it should be measured if
it is to be compared accurately with other jobs.

Just as a carpenter compares two tables by
measuring their height, length, and width; just
as an engineer compares the requirements for
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two bridges by measuring stress, weight, span,
etc.; just as a doctor compares the health of two
people on the basis of measurements of pulse,
circulation, weight, reaction, etc. — so in this
article we will focus on the dimensions that
should be examined in comparing Jones’s job
with Smith’s. Our concern will be more with
what to measure than with the measurements
themselves. This is the important first step in
job description.

In some ways this may seem like a less am-
bitious undertaking than what has been at-
tempted by other systems. We are not trying
to go all the way in one research project and
produce a comprehensive formula or set of
specifications. However, the Educational Testing
Service approach does have certain merits and
characteristics that are important. It can be
used objectively. It reveals common characteris-
tics between and among positions and provides
a measure of the degree to which each charac-
teristic is a part of the position. It applies to
a large range of jobs and its coverage of them
is complete. It can be used by management to
reveal unrecognized differences among posi-
tions as well as similarities. And it can help
meet all the needs that job descriptions are in-
tended to serve.

Describing a Position

An adequate description method for execu-
tive positions needs to provide for their com-
plexity and flexibility. Such positions are not
well described by a catalogue of activities or
long lists of specific responsibilities. Executive
positions must be considered broadly to include
those less tangible job characteristics such as
personal demands and social restrictions, all of
which are part of the job.

One good way of looking at executive jobs
is to consider them as made up of “position
elements,” each one a greater or smaller part
of the position. For example, a specific position
element might refer to a task the incumbent
must perform, or a situation he must be con-
cerned about, or something he cannot do, or an
attitude he must maintain, or what the position
might mean to his wife. A particular executive
position will then display patterns or arrange-
ments of its elements which distinguish it from
other executive positions. We can then proceed
to identify the basic dimensions underlying
these patterns of job elements.

It is important to recognize that the identical
position can look different to different persons
who have varying associations with it. It may
be seen by an incumbent’s superior or by his
subordinates to have different characteristics
from those that he recognizes. Nevertheless, the
terms in which positions in general are de-
scribed do not seem to differ significantly with
the identity of observers. Incumbents may dis-
agree with their associates about exactly how a
job measures up in this respect or that, but they
can agree on the parts or dimensions that are
important.

One of the things I am suggesting here, of
course, is that we cannot understand a position
simply by watching the man who holds it do
things. The knowledge that he answered such
and such a telephone call at 10:30, discussed
such and such a project with Jones and Smith
at 10:40, and so on through the day does not
tell us nearly enough. There is more to a job
than that. What we need to know are the ex-
pectations of the man and his superior concern-
ing the position. In one way or another the
executive is continually observing these expec-
tations, and they have a profound influence
both on his actions and on those of his associ-
ates. Here lies the source of many conflicts in
executive work. And here is the reason why a
manager does not have what might be called
“one job” but a combination of jobs, with all
that means for promotion, delegation of respon-
sibility, rotation of assignments, and so forth.

These and other considerations have guided
the extensive research undertaken by ETS to
determine the basic dimensions of executive
positions. The results, which I shall report
presentlv, do not parallel conventional thinking
in this area. Rather, they provide new and pos-
siblv more powerful ways of looking at the simi-
larities and differences in executive work. The
findings should have general validity in almost
any industrial company, for they are relatively
independent of the details of function, mana-
gerial level, and local situation; but they are
likely to be of more limited use in governmental
and other nonbusiness organizations.

Basic Dimensions

Ten dimensions of managerial work stand
out in importance. These ten do not provide an
exhaustive description of every executive job;
in fact, they may leave parts of some positions




uncovered. But as the list of dimensions is ex-
tended beyond the ones I shall discuss, each
additional dimension plays a smaller role and
in fewer positions has a significant bearing.

When the study was begun, 93 executive
positions were classified by level and by func-
tion. Exmuisrr r shows how many of the jobs
thus classified measured relatively high on each
dimension. This exhibit will be useful for ref-
erence as we describe the dimensions, comment
on them, and, in a subsequent section, outline
the methods used to develop the findings.

