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1.1. Overview
Career development has traditionally been based on stability, hierarchy and clearly 
defined jobs career progression. Some authors (e.g., Williamson, 1991) have criticized 
these traditional ideas about careers, arguing that they that are based on outdated 
assumptions (DeFillippi & Arthur, 1994; Demerouti, Bakker & Gevers, 2015). In the last 
80 years, the norm of holding the same job or remaining with the same organization 
for the whole of one’s working life has given way to a pattern of periodic job changing 
(Warner & Abbegglen, 1955; Jennings, 1970; Miles & Snow 1986; Nohria & Eccles, 
1992): “individuals are constantly in a state of becoming, of moving between and through 
various roles and their attached identities and relationships” (Ashforth, 2001, p. 3). 
DeFillipi & Arthur (1994) suggest that organizations − as well as careers − should be 
continuously adapting to a rapidly changing environment which is characterized by 
‘inter-firm mobility’ (Pfeffer & Baron, 1988) and boundaryless careers (Mayrhofer, Meyer, 
Iellatchitch & Schiffinger, 2004; Stahl, Miller & Tung, 2002). To illustrate: the average 
U.S. worker has 10 employers over the course of their adult lives (Topel & Ward, 1992), 
while Japanese male workers have six employers (Cheng, 1991) despite that country’s 
reputation for the concept of lifetime employment. Even before 1980 the number of 
Americans in some form of career transition was estimated at 40 million at any given 
time (Arbeiter, Aslanian, Schmerbeck & Brickell (1978).

Managerial careers, and therefore career transitions made by managers, have also increas-
ingly become an inter-firm matter. Managers are confronted with different considerations 
in relation to their own and their employees’ boundaryless careers, including the need 
to develop new competencies and the emergence of a new career architecture (Arthur, 
Claman & DeFillippi, 1995; DeFillippi & Arthur, 1998). 

In the literature (see table 1.1 for a non-exhaustive list of theoretical contributions to 
the field of career transitions), successful career transitions are associated with effec-
tive mechanisms for overcoming barriers to a transition and coping with its demands 
(Morris, Tod & Oliver, 2015). In addition, career transitions have a major influence on 
the performance of managers, and thus affect group and organizational performance 
as well. Recent studies on career transitions have focused on career adaptability (e.g., 
Jiang, 2016, Rudolph, Lavignea & Zacher, 2016; Fiori, Bollman & Rossier, 2015), job 
crafting (e.g., Harju, Hakanen & Schaufeli, 2016; Demerouti, Bakker & Gevers, 2015), 
education-to-work or school-to-work transitions (e.g., Lechner, Tomasik & Silbereisen, 
2014; Renn, Steinbauer, Taylor & Detwiler, 2014; Elfering, Semmer, Tschan, Kälin & 
Bucher, 2006), work-home interference and burnout (e.g., Rigotti, Korek & Otto, 2014; 
Dunford, Shipp, Boss, Angermeier & Boss, 2012), perceived employability (e.g., Forrier, 
Verbruggen & De Cuyper, 2015), and retirement (e.g., Griffin, 2012). 
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Introduction

Despite the attention devoted to career transitions by Maryl Reis Louis, Douglas T. 
Hall, Nigel Nicholson and Michael West, Janina Latack, Nancy Schlossberg and Lillian 
Leibowitz in the 1980s, by Susan Ashford, William Bridges in the 1990s and by Blake 
E. Ashforth, Ram Charan, Stephen Drotter, James Noel, Herminia Ibarra and John 
Blenkinsopp and Kasia Zdunczyk in the 2000s, only a small number of studies (e.g., 
Ashforth, 2001) have explored the factors that determine the success of career transitions.

According to Ashforth (2001, p. 3), “little attention has been paid to the nature of individu-
als’ role transitions, that is, the psychological and physical (if relevant) movement between 
roles, including disengagement from one role (role exit) and engagement in another (role 
entry)” in spite of the fact that career transitions are an integral part of career research 
and practice (Chudzikowski, 2005; Chudzikowski & Mayrhofer, 2005). The goal of this 
study is to help fill this remaining gap in the literature by gaining more insight into the 
factors that determine the success of career transitions in managerial careers.

Table 1.1: Overview of theoretical contributions

Period Authors Contributions

1980s • Louis (1980a)
• Louis (1980b)
• Louis (1982)
• Leibowitz & Schlossberg (1982)
• Nicholson (1984)
• Latack (1984)

• Nicholson (1986)
• Nicholson (1987)
• Nicholson & West (1988)

• Typology of transitions
• Conceptual categories of entry experiences
• Essential transition tasks
• Major categories of critical career transitions
• Modes of work adjustment
• Objective magnitude of interorganizational 

career transitions scale
• Transition cycle
• Dimensions of career transition cycles
• Types of job change

1990s • Ashford & Taylor (1990)
• Bridges (1991)
• McCauley et al. (1994)

• Ashford & Black (1996)

• Adaptation to work transitions
• Transition model
• Developmental components on-the-job 

learning
• Proactivity during organizational entry

2000s • Ashforth (2001)

• Charan, Drotter & Noel (2001)
• Ibarra (2003)
• Blenkinsopp & Zdunczyk (2005)

• Mumford et al. (2007)

• Determinants of role learning including 
individual attributes of role transitions

• The leadership pipeline
• Redefining working identity
• Positive, negative and hybrid career transition 

cycles
• Leadership skills strataplex

2010s • Griffin, 2012
• Lechner et al. (2014)
• Rigotti et al. (2014)
• Rudolph et al (2016)
• Harju et al. (2016) 

• Retirement and exit transitions
• School-to-work transitions
• Work-home interference and burnout
• Career adaptability
• Job crafting
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1.2. Career development and critical career transitions
According to Jansen & Van der Sluis (2004), career development demands passage 
through managerial positions on different managerial levels to acquire the competencies 
required at each particular level. As their careers develop, individuals expand their 
capacity for effective managerial action and learn new strategies and skills for handling 
work situations effectively (Ohlott, Rugerman & McCauley, 1994, Brett, 1984; Davies 
& Easterby-Smith, 1984; Jansen & Van der Sluis, 2004). One of the essential tasks in 
succession planning is to define the critical leadership skills required at different levels 
of management (Dai, Tang & De Meuse, 2011; Pernick, 2001, Snipes, 2006). Accordingly, 
Dai et al. (2011, p. 366) state that “succession systems must follow a thorough roadmap 
for leadership development and know what experiences are necessary for developing the 
critical leadership skills for each level of management”.

In the literature, since the 1980s attention has focused on job experience as an essential 
aspect of management development. For example, McCall, Lombardo & Morrison (1988), 
Davies & Easterby-Smith (1984) and Van der Pol & Van Tienen (2002) conclude that 
job experience contributes considerably more than classroom training programs to the 
development of (senior) managers. De Kleer, Van Poelje & Van de Berg (2002) regard 
challenging assignments − e.g., career transitions, leading new projects, managing large 
operational departments − as ‘critical learning experiences’. Challenging situations such 
as career transitions, the implementation of changes and obstacles faced on the job are 
all sources of motivation for learning (McCauley, Ruderman, Ohlott & Morrow, 1994; 
Baldwin & Padgett, 1994). In addition, on-the-job experiences account for 70% of all 
developmental experiences of managers (Wick, 1989; see also Van Poelje, 2002).

Although the term ‘career transition’ is frequently used in the literature (e.g., Moore, 
2004; Leibowitz & Schlossberg, 1982; Sinclair, 2004; Watkins, 2003), definitions are 
relatively rare. There is in fact a considerable degree of overlap between the term 
‘career transition’ and the terms ‘role transition’, ‘work role transition’, ‘job transition’, 
‘radical job move’, ‘managerial job change’ and ‘job transfer’. Every definition contains 
elements of change, new job requirements and/or different (work) roles. Nicholson 
(1984, p. 1973) defines a role transition as “any change in employment status and any 
major change in job content, including all instances of ‘status passages’ (...), forms of intra- 
and interorganizational mobility (...), and any other changes in employment status (e.g., 
unemployment, retirement, reemployment)”. This broad definition not only includes 
consequences of intra-firm and inter-firm mobility, but also embraces the outcomes of job 
redesign and instances of organizational change in which the work is radically reshaped by 
changes in an organization’s goals or structure (see also Nicholson, 1984 and Nicholson & 
West, 1989).
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Introduction

In this study the focus is on the success of major − and therefore critical − transitions 
between sequentially held roles in managerial careers. A critical career transition is 
defined as the process in which a major change of formal work role requirements or 
work context (location, organization, organizational unit or department) takes place 
during an individual’s professional career.

1.3. Goal and research questions
The goal of the study is to gain more insight into the factors that determine the success 
of critical career transitions in managerial careers. More specifically, the purpose is to 
identify characteristics of transitions − in particular the magnitude of the transition − 
and characteristics of the ‘manager in transition’ that explain and predict the success of 
career transitions. In addition, the effectiveness of management development activities 
(e.g. coaching, mentoring, training, education etc.) in enhancing the chance of success 
in critical transitions in managerial careers is analyzed.

This study therefore addresses two main research questions: (1) what are the factors that 
determine the success of critical career transitions in managerial careers? and (2) which 
management development activities are most effective during a transition process?