I shall discuss each dimension briefly, noting
first the types of job element that are most
pertinent and then giving a short list of titles
that are likely to denote positions measuring
high on the dimension (titles can be very mis-
leading, as we shall see later):

fwtd

A. Providing a staff service in nonoperational
arcas — This dimension of an executive position
indicates that the incumbent renders various staff
services to superiors. These services may be in the
areas of personnel, law, administrative procedures,
or special projects. The services consist of gather-
ing information, interviewing, selecting emplovees,
briefing superiors, checking statements, verifying
facts, and making recommendations. Services are
performed with the aid of a very small staff —
possibly no more than one secretary — under the
direct supervision of the executive. Incumbents of
positions that measure high on this dimension tend
not to be engaged in activities and/or to be con-
cerned with the more directly operational areas of
the business, such as production of physical prod-
ucts, inventories, budgets, and cost control.

The following titles appear likely to describe
positions that measure high on this dimension:

1. Secretary

Engineer of Outside Plant
Assistant Treasurer

Assistant General Purchasing Agent
Director of Personnel Services

6. Division Employment Supervisor
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Though these positions are at different levels of
management, each involves providing staff service.

B. Supervision of work -—— This dimension in-
dicates that the incumbent plans, organizes, and
controls the work of others. His activities entail
direct contact with workers and with machines.
He is concerned with the efficient use of equip-
ment, the motivation of subordinates, efficiency of
operation, and the maintenance of a work force.
The concerns covered by this dimension are re-
stricted to getting work done efficiently. The in-
cumbent is not concerned directly with market
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trends, new business, sales objectives, forecasting,
or improvements in products.
Positions with the following titles measure high
on supervision of work:
1. Division Auditor of Receipts
2. Manager, Manufacturing Accounting
Unit
Works Manager
Manager of Manufacturing
Section Supervisor
6. District Traffic Manager

Three of these six positions are at the begin-
ning-management level (as classified at the out-
set of the study). The remaining three are at the
middle-management level. Supervision of work
usually does not appear as a characteristic of up-
per-management posifions.

U\-PUJ

C. Internal business control — This dimension
indicates that the manager’s activities and con-
cerns are in the areas of cost reduction, mainte-
nance of proper inventories, preparation of budg-
ets, justification of capital expenditures, determi-
nation of goals, definition of supervisory responsi-
bilities, payment of salaries, and enforcement of reg-
ulations. This dimension is also indicative of the
fact that the incumbent tends not to represent
the company, meet the public, work with cus-
tomers, or get involved in details. His position
places emphasis on the technical and routine ap-
plication of various types of business controls.

Positions with titles like the following measure
high on this dimension:

1. Budget Administrator
Division Manager
Plant Manager
Operations Manager
General Sales Manager
6. Division Auditor of Receipts

(SR SN S I

Business control characterizes middle- and up-
per-level positions in sales or manufacturing and
also may occur in certain positions in the area of
accounting. Two of the six positions just listed
were classified as upper management. Indeed, tak-
ing the upper-management positions we studied
as a whole, Exuisrr 1 shows that they scored
higher on control than did positions at any other
management level.

D. Technical aspects of products and markets
— This dimension of an executive position has to
do with activities and concerns in technical areas
related to products, markets, and customers. The
incumbent is concerned with the development of
new business, activities of competitors, and chang-
es in demand for products or services. He main-
tains contacts with customers; he consolidates and
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analyzes data; he generally assists salesmen with
important accounts. He tends not to be concerned
with personnel problems or industrial relations.
He has less than the usual restrictions on personal
behavior.

This dimension characterizes the following posi-
tions to a greater extent than other positions:

1. Agency and Construction Department
Manager

Apparatus Department Sales Manager

Division Director of Research
Vice President, Sales
Engineering Section Manager
6. Division Sales Manager

U kR W

Positions that measure high on this dimension
tend to carry titles indicative of high-level selling,
product engineering, or both.

E. Human, community, and social affairs —
This dimension is indicative of a requirement to
be effective in working with others. The incum-
bent is concerned with the goodwill of the com-
pany in the community, maintaining the respect
of important persons, speaking before the public,
and “sizing up” people. He is involved in nomi-
nating key personnel for promotion, appraising
performance, and selecting managers. His job re-
quires that he participate in community affairs,
belong to clubs, and be active in civic organiza-
tions. His activities tend to keep him from many
economic matters related to the business.