The main research questions are examined on the basis of the following sub-questions:

 - What is management and what is meant by a management role?
 - What is a career?
 - What is a critical career transition and what types can be distinguished?
 - What are the main stages in the process of a critical career transition?
 - When is the process of a critical career transition completed?
 - Which managerial levels or layers can be distinguished and what are the main job 

elements at each level?
 - How can the magnitude of a critical career transition be defined and operationalized?
 - What is meant by a successful critical career transition and what criteria can be 

used to measure success?
 - What is meant by management development (MD) and which management 

development activities can be distinguished?

The main research questions are explored on the basis of various hypothetical relations. 
We start with the (interactional) assumption that the success of critical career transitions 
is determined by both the situation and the person, i.e., the ‘manager in transition’ (see, 
for example, Mischel, 1973 and Endler & Magnusson, 1976). The situation includes the 
nature of the transition (e.g., intraorganizational or interorganizational, magnitude, and 
managerial level) and how managers are supported by the organization (e.g., coaching, 
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mentoring, training, and education). Characteristics of the manager include age, level 
of education, personality, and managerial experience). Figure 1.1 depicts the central 
relations in this study.

Figure 1.1: Central relations in this study.
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1.4. Structure of the thesis
Figure 1.2 shows the structure of this dissertation. In chapter 2, critical role transitions 
are discussed from a theoretical point of view. This chapter provides the theoretical 
framework for the research, based on an overview of contemporary literature on career, 
career transitions, career development and management development. Chapter 3 contains 
a discussion of three ‘popular scientific’ contributions: Watkins’ ‘The First 90 Days’, Evan’s 
Shell competence matrix and Charan, Drotter and Noel’s ‘leadership pipeline’. In chapter 
4, the insights from chapters 2 and 3 are combined with the results of four pilot studies 
to develop the research model and to formulate the hypotheses. The research model and 
the hypotheses are discussed in chapter 5. The quantitative part of this study is described 
in chapter 6, including the sample, the data collection procedures, and the measures that 
were used in the questionnaire. The results of the online survey are discussed in chapter 
7, including the results of the hierarchical regression analysis and the tested hypotheses. 
Finally, the principal results are discussed in chapter 8.
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2.1. Introduction
This chapter consists of three closely connected parts. The first part (§ 2.2) discusses 
management and managerial behavior, including aspects such as management versus 
leadership (§ 2.2), management taxonomies (§ 2.2.1), management dimensions versus 
management situations (§ 2.2.2), management roles versus management styles (§ 2.2.3), 
and competencies versus competences (§ 2.2.4). 

Careers and career transitions are discussed in the second part (§ 2.3 and § 2.4). Trends 
and career definitions are described in section 2.3.1, section 2.3.2 provides a definition of 
the term ‘career transition’ and section 2.3.3 discusses various types of career transitions 
based, among other things, on the typology of Louis (§ 2.3.4). On the basis of the various 
classifications, the focus of this study is made more explicit in section 2.3.5. Section 2.3.6 
provides an introduction to the transition cycle of Nicholson & West (1988), as well as 
Nicholson’s nine dimensions for identifying the critical elements during the transition 
process. The second part of this thesis concludes with a description of successful critical 
career transitions (§ 2.4). To that end, the construct ‘effectiveness’ is defined in section 
2.4.1 and section 2.4.2 deals with the relevant question of ‘what is a successful or effective 
critical career transition?’ Section 2.4.3 provides an overview of objective and subjective 
career success criteria, and in section 2.4.4 Hall’s definition of career effectiveness is 
considered. The second part results in a framework for measuring the success of critical 
career transitions (§ 2.4.5) and a summary of the objective and subjective (career) 
elements used in this thesis (§ 2.4.6).

The third part discusses career development and management development (§ 2.5, § 2.6, § 2.7 
and § 2.8). In section 2.5.1, the distinction between descriptive and dynamic definitions of 
career development is discussed. Section 2.5.2 deals with Brousseau’s (1996) multiple career 
concept model. Management development and managerial development are discussed in 
sections 2.6.1 and 2.6.2. Section 2.6.3 considers role learning and career transitions. Jaques’ 
levels of work and time-span measurement are discussed in section 2.7. The third part 
concludes with a brief summary of Keil & Cortina’s ‘cusp model’ (§ 2.8) and a description 
of Mumford’s leadership skills strataplex (§ 2.9). In the last section (§ 2.10), the three parts 
are combined into a new model: the critical career transition or CCT model.

2.2. Management and managerial behavior
Management can be defined in several ways: “It’s obvious after reviewing the literature 
that there are almost as many definitions of management as there are writers in the field” 
(Hersey & Blanchard, 1993, p. 5). According to Vinkenburg (1997), the result of a review 
of the literature on management in general and managerial behavior in particular is 
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“a long and varied list of definitions and descriptions of management and corresponding 
behaviors, activities, tasks, functions and responsibilities”. Accomplishing organizational 
goals is mentioned in most of these definitions (e.g. Smith, Carroll, Kefalas & Watson, 
1980; Terry, 1977; Hersey, 1985; Jansen, 1991; Thierry, 1971; Leavitt, 1976; Hersey & 
Blanchard, 1993; see Appendix A). Furthermore, making decisions is an important aspect 
of management: “management is practically always decision making” (Jansen, 1991, p. 15).

Management and leadership are often regarded as synonyms. However, in the theory 
a distinction is made between management and leadership (Holloman, 1984; Kochan, 
Schmidt & De Cotiis, 1975; Zaleznik, 1977; Hersey & Blanchard, 1993). According to 
Mullins (1999, p. 254), management is usually viewed as getting things done through 
other people in order to achieve stated organizational objectives: “management is regarded 
as relating to people working within a structured organization and with prescribed roles. 
To people outside of the organization the manager might not necessarily be seen in a 
leadership role”. Leadership, on the other hand, does not necessarily take place within 
the hierarchical structure of an organization (Mullins, 1999; Brooks, 2003); informal 
leaders can exist at every level of an organization (Brooks, 2003).

Zaleznik (1977) was one of the first authors to study the differences between managers 
and leaders. Back in 1977, when Zaleznik wrote his – already classic – article ‘Managers 
and leaders, are they different?’, the view of management centered on organizational 
structure and processes. Zaleznik argued that this ‘traditional view’ omitted essential 
elements of leadership, such as inspiration, vision and human passion, which drive 
corporate success. Brooks (2003, p. 150) defines both management and leadership in 
an attempt to differentiate the two terms: “Managers perform functions in organizations 
and hold a particular, formal, title and/or fulfill a role. (...) Leaders, on the other hand, 
aim to influence and guide others into pursuing particular objectives or visions of the 
future and to stimulate them into wanting to follow”. Brooks emphasizes that leadership 
is not necessarily related to a hierarchical position, as management tends to be; formal 
authority is considered to be a characteristic feature of management (e.g. Hales, 1986). 
Hales (1986, p. 89) defines a manager as “someone who has responsibility for the operation 
of a discrete organizational unit and who is invested with at least formal authority over 
those working within that unit”.

According to Brooks (2003), leadership is more inspirational, involves more emotional 
input than management and is often a dynamic activity concerned with changing 
attitudes. That view is supported by Zaleznik (1977), who stated that managers adopt 
a less emotional and more passive attitude than leaders and “are more concerned with 
seeking compromise in conflicting positions and with conserving order than in initiating 
transformation” (Brooks, 2003, p. 151).
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Handy (1993), Watson (1983), Kotter (1990) and Keuning & Eppink (2004) regard 
leadership as a specific part of the broader role of management: leadership is primarily 
concerned with interpersonal aspects of the formal roles or position of the manager. 
Watson (1983) applied the differences between leadership and management to the 7-S 
organizational framework. According to Watson (1983, see also Mullins, 1999), managers 
tend towards reliance on strategy, structure and systems, whereas leaders give preference 
to style, staff, skills and shared goals. Similarly, Belbin (1997, p. 98) regards leadership as 
a quality, suggesting that “there is a clear implication that leadership is not a part of the job 
but a quality that can be brought to a job (...) The work that leadership encompasses in the 
context clearly is not assigned but comes about spontaneously” (Belbin, 1997, p. 98). Kotter 
(1990) considers leadership to be the human, visionary, inspirational, motivational and 
dynamic aspects of the total manager’s job. According to Kotter (1990), the ‘managerial 
part’ focuses on the tasks identified by Fayol (1949): planning, organizing and controlling 
(see also table 2.1). Mintzberg (1973), on the other hand, refers to leadership as one of his 
ten roles of management (roles of management will be discussed in more detail in section 
2.2.1). Mintzberg (1973; 1975) called Fayol’s description of managerial work ‘folklore’ 
after comparing his own observations to Fayol’s traditional management functions 
(planning, coordinating, organizing, controlling and commanding). According to Fayol 
(in: Keuning & Eppink, 2004), if necessary, the degree of specialization of managers with 
regard to these specific functions, has to decrease as they move to higher levels within 
the organizational hierarchy (Keuning & Eppink, 2004).

Another approach to the difference between management and leadership is taken 
by Robbins (2000) and Hersey & Blanchard (1993). They consider leadership to be 
a broader concept than management. Robbins (2000, p. 131) defines management as 
“the ability to influence a group towards the achievement of goals”. Hersey & Blanchard 
(1993, p. 5) also regard management as a specific form of leadership: “the achievement 
of organizational objectives through leadership is management (...). The achievement of 
organizational goals is paramount”.

Herminia Ibarra (2015) recently discussed the difference between management and 
leader ship in the Financial Times. She referred to John Kotter, who argues that ‘manage-
ment and leadership are different kinds of work, not different kinds of people’. According 
to Kotter, the more complexity in organizations (e.g., more products, geographies, units), 
the more management is needed, the more dynamic the environment, the more leader-
ship is necessary. Therefore, the right mix of management and leadership depends on 
the specific context (Kotter, in Ibarra, 2015). In fact, the need for managers and leaders 
is regarded here from the perspective of contingency theory. 
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In this dissertation, leadership is regarded as an aspect of the manager’s job. Management 
is regarded as “the process of working with and through individuals and groups and other 
resources to accomplish organizational goals”. In other words, depending on the situation 
(e.g. hierarchical position, formal roles, tasks or type of organization), a manager needs 
leadership qualities (competencies) to that extent that they are required; competencies 
are discussed in section 2.2.2.

2.2.1. Taxonomies of managerial behavior

According to Vinkenburg (1997), many authors refrain from defining management and 
instead describe the job in terms of its tasks, activities or functions. There have been 
several studies of managerial work and behavior (Stewart, 1983). Vinkenburg (1997) 
mentions a number of studies, including those by Fayol (1949), Mintzberg (1973; 1975), 
Kotter (1982b), Mahoney, Jerdee & Carroll (1963; 1965), Quinn (1988), Yukl (1994; 
Yukl, Wall & Lespinger, 1990) and Luthans & Lockwood (1984). These studies resulted 
in different classifications of managerial behavior in terms of tasks, activities and roles. 
An overview of such ‘managerial behavior taxonomies’ is provided by Yukl (1994) based 
on three different approaches (or research methods): the theoretical deductive approach, 
the factor-analysis approach and the judgmental classification approach.

To facilitate a comparison of the different taxonomies of the manager’s job, Vinkenburg 
(1997) provides a table that takes the categorization of Luthans & Lockwood (1984) 
as its starting point because of the comprehensiveness and the empirical basis of 
their categorization (see table 2.1). The studies by Luthans & Lockwood (1984) and 
Luthans, Rosenkrantz & Hennessey (1985) resulted in four main categories (traditional 
management, communication, networking and human resource management) and 12 
subcategories of managerial activities: planning and coordinating, decision-making 
and problem-solving, monitoring and controlling performance, exchanging routine 
information, processing paperwork, interacting with others/outsiders, socializing and 
politicking, motivating and reinforcing, disciplining and punishing, managing conflict, 
staffing, training and developing. 

The numbers in table 2.1 refer to the six elements (factors) of managerial behavior that 
were found by Morse & Wagner (1978). Their factor-analysis resulted in:

1. Managing the organization’s environment and its resources;
2. Organizing and coordinating;
3. Information handling;
4. Providing for growth and development;
5. Motivating and conflict handling;
6. Strategic problem-solving.
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The table in the study by Vinkenburg (1997) gives a good overview of the activities, 
tasks or roles of a manager. The term ‘role’ has been used several times in the previous 
sections. In the following sections, this term will be discussed more in detail. In sections 
2.7 and 3.3, (managerial) roles will be related to hierarchical job levels.

2.2.2. Dimensions and situations of management

According to Mintzberg (1973), managerial behavior is characterized by brevity, variety 
and fragmentation. “A common observation of managerial behavior is that it, at first view, 
seems to be chaotic” (Jansen, 1993, p. 6; see also Stewart, 1982, p. 7 and Martinko & 
Gardner, 1990). Mintzberg (1975) concluded that managers “move in a fragmented fashion 
through a bewildering array of issues on any given day; in fact, fully half of their activities 
were completed in less than nine minutes”. These short-lasting, rapidly interchanging and, 
in terms of content and demands, different situations have one thing in common: the 
need for decision-making (Jansen, 1993; Jansen 1996). Apparently, the manager moves 
from situation to situation in an enduring chaos. “This behavior seems hard to reconcile, 
on the surface at least, with traditional notions of what top managers do (or should do). It 
is hard to fit the behavior into categories like ‘planning’, ‘organizing’, ‘controlling’, ‘directing’, 
‘staffing’, and so on” (Kotter, 1982a, p. 150, see also Kotter, 1982b).

Taxonomies of management activities, such as the taxonomies discussed in section 2.2.1, 
can be regarded as attempts to bring order to this chaos by distinguishing a number 
of management roles (e.g. Mintzberg, 1973 and Fayol, 1949). In accordance with the 
conceptualization of Jansen (1991), Jansen (1993) presents a matrix (‘grid’) for ordering 
concrete, observable managerial behavior (see table 2.2). After a brief description of 
Jansen’s conceptualization, this grid will be used to define the term ‘role’ (§ 2.2.3) and 
to make a distinction between competencies and competences (§ 2.2.4).

Table 2.2: Example of the assessment center as a grid of dimensions and situations (based on Jansen, 
1991, p. 14; 1993, p. 24; 1996, p. 45 and 1998, p. 658) 

commercial management situations

++ : very important
+ : important
0 : not really important

delivering 
a speech

face-to-
face selling

top-level 
negotiating

drafting a 
business plan

dimensions

problem-solving 0 0 + ++

interpersonal sensitivity + ++ ++ 0

organizing + + ++ ++

leadership + ++ ++ 0
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The grid is used by Jansen (1993, p. 6) as an assessment center technique: “every manage-
ment assessment center can be depicted as a concrete realization of a matrix of situational 
exercises by assessment categories. In the example (...), four assessment dimensions (i.e., the 
horizontal or row entries) (...) are observed and rated by means of four ‘situations’ (i.e., the 
vertical or column-wise classification)”. Not every dimension is invoked by every situation; 
some dimensions are very important (e.g. interpersonal sensitivity or organizing in the 
case of top-level negotiating); some dimensions are not really important (e.g. leadership 
in the case of drafting a business plan). Note that Jansen (1993) regards leadership as a 
dimension or personal quality that is more or less important in different situations (i.e. 
roles or tasks).

According to Jansen (1993, p. 6), a role is closely connected to a specific situation (e.g. 
a work, private or sports situation): “To comply with the demands of management, i.e. 
with a mixture of different management situations (e.g. situations p, q and r), a repertoire 
(e.g. the set v(p), v(q), v(r)) of abilities or skills or roles is required which are effective in 
the organizational context of that role. (...) When ‘role’ gets the overtone of a profile of 
person-specific dimensions (...) we will refer to it as a style”. In other words, during an 
assessment center, candidates are observed in various situations, e.g. delivering a speech 
(p), negotiating at the top level of an organization (q) or drafting a business plan (r). On 
the basis of the observations 1, 2, 3 ..., 9, two profiles of the candidate can be obtained 
(see table 2.3):

1. A dimensional profile: the result of ‘horizontal generalization’ across the situations 
p, q and r and based on the ratings v(a), v(b) and v(c);

2. A situational profile: the result of ‘vertical generalization’ across the dimensions a, 
b, and c and based on the ratings v(p), v(q) and v(r).

Jansen’s ‘grid of dimensions and situations’ (1991; 1993; 1996; 1998) is presented in this 
thesis for several reasons. In the first place, the grid provides a conceptual framework 
within which the terms ‘role’, ‘competencies’, ‘job level’ and ‘career transition’ can be 
discussed consistently. In the second place, on the basis of the grid, job levels as a ‘mix of 
different work situations’ (roles, tasks and personal characteristics) can be determined 
and compared consistently. In the third place, situation-specific abilities and person-
specific dimensions are not confused within the grid (see § 2.2.4). Furthermore, concrete, 
observable managerial behavior is ordered consistently within the grid.

2.2.3. Management role versus management style

In addition to its use as an assessment center technique, Jansen’s grid can also be applied as 
a framework for analyzing managerial jobs (see Jansen, 1996). Analogously to the structure 
of tables 2.2 and 2.3, the required roles or skills (situations) can be depicted horizontally, 
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the required personal qualities (dimensions) vertically. In this case, the situational exercises 
and dimensions of the assessment center are replaced by relevant managerial job elements 
(roles and personal qualities, respectively). Here, the importance of a specific role or 
personal quality depends on the organizational context (see also the next section).

As mentioned in section 2.2.2, in Jansen’s grid (1993), a (management) role is closely 
connected to a specific situation. Jansen (1993, p. 6) therefore defines a role as “a 
situationally specific ability”. Two other sociopsychological definitions of a role are: “the 
set of behaviors or functions appropriate for a person holding a particular position within 
a particular social context” (Wrightsman, 1972, p. 23, see Jansen, 1996, p. 143) and “the 
set of expectations that others hold of an occupant of a position” (Huczynski & Buchanon, 
2001, p. 327). Thus, roles are based on the expectations of other relevant persons. Note 
that Wrightsman’s definition is not confined to the managerial context: “roles inform 
us of what is appropriate behavior with respect to a particular position in a group or 
organization” (Siegel & Lane, 1987, p. 461).