The following titles are often attached to posi-
tions that measure high on this dimension:

1. District Manager

2. Agency and Construction Department
Manager

General Manager, Retail Division
Regional Manager

Division Employment Supervisor

[N S

. Plant Manager

F. Long-range planning — This dimension re-
fers to systematic longrange thinking and plan-
ning. The concerns of the incumbent are broad
and are oriented toward the future of the com-
pany. These concerns extend to industrial rela-
tions, development of management, long-range ob-
jectives of the organization, solvency of the com-
pany, pilot projects, the business activities that the
company should engage in, existing or proposed
legislation that might affect the company, and the
evaluation of new ideas. The incumbent tends not
to get involved in routines or details and tends to
~ be free from direct concern with activities of sub-
ordinates.

Longrange planning is a distinct part of the
following positions:
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1. Chief, Process and Development Division

2. Unit Manager, Tabulation and Produc-
tion Control

3. Assistant Vice President, Engineering

4. Manager, Retail Sales Staff

5. Section Supervisor, Research Division

6. Chief, Process Engineering Division

Three of these six positions are classified as re-
search and development positions; the rest rep-
resent sales, manufacturing, and general admin-
istration. Upper-level positions as a group score
higher on this dimension than lower-level jobs.

G. Exercise of broad power and authority —
This dimension indicates that the executive exer-
cises broad power and has final authority in a
pumber of areas. He visits the major units of the
company each vyear, makes recommendations on
very important matters, keeps informed about the
company’s performance, makes use of staff people,
and interprets policy. He is concerned with the
relationship with unions, capital expenditures, and
the long-range solvency of the company. He has
unusual freedom of personal action and his posi-
tion carries very high status.

Positions that measure high on this dimension
have titles like the following:

1. Division Manager

Assistant Vice President, Personnel
Vice President for Manufacturing
General Sales Manager

w1 A~ W DN

General Manager of a Division
6. General Manager, Division Sales

Four of these six positions are classified in the
upper-management category. (The remaining two
would also have been rated as “top management”
in most companies, but in the firms where they
existed there were many other positions with even
more power, so that relatively speaking they were
not upper-management jobs.)

H. Business reputation — This dimension indi-
cates a general responsibility for the reputation of
the company’s products or services. The man-
ager’s concerns extend broadly in either or both of
two major directions — product quality and/or
public relations. He deals with product design,
quality, product improvement, complaints concern-
ing products or services, delivery schedules, and the
general goodwill of the company. The position
makes stringent demands on his personal behavior,
since deviations might reflect on the company’s
reputation. The position carries high status and
the incumbent tends not to get involved in the
details of making reports, consulting, or data
analysis.
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The following titles mav denote positions meas-
uring high on this dimension:
Employment Manager
Vice President, Manufacturing
Vice President, Purchases & Traffic
District Traffic Manager
Chief, Process Engineering Division
6. Plant Manager

VIR W N e

The dual nature of this dimension is reflected
in the fact that, as Exmieir 1 indicates, incum-
bents in positions in the areas of industrial rela-
tions, manufacturing, and research and development
most often emphasize the importance of business
reputation questions in their work. One might
also expect sales executives to include such con-
cerns as a part of their job, but this does not ap-
pear to be the case. No sales executive in the
study offered evidence that could be used to rate
his position high on this dimension, and three of
the five who saw their position as involving a
medium amount of concern with business repu-
tation were at the beginning-management level.
These observations suggest the need for further
study of sales positions with respect to their rela-
tionships to the control of product quality and
public relations.

1. Personal demands — This dimension of an
executive position indicates stringent demands on
the personal behavior of the incumbent. The in-
cumbent shows an unusually high concern with
the propriety of his behavior, especially in his in-
teractions with superiors. He shows less concern
with maintaining the general goodwill or reputa-
tion of his company in the community. He senses
obligations to conduct himself according to the
stereotype of the conservative businessman. His
activities are most likely to be at the highest staff
levels and to involve analysis of operations, setting
objectives, and participating in decisions that are
made at high levels.

The following are titles of positions that are
high on this dimension:

1. Vice President, Manufacturing
Director of Purchases

Budget Administrator

Manager of Accounting

U1 B oW e

Division Works Manager
6. Controller

J. Preservation of assets — This dimension in-
dicates activities and concerns directly associated
with the preservation of the physical assets of the
company. The incumbent’s concerns include capi-
tal expenditures, expenditures of large sums in
routine operations, taxes, preservation of assets,
and the loss of company money. He has the au-

thority to sign documents that obligate the com-
pany. He tends not to be concerned with indus-
trial relations or technical operations.