According to Belbin (1993), within organizations there is a difference between a person’s 
functional (or formal) role and his or her informal or team role (Aritzeta, Senior & 
Swailes, 2005). The informal or team role “refers to a tendency to behave, contribute and 
interrelate with others at work in certain distinctive ways. Consequently, several people 
may have the same functional role but vary greatly in their team role” (Belbin, 1993, p. 
25). Belbin (1981) initially proposed eight team roles, and later added a ninth (Belbin, 
1993): (1) the plant (PL), (2) the resource investigator (RI), (3) the coordinator (CO), 

Table 2.3: The assessment center as a grid (based on Jansen, 1993, p. 25 and Jansen, 1996, p. 237)

situations

p q r

dimensions

a 1 2 3 v(a)

b 4 5 6 v(b)

c 7 8 9 v(c)

v(p) v(q) v(r) OAR

1,2,3,..,9: 
a: 
p: 
v(a): 
v(p): 
v(a), v(b), v(c):
v(p), v(q), v(r):
OAR: 

elementary behavior, primary observation
dimension, personal disposition, personal attribute, personal quality, personal characteristic
situation(al exercise), ability, skill, role, task
rating of dimension a on account of observations 1, 2 and 3
rating of (the performance in) situation p on account of observation 1, 4 and 7
dimensional profile, personal (management) style
situational profile, management repertoire, skill mix, skills profile, role set
Overall assessment rating (composed of the dimensional and/or situational profiles)
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(4) the shaper (SH), (5) the monitor evaluator (ME), (6) the team worker (TW), (7) the 
implementer (IMP), (8) the completer finisher (CF), and (9) the specialist (SP).

The formal managerial role, on the other hand, is derived from the formal organization, 
which is defined as “the division of tasks into an official framework established by the 
management, complemented with job and tasks descriptions, guidelines and procedures” 
(Keuning, 1998, p. 265). The three managerial roles mentioned by Mintzberg in 1973 
(the interpersonal role, the informational role and the decisional role) are based on the 
formal managerial role. Mintzberg used the definition of Sarbin & Allen (1968), who 
defined roles as “the sets of behaviors belonging to identifiable offices or positions”. This 
definition displays many similarities to the description of Huczynski & Buchanon (2001, 
p. 470), who defined a role as “the pattern of behaviour expected by others from a person 
occupying a certain position in an organization hierarchy”. 

According to Jansen (1993, p. 6), a style is a “profile of person-specific [transsituational, 
GM] dimensions” (the set of v(a), v(p), v(c) in table 2.3). In essence, Jansen’s definition is 
consistent with the definition of Hersey & Blanchard (1993, pp. 161-162), who describe 
the style of managers as “the consistent behavior patterns that they use when they are 
working with and through other people, as perceived by those people. These patterns emerge 
in people as they begin to respond in the same fashion under similar conditions; they develop 
habits of action that become somewhat predictable to those who work with them”.

Vinkenburg (1997, p. 15) assumes that “a manager can choose between or has a personal 
preference for any possible management style when performing certain management roles 
or activities, that is, in dealing with different situations”. Therefore, management styles are 
supposed to be relatively stable over time (Jansen, 1991; 1996). In this thesis, the focus is 
on formal, functional (management) roles. A transition to another managerial position 
is regarded as a change in the formal job content, demanding another set of formal roles, 
deliverables or outputs, each of which requires a number of individual competencies or 
dimensions (see Woodruffe, 1993, p. 30).

2.2.4. Competencies versus competences

A lot of attention has been devoted to competencies in the literature, (e.g., Nikolaou, 
2003). Despite this research, ‘competency’ still seems to be used as an umbrella term 
to cover almost anything that could directly or indirectly affect job performance 
(Woodruffe, 1993). Boyatzis (1982) is considered to be the ‘catalyst’ for this use of the 
term (Woodruffe, 1993). An adequate and agreed definition of competency is crucial 
(op. cit., 1993). Without a precise definition, he warns, (1) techniques for identifying 
competencies cannot be employed successfully, and (2) it is impossible to formulate a 
theory about what causes individuals to possess or lack a competency.
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According to Woodruffe (1993), Boyatzis (1982) had made some progress. Boyatzis 
(1982) distinguishes jobs, tasks (‘roles’ or ‘situations’) and relevant competencies 
(‘dimensions’). “Essentially, the distinction is between (...) the aspects of the job that have 
to be performed competently and what people need to bring to the job in order to perform 
the aspects to the required level of competence. It is a distinction that leads to a definition 
of a competency: A competency is the set of behaviour patterns that the incumbent needs to 
bring to a position in order to perform its tasks and functions with competence” (Woodruff, 
1993, p. 29). Boyatzis (1982, p. 9) defined a competency as “an underlying characteristic 
of a person (...) which can be a motive, a trait, a skill, an aspect of his personal image or of 
his social role, or a body of knowledge which he or she uses”.

In the second part of his definition, Boyatzis (1982) describes a skill as an underlying 
characteristic. Boyatzis’ (1982) definition matches Fleishman’s (1972) description of 
‘ability’. According to Fleishman (1972, p. 1018), ability refers to “a more general trait of 
the individual. Many of these abilities are, of course, a product of learning and develop at 
different rates, mainly during childhood and adolescence. They represent organismic factors 
that the individual brings with him when he begins to learn a new task”. In Fleishman’s 
(1972) definition, the relatively static nature of abilities after learning and development 
is completed at the end of adolescence (Keil & Cortina, 2001). “In contrast to ability, 
Fleishman provided a definition of skill that is more changeable” (op. cit., p. 674). According 
to Fleishman (1972, p. 1018) “skill refers to the level of proficiency in a specific task. (…) 
The assumption is that the skills involved in complex activities can be described in terms 
of the more basic abilities”.

‘Proficiency’ is a term that is frequently used in the field of competencies and competences 
(Hansen, 2002, Hansen, 1986; Fleishman, 1972). The term ‘proficiencies’ “describes the 
capacity of people to combine their content knowledge and acquired skills so they can fully 
meet the requirements of their jobs” (Hansen, 2002, p. 517). Proficiencies differ from 
required (core) competencies (e.g., knowledge, skill or ability) by emphasizing the 
developmental aspects within the current job or within future jobs later in the career. 
In short, “we can think of content knowledge and acquired skills as inputs to a production 
process whose output is proficiencies” (Hansen, 2002, p. 514).

In contrast to Boyatzis (1982), Fleishman (1972) and Jansen (1993) regard a skill as a 
situationally specific ability or role (see § 2.2.2). Jansen (1993) and Woodruffe (1993) 
conclude that situation-specific abilities and person-specific dimensions have been 
seriously confused in the literature: “the job itself consists of a set of deliverables, outputs or 
roles, each of which requires a number of individual competencies. Some lists of competencies 
confound these two by putting together what people must be able to do, with what they need 
to do it effectively. The result is a set of competency dimensions that are not independent” 
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(Woodruffe, 1993, p. 30). Within the ‘competency-competence debate’ (Woodruff, 1993), 
Collin (1989) concludes that (1) a competence relates primarily to what managers do 
rather than to what they are, and (2) a competence refers to the capacity of being able 
to ‘do’ things, therefore it is an ability (see also Jansen, 1993; 1996).

According to Collin (1989), competences are often reified, meaning that they are wrongly 
regarded as a ‘thing’, as something that is to be found ‘within a person’s head’ like a 
dimension. “But ‘competence’ refers to the possession of that specific mixture of behaviors 
that determines effective mastery of a (...) situation. That means that every competence of 
management always should be considered vis à vis a specific context: both a situation and 
a norm of effective management” (Jansen, 1993, p. 7).

Table 2.4 summarizes the sections 2.2.2, 2.2.3, and 2.2.4. The distinction between 
dimensions (competencies) and situations (competences) will be applied consistently 
within this thesis. As mentioned in section 2.1, Jansen’s framework will be used to examine 
how critical career transitions and individual competencies (and competences) are related.

Table 2.4: Jansen’s terminology summarized

Dimension Situation

personal quality, personal characteristic role, task

(management) style (management) role

competency competence

dimensional profile situational profile or role set

personal disposition, personal attribute ability, skill

2.3. Careers and career transitions

2.3.1. Careers: defi nitions and trends

The term ‘career’ derives from the Latin word carraria, which means road or carriageway 
(Arthur & Lawrence, 1984). Careers have been analyzed from various perspectives and 
by various disciplines, including social psychology, sociology, anthropology, economics, 
and political science (Arthur, Hall & Lawrence, 1989): career theory provides a forum 
for “taking us beyond the limitations and confines of disciplines as we currently conceive 
them” (Mitroff & Kilmann, 1978, p. viii). Common to all the definitions of career are 
characteristics of work experiences occurring over a certain span of time. In its broadest 
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sense, a career is “the evolving sequence of a person’s work experiences over time” (Arthur 
et al., 1989, p. 8).

Careers can be described in two fundamentally different ways (Arthur, Khapova & 
Wilderom, 2005; Hughes, 1937, 1958): (1) objective careers, reflecting the more or less 
publicly observable positions, situations, and status, and (2) subjective careers, reflecting 
the individual’s own sense of his or her career and what it is becoming (Stebbins, 1970). 
Hughes (1937, 1958) described the objective career as directly observable, measurable, 
and verifiable by an impartial third party. The subjective career is the career as experienced 
by the person engaged in it. The theoretical distinction between the objective and the 
subjective career will be discussed more in detail in section 2.4.3.

There is still a lot of research going on and new trends are becoming apparent, such 
as job crafting, career adaptability, retirement planning, career success, and career 
satisfaction. In the last few decades, the norm of holding the same job or remaining 
with the same work organization for life has given way to a pattern of periodic job 
changing (Warner & Abbegglen, 1955; Jennings, 1970; Louis, 1980a). “Alternative ideas 
emphasize continuous adaptation of the organization - and so of careers - to a rapidly 
changing environment” (DeFillippi & Arthur, 1994, p. 307). McDonald, Brown & Bradley 
(2004) make a distinction between traditional and protean careers. Referring to Hall 
& Mirvis (1995), McDonald et al. (2004) characterize traditional careers as oriented 
externally to the person, emphasizing vertical progression through positions, climbing 
the corporate pyramid, carrying increasing responsibility, status and rewards defined 
by the organization. Progression in the traditional career is based on ability, hard work 
and loyalty and rewarded with increased seniority (Edwards, Robinson, Welchman, 
Woodall, 1999). Wilensky’s (1960) early definition emphasizes the vertical progression, 
increasing status and stability of careers.