The following positions are the six among the
93 we studied that measure highest on this dimen-
sion:

1. Manager, “----- " Timber Unit

2. Vice President, Manufacturing

3. Advertising and Sales Promotion Man-
ager

4. Assistant Treasurer

5. Timberland Manager

6. Vice President, Purchase & Traffic

The positions that measure high on this dimen-
sion are generally found at the higher levels of
management or in special areas (for example, re-
source management) of particular importance to the
corporation.

Research Procedure

The methods used in this study are not “se-
cret,” and the ten dimensions decided on are not
“final.” As a matter of fact, it is my hope that
future studies can be undertaken which will
build on and refine the one reported in this
article. 1 should like to turn now, therefore, to
the general methods used by Educational Test-
ing Service in developing its conclusions.

Executive Questionnaire

Each of the g3 executives in the five com-
panies earlier mentioned was given a question-
naire listing 575 possible job “elements.” He
was asked to report to what extent each ele-
ment was a part of his job. The job elements
given him were the end result of a search of
the literature pertaining to executive work, dis-
tillation of the contents of position description
forms in current use, and interviews with exec-
utives. These 575 elements were selected from
a larger number that were tried out in pre-
liminary forms of the questionnaire.

The questionnaire was organized into four
parts — (1) position activities, 239 elements;
(2) position responsibilities, 189 elements; (3)
position demands and restrictions, 84 elements;
and (4) position characteristics, miscellaneous,
63 elements. The following is a short sample of
the elements included in the questionnaire:

Instruct employees in proper procedures.

Review plans with outside agencies.

Estimate the life of new construction.

Personally do routine work.
Adjust customer complaints.




Be concerned with local political developments.

Be concerned with the design and construction of new
building.

Be concerned with tightly planned schedules.

Be active in community affairs.

Refrain from being even a few minutes late.

Be away from home at least 60 days per year.

The position gives me a voice in company policy.

The position involves duties that are in a constant state
of flux.

Before the questionnaire was given, the job
elements were reviewed with a number of ex-
perienced executives in several different compa-
nies. The men were invited to suggest new
elements that were not covered. The fact that
no new eclements were suggested confirmed the
view that the list was comprehensive.

In responding to the questionnaire, an exec-
utive placed a number from o to 7 in a blank
in the margin before each element, according
to the following range:

0. Definitely not part of the position, does not
apply, or is not true.

[

Under unusual circumstances may be a mi-
nor part of the position.

2

3. ...

4. A substantial part of the position.
5

6

7

A most significant part of the position.

Thus the description that the executive pro-
vided of his job consisted of his judgments
regarding what part of his job each of the 575
elements represented. To help readers visualize
the form in which answers were received, I have
reproduced in Exursit 11 a few illustrative sec-
tions from one completed questionnaire selected
at random from our files.

Characteristics of Positions

Each of the five companies provided between
17 and 20 positions to make up the 93. These
positions were drawn from various branches,
plants, or offices of the companies located
throughout the United States. They were clas-
sified according to organization level and gen-
eral business function as follows:

Position LEVELS

Upper Management — Consists of executive
positions with the following tiles: Vice President;
Assistant Vice President; Division Manager; Gen-
eral Manager; Area Manager; Comptroller; Treas-
urer. These are positions within the upper three
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echelons of management and with a basic salary
range above $15,000. (24 positions)

Middle Management — Consists of executives
with the following titles: Plant Manager; Plant
Superintendent; Operations Manager; Director, La-
bor Relations; Research Manager; Director, Quality
Control; etc. These are positions at or above the
third level of supervision but not “top management.”
The basic salary range is from $10,000 to $15,000.
(48 positions)

Beginning Management — Consists of execu-
tives with the following titles: General Supervisor;
Head Supervisor; Purchasing Agent; General Fore-
man; etc. These positions are at the “second” level
of supervision. To qualify, the incumbent must
exercise supervision over the activities of at least
one subordinate supervisor. This basic salary range
is from $6,000 to $10,000. (21 positions)

FuNcTIONAL AREAS

Research and Development — Research, prod-
uct development, consultant engineering, product
planning, customer research. (11 positions)

Sales — Sales, advertising, distribution, promo-
tion, market planning, sales engineering, merchan-
dising, packaging. (24 positions)

Manufacturing — Production, purchasing, plant
operations, works engineering, quality control, traf-
fic, transportation, warehousing. (22 positions)

General Administration — Accounting, insur-
ance, data processing, legal information services,
treasury, payroll, taxes, auditor, finance, banking,
publicity, budgets, patents, operations analysis, of-
fice procedures. (26 positions)

Industrial Relations — Labor relations, wage
and salary administration, employee benefits, train-
ing, personnel services, management development,
recreation, college recruitment, employment, union
negotiations, grievances. (1o positions)

First-line supervisory positions were excluded
from the study. As a practical means of distin-
ouishing an executive from a supervisor we con-
sidered an executive to be a man who supervises
the work of someone who also supervises others
(or, in the case of staff executives, individuals
having equivalent status in the organization).