Hall (1986, p. 4) defines a career as “a sequence of related work experiences and activities, 
directed at personal and organizational goals, through which a person passes during his or 
her lifetime, that are partly under their control and partly under that of others”. Wilensky 
(1960, p. 54) defines a career as “a succession of related jobs, arranged in a hierarchy of 
prestige, through which persons move in an ordered, predictable sequence”, and according 
to Whitley (2003, p. 677), “management careers consist of a series of hierarchical positions 
within an employer based upon success in dealing with significant organizational problems”. 
The aspect of ordered movement up the organizational hierarchy is also expressed in the 
definition by Milkovitch, Anderson & Greenhalgh (1976); see Appendix C.

According to Hall (1996, 2002, 2004), a fundamental shift away from the traditional 
career to the more ‘protean’ career started in the late 1980s. The term ‘protean’ is derived 
from the Greek god of the sea Proteus, who could change shape and grant wishes. In 
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contrast to the traditional career, the protean career is driven by the person rather than 
by the organization. Protean careers are thought of as more internally oriented, flexible 
and mobile and with goals defined by the individual worker (Sullivan, 1999, see also 
McDonald et al., 2004). Hall (2004) emphasizes that protean careers include continuous 
learning, self-awareness, personal responsibility and autonomy. “The ultimate goal of the 
career is psychological success, the feeling of pride and personal accomplishment that comes 
from achieving one’s most important goals in life, be they achievement, family happiness, 
inner peace, or something else. This is in contrast to vertical success under the old career 
contract, where the goal was climbing the corporate pyramid and making a lot of money” 
(Hall, 1996, p. 8). In the protean career, loyalty and commitment to an organization are 
less important. On the other hand, the protean career requires that employees function 
in an autonomous, proactive, and self-directed manner and recognize where and when 
to develop the required new skills (see Hall, 2002; Hall & Mirvis, 1996 and Hall & Moss, 
1998).

According to Maguire (2002), organizations increasingly prefer transactional relationships 
with their employees. He found that the relational aspect of the psychological contract 
between employees and the organization had decreased. It had already been observed 
that careers are increasingly characterized by inter-firm mobility (e.g., DeFillippi & 
Arthur, 1994 and Arthur, 1994). The trend towards the boundaryless career derives 
from a response to bounded careers: bounded in organizations, bounded in well-defined 
roles, positions, or jobs (Bird, 1994). “Put simply, the boundaryless career is the antonym 
of the ‘bounded’ or ‘organizational’ career that has denominated empirical research in the 
recent time” (Arthur, 1994, p. 296). Despite the existing literature on the trends of the 
boundaryless career and the protean career, McDonald et al. (2004) concluded that the 
traditional career − based on length of service, geographic mobility and a steady climb 
up the corporate ladder − is still dominant in organizations. However, trends such as the 
boundaryless career and the protean career, could have an effect on career transitions. 
“One could argue that depending on different career aspirations and career tracks, specific 
patterns of career transitions will evolve in the process of dealing with the emerging career 
landscapes” (Chudzikowski, 2005, p. 2).

2.3.2. Defi nitions of career transitions

Career transitions are an integral part of career research and practice (Chudzikowski, 
2005; Chudzikowski & Mayrhofer, 2005). According to Bridges & Bridges Mitchell (2000, 
p. 31), “transition is the state that change puts people into. The change is external (…), 
while transition is internal (a psychological reorientation that people have to go through 
before the change can work)”.



Chapter 2

40

Various terms are used in the literature with reference to transitions in careers: career 
transitions (e.g., Louis, 1980a; Latack & Dozier, 1986; Latack, 1984; Ibarra, 2003; Ibarra & 
Petriglieri, 2016), critical career transitions (e.g., Moore, 2004; Leibowitz & Schlossberg, 
1982), work role transitions (e.g., Nicholson, 1984; Nicholson & West, 1989; Brewin, 1980; 
Black, 1988), job transitions (e.g., Brett, 1984; McCauley et al., 1994 and Van der Sluis, 
2000), radical job moves (e.g., Stewart, 1984), managerial job changes (e.g., Nicholson 
& West, 1988), job transfers (e.g., Brett, 1980), critical career passages (Charan, Drotter 
& Noel, 2001), career change (Ibarra, 2002, 2004) and critical career crossroads (Mahler 
& Drotter, 1986; Kesler, 2002).

According to Nicholson & West (1988, p. 48), a job change is “any move between jobs or 
any major alteration to the content of (...) work duties and activities”. In fact, “every move 
from one position to another includes transitions” (Chudzikowski et al., 2009, p. 825). In 
1989, Nicholson & West defined a work role transition as “any major change in work 
role requirements or work context” (p. 182). Nicholson (1984, p. 1973) defines a work 
role transition as “any change in employment status and any major change in job content, 
including all instances of ‘status passages’ (...), forms of intra- and interorganizational 
mobility (...), and any other changes in employment status (e.g. unemployment, retirement, 
reemployment)”. This broad definition embraces not only consequences of intra-firm and 
inter-firm mobility, but also the outcomes of job redesign and instances of organizational 
change in which the work is radically reshaped by changes in organizational goals or 
structure (see also Nicholson, 1984 and Nicholson & West, 1989). McCauley et al. (1994, 
p. 545) simplified Nicholson’s definition, describing a job transition as “a change in work 
role, such as a change in job content, status, or location”. 

Brett (1984, p. 155) gives another definition. She defines a job transition as “any kind of 
a job change - including organizational entry, geographic relocation, promotion, demotion 
- that entails a change from the task content and/or the task context (e.g., people, places, 
equipment) of the old job”. According to Louis (1980a), transitions may result in a change 
of job or profession or a change in one’s orientation to work while remaining in the 
same job. Louis (1980a, p. 330) defines a career transition as “the period during which 
an individual is either changing roles (taking on a different objective role) or changing 
orientation to a role already held (altering a subjective state)”.

Although the term ‘critical career transition’ is frequently used in the literature (e.g., 
Moore, 2004; Leibowitz & Schlossberg, 1982; Sinclair, 2004; Watkins, 2003) and in 
practice, definitions are strikingly rare. There is in fact a considerable degree of overlap 
between the terms ‘(critical) career transition’, ‘work role transition’, ‘job transition’, 
‘radical job move’, ‘managerial job change’ and ‘job transfer’, with each definition 
containing elements of change, new job requirements and/or different (work) roles. For 
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example, Ibarra (2002, p. 42) defines a career change as “a move into a position of greater 
managerial responsibility and organizational status, a transfer to a similar job in a new 
company or industry, or a lateral move into a different work function within a familiar field”.

In view of the diversity of the terms and definitions used, an unambiguous definition 
of the term ‘critical career transition’ is required. Leibowitz & Schlossberg (1982, p. 13) 
assume that “whether or not an event is classified as a [critical, GM] career transition is 
determined by the person experiencing it. It is not the transition per se that is critical, but 
how much it changes one’s [formal, GM] roles, relationships, routines, and assumptions. The 
bigger the change, the greater the potential impact and the longer it may take to incorporate 
the transition and move on” (Schlossberg, 2004, pp. 3-4). 

A critical career transition occurs if the event necessitates (1) a change in the individual’s 
assumptive world (e.g., assumptions about oneself and others), and (2) a change in the 
individual’s relationships (e.g., relationships to new colleagues) (Leibowitz & Schlossberg, 
1982). However, according to Leibowitz & Schlossberg’s definition, employees (including 
managers) in any organization experience different types of transition: hierarchical 
and non-hierarchical transitions. According to them, in non-hierarchical transitions 
employees move laterally or downward or do not move at all.

Conway & McMillan (2016) emphasize that a career transition is a process of exploration 
of achievements and aspirations. This process consists of different parts or phases 
(Nicholson, 1986). For the purpose of analyzing these parts or phases, Nicholson (1986) 
and Nicholson & West (1989) developed the ‘transition cycle’, which is discussed in 
section 2.3.6.

Referring to the studies of middle managers by Kay (1974) and Sofer (1970) Leibowitz 
& Schlossberg (1982, p. 13) claim that the non-moving, ‘stuck’ or plateaued employee 
also experiences a state of transition: “Middle managers who are boxed into their current 
jobs experience a sense of sadness and failure. At some point, they begin to change their 
assumptions about themselves, seeing themselves as losers, unable to achieve their goals. 
They also begin to relate to younger employees in a subordinate rather than a supervisory 
manner. (...) The middle manager remains in the same job, but a transition has occurred”. 
In fact, Leibowitz & Schlossberg are confusing the interrole and intrarole transition 
(Louis, 1980a). Louis’ typology will be discussed in section 2.3.4. Based on the definitions 
mentioned above and the definition of work role (§ 2.2.3), I define a critical career 
transition as the process in which a major change of formal work role requirements or work 
context (location, organization, organizational unit or department) takes place during an 
individual’s professional career.
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2.3.3. Types of career transitions

Nicholson & West:
Nicholson & West (1988) concentrated on three basic descriptive dimensions of a job 
change: (1) a change of employer, (2) a change in status (up, down or no change within 
the organizational hierarchy), and (3) a change in function. By combining these three 
basic dimensions of a job change − employer change (yes/no), function change (yes/
no) and status change (up, no change, down) − Nicholson & West identified 2 x 2 x 3 = 
12 types (N = 2,304), see table 2.5.