Analysis of Data

The descriptions of positions provided by the
93 cxecutives were systematically interrelated
and compared to reveal similarities and differ-
ences. In general, the analysis involved cor-
relating each position description with each of
the remaining 92 descriptions and then apply-
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ExuaiBIT 11. ILLUSTRATIVE SECTIONS FROM A COMPLETED QUESTIONNAIRE

AN INDIVIDUAL IN MY POSITION WOULD:

e e

MY POSITION REQUIRES THAT I:

0

_o 430,
_© 431,
3 432,
_7 433,
2 434,
_ [/ 435,
2 436.
_R 437,
_ & 438,
6 439,

Be active in community affairs.

Avoid personal publicity.

3 1. Plan the analysis of quantitative data.

_©__ 2. Negotiate bank loans for the company.

2~ 3. See people who solicit contributions to charities from the company.
_ 4 4. Counsel subordinates on the selection of employees.
/5. Forecast the volume of work to be done in the near future.
__© 6. Settle claims against the company.

7 7. Maintain office equipment.

_Z 8. Counsel subordinates about their professional development.
_© 9. Maintain personal contact with heads of union groups.
% 10. Formulate maintenance programs.

_% 11. Examine preliminary building plans.

Prepare progress reports on special projects.

e A et

429. Refrain from activities that might imply sympathy for unions.

Refrain from comment critical of the operations of some other unit of the company.
Be well acquainted with the personal problems of my subordinates.

Observe company rules and regulations without exceptions.

Issue instructions that may be unpopular with subordinates.

Report infractions of regulations on the part of subordinates.

Avoid identification with political elements that others consider radical.
Even during most relaxed social occasions avoid deviations from accepted behavior.
Live in an area recognized for the substantial quality of the neighborhood.

e e e e et e e e et e ettt S e

ing a special method of factor analysis devel-
oped by Ledyard Tucker.! This approach led
to the discovery of basic types of similarities
and differences among management positions, as
well as to the development of the ten dimen-
sions I have described. The technical details of
the analysis need not concern us here; the im-
portant thing is that the procedure ensured
the discovery of position dimensions general
enough to cut across different business func-
tions — dimensions that would not be limited
in usefulness to specific jobs or types of jobs.

Simplified Form

The 575-item questionnaire used in the first
study is entirely too long to be of practical use
by executives. Fortunately, it is also longer than
is necessary to obtain satisfactory measurements
for each of the ten dimensions of a job. Unless

management wants to examine a larger number
of dimensions, it can use a considerably shorter
questionnaire. A new form now available from
ETS, by arrangement, contains 191 position ele-
ments — enough to measure positions on all
ten yardsticks — and can be completed by an
executive in about one hour.

Getting useful data about a job depends only
partly on asking the right questions. It also de-
pends on how the answers are interpreted. For
example, if an executive puts a number “3”
opposite question 50, he is providing informa-
tion not for just one dimension of his job but
for several. Moreover, for purposes of measur-
ing his job on one vardstick, the “3” may be
a plus, while for ahother yardstick it may be a

! Ledyard R. Tucker, “An Inter-Battery Method of Fac-

tor Analysis,” Psychometrika, Volume 23 (1958), pp. r11-
136.




minus. This and other considerations must be
kept in mind when the “raw” responses are
examined. It is the scoring that gives manage-
ment a picture of what a job contains, not the
individual questions and answers themselves.
Accordingly, questionnaire data need to be ana-
lyzed by trained specialists, and so far the ar-
rangements have been for ETS to do it.

Meaning of Title

How much does a title tell us about the char-
acteristics of a managerial position? The answer
is, not very much — at least, not if our ten
yardsticks are used to judge. This can be seen
from an examination of the similarities and dif-
ferences between positions having about the
same titles. Any one dimension may be charac-
terized by certain kinds of titles (as we saw in
a preceding section), but no one job as meas-
ured on all ten dimensions can be counted on to
have this title or that.

For evidence on this point, let us go back to
the 93 positions in five companies supplying
data for the study. These positions included
5 with titles like “Division Manager,” 3 with
titles like “Plant Manager,” 3 with titles like
“Vice President, Manufacturing,” 2 with titles
like “General Sales Manager,” 2 with titles like
“District Sales Manager,” 2 with titles like “Pro-
duction Manager,” and 2 with titles like “Section
Supervisor, Research.” Exuiert 11 shows how
these positions measure up on the ten dimen-
sions. The data were obtained by scoring the
incumbents’ descriptions of their jobs and then
classifying the scores as high, medium, or low
on each dimension.

Plant & Division Managers

Let us begin with the data on division man-
agers. All five men have line positions in which
control of business operations is of prime im-
portance, and not surprisingly there are simi-
larities — for example, all the jobs are rated
low on providing a staff service (Dimension A).
But look at the differences:

® As Exuisrt 11 shows, three of the five divi-
sion managers describe their positions as high on
business control (Dimension C), but the remaining
two describe theirs as medium.

® Human, community, and social affairs (Di-
mension E) is high only for the fifth position.

® Both the first and second division manager
positions are in the same company. Yet on exer-
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cise of broad powers (Dimension G) one is low
and the other high.

Now let us go on to another group. Each of
the three plant manager positions is from a dif-
ferent company. These positions are like the
division managers insofar as they tend to have
high or medium business control (Dimension
C). They also tend to be low on providing a
staff service (Dimension A), technical products
and markets (Dimension D), personal demands
(Dimension I) and preservation of assets (Di-
mension J). They are not like some of the divi-
sion manager positions in their low emphasis
on long-range planning (Dimension F) and on
exercise of broad powers (Dimension G). But
somewhere around this point any strong com-
parisons end between this group and others
or between members of this group. Thus:

® One plant manager is low on human affairs,
one medium, and one high.

® Two plant managers are medium on the busi-
ness reputation dimension, as are two division
managers; but the remaining plant manager ranks
high whereas the remaining division managers
rank low.

Other Positions

In terms of the usual hierarchy of business
positions, division managers are placed above
plant managers, and manufacturing vice presi-
dents are put still higher. At this higher level
we observe a marked shift in the dimension
scores. No longer do we find business control
(Dimension C) receiving generally high empha-
sis; one position is low. Emphasis is shifted
instead to business reputation (Dimension H),
personal demands (Dimension I), and preserva-
tion of assets (Dimension J), which now appear
in all three vice-president positions as either
high or medium. As we move up the position
hierarchy from plant manager to vice president
(manufacturing), we also note a progressive
shifting of emphasis from the direct supervision
and control of operations through planning and
through the exercise of broad powers to con-
cerns with reputation of the company, demands
on personal behavior, and preservation of the
organization as a going concern.

Similar shifts can be observed elsewhere in
Exnipir 11 — the tendency of district sales
managers to serve more in a staff capacity than
do general sales managers, for instance, or the
tendency for production managers to have less
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concern about personal demands or preserva-
tion of assets than do manufacturing vice presi-
dents. But in numerous cases jobs with the
same title continue to differ on this dimension
or that, so much so that as often as not it is
impossible to say that they are either like each
other or unlike other positions.

Applications

The ten-dimensions approach has important
applications to the problems of top management,
but its limitations should always be kept well
in mind.

Of special importance is the fact that the di-
mensions do not completely cover any position.
There will remain parts of the job that are out-
side the range of the dimensions and that may
be relatively unique to the company or the busi-
ness situation at a given point in time. Cer-
tainly, too, positions will change their character-
istics from time to time both within and with-
out the framework provided by the ten dimen-
sions. These considerations do not, of course,
take anything away from the importance of hav-
ing available suitable bench marks to facilitate
observation, comparison, and analysis. If any-
thing, they add to the value of such guides.

The general value of the approach I have
outlined does not need to be belabored. It is
clear that potential management ability cannot
readily be identified without knowledge of the
common denominators of executive work. If,
for example, certain executive positions empha-
size performance in one area or along one di-
mension and other positions do not require such
performance, we need to know this. It is en-
tirely conceivable that the lack of a personal
quality that would lead to the prediction of a
failure in an executive position placing high
demands on that quality would not disqualify
the individual for other executive positions. To
illustrate:

An executive being considered for promaotion
might not be the right man at all for a job open-
ing where Dimension F is important. He might
not have any of the imagination needed for long-
range planning, or any of the tolerance for un-
certain future situations that is required, and he
might have a tendency to want to evaluate situa-
tions sharply which would cause him many frus-
trations. But this same man could be very well
qualified indeed for a job scoring high on Dimen-
sion C (control), where the company’s need is for
a person who is quick to judge and whe is hard-
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headed, practical, and relatively intolerant of am-
biguous situations.