Table 2.5: The 12 types of job change: frequencies for last move (Nicholson & West, 1988)

Change of

Rank Employer Function Status Type name Per cent

1 C Up In-spiralling 27.6

2 C C Up Out-spiralling 24.6

3 C In-lateral 10.0

4 Up Promotion 8.4

5 C Up Out and up 8.3

6 C C Out-lateral 6.9

7 C C Down Drop-out shift 5.0

8 C Out-transfer 4.3

9 Job reorder 2.5

10 C Down Drop shift 1.3

11 C Down Out-demotion 0.7

12 Down In-demotion 0.4

C: 
Up: 
Down: 

Employer or function change (no C means no employer or function change)
Upward status change (no Up or Down means no status change)
Downward status change (no Up or Down means no status change)

The two forms of ‘spiralling’ (Watts, 1981) − moves that take managers up the organi-
zational hierarchy and simultaneously give them a new function to perform − account 
for more than half of all job moves in Britain in the 1980s. According to Nicholson & 
West (1988), in-spiralling and out-spiralling are amongst the most radical of all job 
changes. Both require a simultaneous adjustment to the new demands of lateral and 
vertical movement; an out-spiralling also requires an adjustment to the demands of a 
new organizational setting. Nicholson & West observe that moves that are conventionally 
regarded as ‘normal’, such as simple promotions (rank 4), lateral transfers (rank 3), moves 
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to a new company to perform the same function (rank 5), and instances of job reorder 
or redesign (rank 9), were far more infrequent at that time. 

In the context of career development and management development, it is interesting 
to consider how radical the demands made by the 12 types of job changes are in terms 
of (1) novelty, i.e., the difference in tasks, skills and methods, (2) learning, i.e., the 
requirement to develop major new skills, and (3) transfer, i.e., the opportunity to use 
previously acquired skills. Table 2.6 ranks the different types of job change according 
to these three characteristics (N = 2,260). 

Table 2.6: Evaluating role demands for the 12 types of job change (Nicholson & West, 1988)

Change of Novelty Learning Transfer

Type Employer Function Status Type name Rank Rank Rank

1 C Up In-spiralling 7 2 8

2 C C Up Out-spiralling 3 1  1*

3 C In-lateral 6 6 9

4 Up Promotion 10 3 4

5 C Up Out and up 9 4 3

6 C C Out-lateral 4 5  6*

7 C C Down Drop-out shift 1 7 11

8 C Out-transfer 12 11 5

9 Job reorder 11 8  6*

10 C Down Drop shift 5 9 10

11 C Down Out-demotion 8 12  1*

12 Down In-demotion 2 10 12

C: 
Up: 
Down: 
*:

Employer or function change (no C means no employer or function change)
Upward status change (no Up or Down means no status change)
Downward status change (no Up or Down means no status change)
Tied ranking

Nicholson & West (1988) note several features with regard to table 2.6:

 - There is no clear relationship between the rankings of the three basic descriptive 
dimensions of a job change. Although one might have expected that a high degree of 
novelty would mean high learning requirements and that high skill transfer would 
be associated with low learning opportunities, no such relationships were found;

 - The greatest novelty is experienced when managers simultaneously change 
employer and function (move types ‘out-spiralling’, ‘out-lateral’, and ‘drop-out shift’);
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 - Upward status moves (‘in-spiralling’, ‘out-spiralling’, ‘promotion’, and ‘out and up’ 
seem to be particularly associated with high learning requirements).

Stewart:
Distinct career transitions identified by Stewart (1984) are (1) direct promotion, (2) 
moves between line and staff jobs, (3) cross functional moves, (4) moves to a different 
type of business, and (5) moves to another part of the company.

According Stewart, direct promotion (type 4 in table 2.5 and 2.6) is the most common 
managerial job move in a lot of organizations. Direct promotion usually leads to greater 
responsibility, a more ambiguous process of decision-making, and altered relationships, 
as well as the need for a broader understanding of the context of decisions. As Table 
2.4 shows, this type of job change accounted for only 8.4 percent of all job changes in 
Britain in 1989.

One of the advantages of moves from line to staff functions is that managers learn to adapt 
to different kinds of relationships, to more ambiguity, and to a different pattern of pace 
of work (Stewart, 1984). This type of job move has been identified by McCall, Lombardo 
& Morrison (1988) as a developmental component of managerial jobs (McCauley et al., 
1994). Usually, the move from staff to line results in greater management responsibility, 
profit responsibility and, often, greater exposure (Stewart, 1984).

Cross functional moves are considered to be more risky than straight line promotions 
or moves between staff and line functions. For this reason, this type of job move is less 
common (Stewart, 1984). Cross functional moves − for example between production 
and sales − entail a major change for the new job holder in terms of relationships and 
the knowledge required. A move to another type of business requires knowledge about 
the products, the marketing, the position in the market place, the characteristics of the 
competition, etc., and involves learning about very different kinds of things (Stewart, 1984).

Heppner, Multon & Johnston:
Heppner, Multon & Johnston (1994, p. 57) define a career transition as any of the 
following three situations:

1. Task change: a shift from one set of tasks to another within the same job and at the 
same location (e.g., a dairy farmer who switches to growing grain); 

2. Position change: a shift in jobs, with the same employer or a different employer 
or at a different location, but with only a slight change in duties (e.g., a secretary 
moving to a different department within the same company);

3. Occupation change: a transition from one set of duties to a different set, possibly 
including a new work setting (e.g., a farmer becoming a factory worker).
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Leibowitz & Schlossberg:
Leibowitz & Schlossberg (1982) identified four major categories which can be used to 
‘pinpoint’ critical career transitions:

1. Moves into a new (formal) role: this category includes new jobs, advancements or 
promotions;

2. Lateral moves: moves either within an organization or to a different organization;
3. Job loss: these moves include being fired, being forced to move into a new position 

because of reassignment or a reorganization, demotion and retirement;
4. Non-occurrence: this category covers employees who have reached a transition 

point because of their non-movement. 

The major characteristic that distinguishes the four categories mentioned above is 
‘control’ or ‘choice’. Employees who move into a new career area have control and choice. 
Promoted employees may have moderate control because of organizational necessities, 
while employees who lose their jobs have little or no control or choice (Leibowitz & 
Schlossberg, 1982).

2.3.4. Louis’ typology of career transitions

According to Louis (1980a), a typology of career transitions offers several potential 
practical and theoretical benefits. A typology:

 - can be used to predict, analyze and facilitate the experiences of individual tran-
sitioners;

 - provides a framework of integrating and generalizing findings from relevant 
research not previously linked to the literature on careers;

 - can aid in the detection of theoretical and empirical gaps in knowledge and the 
identification of areas where further study is needed;

 - can be used in disseminating the growing body of knowledge relating to career 
transitions to individuals and organizations.

Louis (1980a) identified nine types of career transitions. Her typology is derived from 
an analysis of case descriptions and a review of related typologies (e.g., Parnes, 1954 and 
Price, 1977). It is based on five propositions:

1. During every type of career transition, individuals are faced with a variety of 
differences between old and new roles, role orientations, and role settings;

2. The larger the number of elements that are different in the new role or situation, 
and the greater their difference compared with those of previous roles, the more 
the transitioner will potentially have to cope with;
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3. The type of transition involved is an indicator of the general nature and magnitude 
of the differences the individual will have to cope with;

4. There is a typical coping process by which individuals interpret and respond to 
differences experienced during transitions of every type;

5. An understanding of the coping process combined with an analysis of the type of 
transition undertaken can be used to foresee the needs of individuals and facilitate 
their adaptation during career transitions.

Based on her definition (see § 2.2.1), Louis (1980a) identified two major categories of 
career transitions (see also Burns, 2015):

1. Interrole career transitions: the actual assumption of a new and different objective 
role;

2. Intrarole career transitions: the assumption of a new and different subjective 
orientation to an ‘existing’ role.

The typology includes five types of interrole transitions and four types of intrarole 
transitions (see table 2.7). Each type is further defined below.

Table 2.7: Varities of career transitions (Louis, 1980a)

Varieties of career transitions

Interrole transitions
1. Entry / Re-entry
2. Intracompany
3. Intercompany
4. Interprofession
5. Exit

Intrarole transitions
1. Intrarole adjustment
2. Extrarole adjustment
3. Role / Career-stage transition
4. Life-stage transition

Interrole transitions
According to Louis (1980a), individuals can undertake several interrole transitions. In 
chronological order they are: 

1. Entering or re-entering the labor pool (entry/re-entry transition); 
2. Taking on a different role within the same organization (intracompany or intra-

organizational transition);
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3. Moving from one organization to another organization (intercompany or inter-
organizational transition);

4. Changing profession (interprofession transition);
5. Leaving a labor pool (exit transition).

The first type of interrole transition is an entry or re-entry transition. Entering or re-
entering the labor pool involves assuming a new role in an organizational context. The 
transitioner is faced with several new tasks such as adjusting to the reality of the organiza-
tion, learning how to work, dealing with the boss and the reward system, and developing 
an identity and place for oneself (Schein, 1978). Examples of this type of transition are 
the move from school to work and the housewife returning to work after raising children.