Organizational Analysis

Beyond such advantages as this, the concept
of the ten dimensions can be of considerable
use, | believe, in analyzing the general manage-
ment structure of a company. What we want
to keep in mind is that a top-executive job is
not necessarily created by a man’s doing top-
executive work. The man who is doing the
top-executive work may be doing it at the ex-
pense of his subordinates or his other duties —
making things harder for a lower man, rob-
bing that man of responsibility, or overloading
himself. The situation that he has been as-
signed to handle may not, in other words, be
the one — or the only one — that he is actu-
ally handling.

This is not necessarily a bad thing. The ques-
tion is whether top management krows about
it and approves. Perhaps the company is get-
ting a bargain — paying a man a beginning-
management salary to exercise broad power,
control, and other prerogatives that normally
go with top-level jobs. (The man’s boss who
would ordinarily be doing these jobs might be
incompetent or sick.) Then, again, perhaps the
company is letting itself in for a good deal of
trouble.

What I am saying is that the 14% of be-
ginning-management executives in ExHIBIT I
who were exercising (or thought they were ex-
ercising) broad power and authority may or may
not be setting a precedent that their companies
want followed or that other companies ought to
follow. And the same could be said about the
45% of top executives who were not exercising
broad power — and, for that matter, about all
other figures in the exhibit.

The fact that only 42% of the men in top-
level positions think the preservation of assets
is an important part of their job, and that only
32% of the men in general administrative posi-
tions do, might or might not make the presi-
dents of the companies happy. Perhaps the chief
executives do not want more than a handful of
managers worrying about this question. But
they should know about the fact because it has
an important bearing on their organizations. A
management group with many men concerned
about, say, the preservation of assets will not
operate the same as a group with only a few
men so concerned.
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Now let us proceed to the areas in which
an “executive position description” questionnaire
like ETS’s can be applied. Besides being the
key to knowledge about the dimensions, it has
a variety of other uses.

Reduction of Misunderstanding

Not infrequently an executive finds that he
and his superior have not been completely clear
between themselves about some part of the ex-
ecutive’s position. The two may have had many
conversations about their respective duties and
responsibilities but still have not covered signif-
icant parts of the position. Even if there is an
official description for the position, there may re-
main many areas for possible misunderstanding.

Because of its systematic coverage of posi-
tions, the questionnaire offers a means of reduc-
ing misunderstanding. One suggested way of
employing the questionnaire for this purpose is
for both the executive and his superior to com-
plete the questionnaire independently, each de-
scribing the executive’s position. Subsequent
comparison of the two descriptions will reveal
any significant discrepancies. Discussion of the
areas where discrepancies occur can lead to more
definite understandings. It seems axiomatic that
greater understanding on the part of both the
executive and his superior will result in a more
cffective working relationship.

Job Rotation

An executive’s experience can be enlarged by
assigning him to a variety of different positions
in his company. This method is frequently
employed in executive development. However,
job rotations may be expensive and inconvenient.
It is important, therefore, that such rotations be
made with care and consideration. The con-
templated rotation can be regarded as an op-
portunity for executive development only if it
actually offers new experiences. At the same
time, it must not place the executive in a situa-
tion which is beyond his present ability to meet
successfully. Failure would be costly, both in
terms of his loss of self-confidence and in terms
of dircct losses to the company due to ineffec-
tive performance.

Use of job rotation in executive development
demands a comprehensive knowledge both of
the positions the executive has occupied in the
past and of the positions to which he might be
assigned to further his development. The ques-
tionnaire can provide this information. When-

ever an executive is identified as ready for a
change in position assignment, I suggest that
he be requested to complete the questionnaire
describing his present position. He would also
complete a questionnaire for each major execu-
tive position he has occupied in the past. This
would bring his experience file up to date.

From the descriptions of his present and pre-
vious positions the dimensions of his past experi-
ence are made evident. Areas of inexperience
are revealed. These areas indicate weaknesses
in the exccutive’s development and are the key
to his next assignment.

The next step in cffecting a desirable rotation
for the executive is to secure descriptions of the
positions available to him with rotation. The in-
cumbents of the available positions can pro-
vide these descriptions by completing the ques-
tionnaire. A match can then be made between
the cxecutive areas of experience and inexperi-
ence and the opportunities available for their de-
velopment in the available positions. A balance
can be maintained between challenging new
experiences and the executive's present ability
to perform satisfactorily in the new position. To
illustrate:

Suppose a manager has had no experience in
jobs with opportunities to develop skill in handling
community and social affairs (Dimension E). All
of his experience has been in engineering and tech-
nical staff work. But his superior thinks he has
aptitudes for handling community affairs and so
wants to steer him in that direction.

Two job openings appcar — one a public rela-
tions job, the other position in a small manufac-
turing plant located in a nearbv community. The
first job would give a very heavy exposure to the
new tvpe of responsibility; the second job would
offer a partial exposure to it. The senior executive
decides to put his man in the second job, giving
him a small dose of experience in the Dimension
E line instead of a “baptism by fire.” FLater on the
public relations job might be considered as more
suitable.

Appraisal of Performance

An executive’s performance can only be ap-
praised in those arcas in which he has an op-
portunity to work. This fact seems obvious; yet
the majority of performance appraisal methods
make little or no provision for the wide range
of difference in the work of different executives.
The same performance rating form or proced-
ures apply to all men. This can lead to frustra-
tion on the part of the conscientious rater and




to an over-all decrease in the effectiveness of an
appraisal program. At best, many of the rat-
ings that are made are simply meaningless be-
cause the position of the executive does not call
for the performance that is to be rated.

The executive position description question-
naire can point to the significant parts of each
executive position, and the appraisal can then
be limited to these parts. Thus, if in his work
he has little or no opportunity to do “long-
range planning,” the manager cannot and should
not be appraised on how effective he is at “long-
range planning.” Appraisal procedures can be
tailored to the significant areas of each position,
thus producing more meaningful results.

Salary Administration

The questionnaire furnishes a needed tool for
executive salary administration. The value of a
formal plan for executive salary administration
rests on its providing an objective basis rather
than a subjective one for differences in execu-
tive compensation. The common shortcoming
in most current plans is an inadequate means
of objectively dctermining and specifying the
relevant differences among positions. Job “fac-
tors” such as the “amount of responsibility” or
“technical know-how” are frequently used to
give a salary plan an air of objectivity. How-
ever, the methods by which one job is deter-
mined to involve more responsibility than a sec-
ond remain in the realm of subjective opinion.

The questionnaire can be used to provide an
objective base for salary administration plans.
First, it can be completed by the incumbent and
his superior to cover the position under con-
sideration. These two should then compare
their descriptions, job element by job element,
and reach an agreement about what part of the
position is represented by each of the elements.
The position description that results from their
agreement about its elements will yield a set of
scores, one for each of the ten dimensions of
executive work. These scores are objective in
the sense that both the incumbent and his supe-
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rior have agreed about what specific elements
make up the position.

It is my experience that there is usually agree-
ment between two executives on the broad, gen-
eral outlines of a job, but that they are likely to
disagree more often than they might expect on
the specific elements pointed up in the question-
naire. I know of one case, for instance, where
an cxecutive of an appliance firm denied that
his job had anything to do with the organiza-
tion's business reputation and maintained that
he did not and should not be concerned with
this subject. His bosses were disturbed, how-
ever. They felt that he should be doing more
about the company’s standing. It is good to
have such misunderstandings brought to the
surface in discussing the questionnaire answers,
rather than transferred to the salary program
and left to upset feelings there.

The dimension scores can serve as the objec-
tive base from which a compensation rate for a
position is calculated. Such a calculation neces-
sitates an over-all or company-wide evaluation
of the worth of the different dimensions of ex-
ecutive work. For example, a decision may have
to be made as to the relative worth of super-
vision of work (Dimension B) as compared with
long-range planning (Dimension F). Such a
decision is not easy to make; but, once arrived
at, it can be applied to all executive positions
in the organization with impartiality.

Conclusion

In general, the “executive position descrip-
tion” questionnaire provides a needed tool for
those persons who are charged with responsi-
bility for managing and developing the com-
pany’s managerial talent. The tool is not limit-
ed in its use to any one general philosophy about
business organization or management develop-
ment but is adaptable to a variety of purposes
and programs. Its usefulness is in its power to
replace guesswork with dependable information
on the general characteristics of executive work.
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