A career transition is often thought of in terms of a change of employer: “however, 
career transitions also occur as an ongoing feature of organizational life when an employee 
changes jobs within the organization” (Latack (1984, p. 296). The intracompany (or 
intraorganizational, Kasl, 1978) transition involves a change of function or role within 
the same organization, such as moving from one department or division to another or 
switching from a line to staff function (see McCall, Lombardo & Morrison, 1988), a 
change of level within the organization (see Kelleher, Finestone & Lowy, 1986) and a 
shift from a technical role to a managerial role within the same department. A person’s 
co-workers, tasks and responsibilities, authorities and reporting relationships, the 
technologies used, the physical setting and work space, formal and informal procedures, 
and information needs and availability are all likely to change as a result of intracompany 
transitions.

In the case of an intercompany − or interorganizational (Kasl, 1978) − transition, all of the 
aforementioned possible differences associated with an intracompany transition could 
also apply. According to Louis (1980a), the impact of the differences that the transitioner 
has to cope with depends on the similarity between the requirements of the old and 
the new task, the work group and organizational climate and the industry concerned. 

Another interrole career transition is a change of profession, the interprofession transition. 
Examples of transitions of this type would be where a dentist takes up law, where a 
corporate employee leaves to become an entrepreneur, or where a person leaves the 
public sector and to become a business professional. Every change of profession entails 
a move to a different or foreign culture (Blumenthal, 1979). There are also differences 
in the language used, the norms governing personal interaction, the code of ethics, and 
professional self-identity.

Louis (1980a) distinguished several kinds of exit transition, varying in permanence or 
duration and in type and source of initiation: (1) a leave of absence (e.g., sabbatical, 
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maternity leave, or travel leave), (2) withdrawal (e.g., a woman who terminates a work 
role while raising children), (3) involuntary unemployment, and (4) retirement.

Intrarole transitions
An intrarole transition is defined as “a change in the individual’s relation or internal 
orientation to a role already held” (Louis, 1980a, p. 334). There is an important difference 
between interrole and intrarole transitions: in contrast to the interrole transition, intrarole 
transitions can occur without the conscious awareness of the individual. Louis (1980a) 
identified four types of intrarole transitions:

1. Intrarole adjustment;
2. Extrarole adjustment;
3. Role/career-stage transition;
4. Life-stage transition.

An intrarole adjustment is an adjustment in an individual’s orientation to a role that is 
the outcome of his or her on-the-job experiences in the role over time. These experiences 
prompt a reconsideration and change of orientation to the same role. Nicholson (1984, 
p. 175) sees a person’s (reactive) adjustment to a role transition as a form of personal 
development (see § 2.2.5). The formal role itself has not changed; the transition is an 
internal change in the role holder’s orientation.

An extrarole adjustment occurs when a change in one life role (e.g., a family role) leads 
to an adjustment in a person’s orientation to another role (e.g., the work role). This 
type of career transition illustrates the potential interaction and interdependence of 
an individual’s multiple life roles. According to Louis (1980a), extrarole adjustments 
reflect differences in the relative importance assigned to one role compared with other 
roles. For example, when the first baby of a dual-career couple is born, both adults take 
on new roles as parents that may lead them (at least temporarily) to devote less time, 
energy, and commitment to their work roles.

The third type of intrarole transition is the transition in career stage. A lot of work has 
been done to identify the major developmental tasks that employees face during their 
working lives and to arrange them into career stages (Milkovich & Anderson, 1982). A 
transition of this type is a progression through a sequence of stages in the total career 
cycle. Dalton, Thompson & Price (1977) wrote one of the most widely cited studies in 
this field. Their study resulted in the formulation of the four-stage career model. In this 
model, professionals move through four distinct stages in their careers: (1) apprenticeship, 
(2) craftsmanship, (3) mentorship, and (4) spokesmanship. “Movement from one stage 
to the next stage entails changes in activities, changes in their relationships with others in 
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the organization, and new psychological issues with which they have to cope” (Dalton, 
1989, p. 97).

Two other studies relating to the stages of a career are those by Hall & Nougaim (1968) and 
Arthur & Kram (1989). Hall & Nougaim (1968) described a series of   transitions generally 
associated with professional careers which involve exploration, trial, establishment 
and maintenance. In the study by Arthur & Kram (1989), an individual career is seen 
as consisting of three consecutive stages, each of around fifteen years duration: early 
career (ending in the early to mid-thirties), middle career (lasting until the middle to 
late forties), and career maturity (continuing until the early to mid-sixties). Although 
a person’s role title, responsibilities, and tasks may change in a career-stage transition, 
there are a number of differences between career-stage transitions and intracompany 
or intercompany transitions (Louis, 1980a):

1. A career-stage transition represents a major step in the passage through the career 
cycle, as distinct from an official, but more minor change of role and duties;

2. In career-stage transitions, the stage of passage is not necessarily marked by a 
formal change in the organizational role; 

3. Career-stage transitions are more diffuse, pervasive and gradual and are less 
conscious.

The life-stage transition is a transition that is related to the passage through stages of human 
development. “The term developmental stage (...) refers to the frame of reference that one 
uses to structure one’s world and from within which one perceives the world” (Gallos, 1989, p. 
114). In developmental theory, a number of authors have proposed models of psychosocial 
development (e.g., Erikson, 1968; R. Gould, 1978; Levinson, 1978; Kohlberg, 1976; 
Perry, 1968 and Vallaint, 1977). According to Louis (1980a, p. 335), normal psychosocial 
transitions are expected to parallel and roughly correspond with transitions in career 
stage: “they may separately precipitate reorientation to one’s work role. Additionally, certain 
career-stage transitions presuppose adequate transition in psychosocial stages”.

2.3.5. Focus of this study

This study focuses on so-called macro role transitions rather than micro role transitions. 
Macro role transitions are defined as “the psychological and (if relevant) physical 
movements between sequentially held roles” (Ashforth, 2001, p. 7). In micro role 
transitions, a psychological and (if relevant) physical movement is made between 
simultaneously held roles (Ashforth, 2001, p. 7). In order to summarize section 2.3.3 and 
2.3.4, table 2.8 presents an overview of the types or ‘taxonomies of career transitions’. The 
starting point of table 2.8 is the typology described by Louis (1980a), because it contains 
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the largest number of separate categories and makes the distinction between interrole 
and extrarole career transitions. The full reference for Heppner et al. (1994) is Heppner, 
Multon & Johnson (1994); Leibowitz (1982) refers to Leibowitz & Schlossberg (1982).

2.3.6. Th e process of career transitions: the transition cycle

In section 2.3.2, a critical career transition was defined as ‘a process in which a major 
change of formal work role requirements or work context takes place during an 
individual’s professional career’. Nicholson (1986) has proposed a process model for 
exploring the significance of career transitions for individuals and organizations. As 
mentioned in the general introduction to this dissertation, this study focuses on the 
factors that determine the success of critical career transitions in managerial careers. It 
therefore seems useful to analyze the different elements or phases of career transitions, 
using an analytical tool: “if transitions are to figure as units of analysis in the study of careers, 
then we need to look closely at what kinds of events there are” (Nicholson & West, 1989, p. 
182). Nicholson (1986) suggests a simple cyclical model of adjustment to transitions as a 
basic framework. Other scholars have suggested similar stage models of work adjustment, 
e.g., Feldman (1976), Van Maanen (1976) and Katz (1980). Nicholson’s model differs from 
the earlier models in several respects, but “especially in the three assumptions we have 
set out, which embody a contingent treatment of the content of experience and behaviour 
at different stages” (Nicholson & West, 1988, p. 235). The three assumptions mentioned 
above are (Nicholson & West, 1988, 1989):

1. Recursion or perpetual motion: the experience of a transition and reaching a new 
stabilized state is regarded as a preparation for the next transition;

2. Interdependence: the content of the experience at one stage will strongly influence 
the content of the experience at subsequent stages;

3. Distinctiveness: the cycle has discontinuous stages. Each stage brings with it distinct 
tasks, experiences, problems and solutions.

Figure 2.1 shows the basic structure of Nicholson’s transition cycle (1986). The cycle 
consists of the following − discontinuous − stages: (I) preparation, (II) encounter, (III) 
adjustment, (IV) stabilization, and (V/I) preparation, “each having qualitatively distinct 
tasks, experiences, problems and solutions” (Nicholson & West, 1988, p. 8).  

Phase I: Preparation
This phase is related to the processes of expectation and anticipation before change; in 
section 2.4.4, the term ‘anticipatory socialization’ is introduced. A large area of careers 
theory is concerned almost exclusively with the preparation stage (Nicholson & West, 
1989). Psychological readiness is the key concern in the preparation stage (Nicholson 
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& West, 1988, p. 8): “how much forewarning does one have of a transition? How clear or 
detailed are one’s expectations? With what feelings and motives does one anticipate change? 
How well equipped in skills and knowledge does one feel in the face of the known and the 
unknown of future change?”. According to Nicholson & West (1989; 1988), Vroom’s 
expectancy theory seems applicable to this stage. Vroom’s process theory departs from 
the content theories (e.g., Maslow and Herzberg) in that it depicts a process of cognitive 
variables that reflects individual differences in work motivation (Luthans, 2005). The 
theory is concerned with the cognitive antecedents that go into motivation or effort and 
with the way they relate to one another.

There are many reasons why managers desire to move, whether up or out (Veiga, 1983). 
Veiga (1981a) suggests that managers even use their rate of mobility as a measure of 
success (see § 2.4.3). Two motives that are central to a manager’s desire for movement 
in their career are (1) fear of stagnation, and (2) career impatience (Veiga, 1981b). 
Friedlander & Walton (1964) suggest that managers stay primarily for ‘work process’ 
reasons (Herzberg’s satisfiers) and leave primarily for ‘work context’ reasons (Herzberg’s 
dissatisfiers, or hygiene factors). Another approach to the issue of preparation is to be 
found in the literature on selection and recruitment (Nicholson & West, 1988).

Phase II: Encounter
The encounter phase − or the role entry – encompasses the first few days and weeks in 
a new job. According to Nicholson & West (1988, p. 10), “the degree of ‘reality shock’ in 
encounter is a direct consequence of the psychological readiness of the newcomer”. Louis 

Figure 2.1: The transition cycle (Nicholson, 1986; Nicholson & West, 1988).

Phase V/I:
Preparation

Phase II:
Encounter

Phase III:
Adjustment

Phase IV:
Stabilization
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(1980b) paints a ‘picture’ of what newcomers are likely to experience. She distinguishes 
three conceptual categories of entry experiences:

1. Change or the objective newness: the external, objective differences on moving from 
one organization to another (e.g., a change in physical location, title, salary).

2. Contrast or the subjective newness: those differences that emerge in the newcomer’s 
perceptual field as personally significant, as subjectively experienced characteristics 
of the new situations;

3. Surprise: differences between the newcomer’s anticipations and actual experiences 
in the organization. Anticipations (e.g., cultural assumptions) may be formed 
during the preparation and the encounter phase of the transition process.

The so-called objective and subjective newness, or objective or subjective magnitude of 
the role transition, is discussed in detail in section 2.3.8.

Phase III: Adjustment
“Once one’s feet are under the desk, a rudimentary mental map of one’s new world has 
been acquired, and an initial relationship with tasks and people has been formed, the real 
work of adjustment begins” (Nicholson & West, 1988, p. 11). On the one hand, Nicholson 
(1984) considers a person’s (reactive) adjustment to a career transition to be a form of 
personal development or personal change. Personal change involves a “reactive change 
in the individual, ranging from minor alterations in daily routines and habits, to major 
developments in relationships and self-image” (Nicholson & West, 1988, p. 105).

On the other hand, a person’s adjustment can be proactive: the individual tries to change 
the requirements of the role to match his or her own needs, abilities, and identity. Instead 
of personal development, this strategy is called ‘role development’ (Nicholson, 1984) 
or role innovation (Ashforth, 2001). Role development or role innovation refers to 
“moulding the new role to suit the requirements of the mover, ranging from minor initiatives 
such as variations in work schedules, to more dramatic role innovations such as changes 
in the main goals of organizational work” (Nicholson & West, 1988, p. 106). According 
to Nicholson (1984) and Ashforth (2001), these two kinds of adjustment strategies can 
be considered to be independent.

Combining these two adjustment strategies with high and low levels of personal and role 
development yields the four modes of work adjustment shown in table 2.9:

1. Replication (a low level of role innovation and a low level of personal change), where 
one “performs in much the same manner as in previous jobs and also in much the 
same manner as in previous occupations”;
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2. Absorption (a low level of role innovation and a high level of personal change), 
where “the burden of adjustment is borne almost exclusively by the person”;

3. Determination (a high level of role innovation and a low level of personal change). 
This is the opposite of absorption: the burden of adjustment is borne by the role;

4. Exploration (a high level of role innovation and a high level of personal change), 
where there are changes in both the role and in the role attributes.

Table 2.9: Personal change and role development: four modes of work adjustment (based on 
Nicholson, 1984, p. 176)

Personal development or
personal change

Low High

Role development or role innovation
High Determination Exploration

Low Replication Absorption

Phase IV: Stabilization and preparation
The stabilization stage sees the individual striving to maintain valued elements of the role, 
making fine-tuning adjustments to experiences and actions, and enjoying or suffering 
the factors of success or failure. Nicholson & West (1988, p. 14) briefly treat stabilization 
and preparation together: “where transitions of high complexity follow one another in 
rapid sequence, one has barely finished adjusting to the last change before encountering 
the next”. Evidently, the situation during the stabilization stage depends on the fitting or 
misfitting equilibria that are achieved as a result of stages I, II and III.

Nicholson (1987) has suggested nine dimensions to determine the complexity and 
identify the critical elements of career transition cycles (see also Nicholson & West, 
1989). These dimensions are:

1. Speed: how rapid is the transition through one or more transition cycles or phases?
2. Amplitude: how novel or how radical are the demands of the transition?
3. Symmetry: how much time is spent in the different stages of the cycle?
4. Continuity: how inter-linked are cycles and to what extent do they follow a logical 

sequence in the career?
5. Discretion: how much control does the ‘mover’ have over passage through the 

stages of the cycle?
6. Complexity: how clearly or easily can the tasks of the transition cycle be defined?
7. Propulsion: was the cycle initiated by the person and/or by external events and 

forces?
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8. Facilitation: what supports and resources are available to aid the individual’s 
transition through the stages of the cycle?

9. Significance: how personally or organizationally important are the outcomes of 
the transition?

According to Nicholson & West (1989), the framework, consisting of the transition cycle 
and the nine dimensions mentioned above, could advance the theory and practice of 
careers in several ways:

1. It might be possible to determine empirically which types of transition cycle yield 
effects of particular social or personal significance, such as innovation, conformity, 
psychological strain and future change;

2. By using the terminology of the nine dimensions, it might be possible to describe 
careers “in terms of sequences of particular types of transition cycles and so generate 
new and more flexible accounts of careers as well as the different forms career ‘stages’ 
may exhibit” (op. cit., p. 196);

3. The same terminology could be used “to characterize organizational environments, 
sub-cultures and occupations, that is, as aggregates of cycles of certain types” (op. 
cit., p. 196);

4. The dimensions could be useful as a practical diagnostic inventory for career 
counseling, self-appraisal and life planning and/or for evaluation of the career 
structures within organizations.

2.3.7. Louis’ essential transition tasks

According to Louis (1982, p. 76), the individual in transition has to accomplish several 
basic tasks to become a “fully functioning member of the department or organization”. 
These same basic transition tasks have been identified by people (1) in civilian and 
military organizations, (2) in various functional areas (e.g., finance, marketing, and 
production), (3) at different levels in the organizational hierarchy, (4) in small, medium-
sized, and large organizations, (5) in public and private work organizations, and (6) who 
are making a major job change within the same organization or moving to a different 
organization. Louis mentions the following essential transition tasks; see table 2.10.

Louis (1982) emphasizes that only the first two essential transition tasks are directly 
related to the formal job − or role set − for which the individual was hired. But − as 
table 2.10 indicates − role transitions necessitate a much broader set of tasks. According 
to Louis (1982, p. 77), “learning a new job is typically no small matter, and learning the 
ropes of a new “system” with its players, pecking order, norms, values, and symbols is 
no less demanding or essential for effectiveness in the job. While assistance in learning 
basic job activities is routinely offered through career development, similar assistance in 
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accomplishing other transition tasks, in learning ‘the system’ is lacking. It is time to focus 
attention on these other transition tasks and, more broadly, on transition aspects of careers 
to help individuals and organizations better manage transitions”.

2.3.8. Th e magnitude of career transitions

According to Louis, the extent of the ‘newness’ of both the interrole and the intrarole 
transition is based on two − interrelated − components: the extent of the objective 
newness and the extent of the subjective newness (Louis, 1980a, 1980b). She states that 
“the more elements that are different in the new role or situation, and the more each element 
is different from those in previous roles, the more the person making the transition has to 
cope with” (Louis, 1980a, p. 331).

Louis (1980a) claims that the duration of the period of transition depends in large part 
on how much difference is experienced between the new and old formal role sets (the 
interrole transition), or the new and old role orientations (the intrarole transition). 
According to her, “generally, it takes longer to make the transition to an entirely unfamiliar 
role or situation than to one that is somewhat familiar. Despite efforts by some transitioners 

Table 2.10: Essential transition tasks (based on Louis, 1982, p. 76)

Essential transition task Description

Mastering the basics of the 
job

Mastering the formal procedures, the technology, and the 
required tasks and activities.

Building an image or role 
identity

Building an image or role identity to signal whether the 
newcomer intends to maintain the status quo or shake things up.

Building relationships Building relationships with immediate superiors, peers and 
subordinates.

Constructing a current frame 
of reference

Constructing a frame of reference that reflects how and why 
things are done. For example, what is essential and what is taboo?

Mapping the relevant players Learning names, faces, and roles, as well as how people fit 
together in terms of the formal organizational tasks, the informal 
power sources, and the social networks.

Locating oneself in task and 
social networks

Fitting into role and work-flow networks and finding out how 
one’s own job relates to the units’ overall mission.

Learning the local language 
and decoding the special 
symbols

Being able to speak and understand the technical, organizational, 
and social vernacular.

Assessing how well the job is 
being done and the general 
state of affairs in the unit

Making decisions about where to direct one’s efforts, what to pay 
attention to, and when and whom to ask for information.
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to anticipate role differences, it can be expected that in most cases, the greater the extent 
of objective newness, the greater the extent of subjective newness” (Louis, 1980a, p. 331).

Ashforth (2001) uses the term magnitude of the transition to describe the difference 
between two roles. The magnitude of the transition is defined by the degree of role 
contrast. According to Ashforth (2001, pp. 28-29), the magnitude of the transition “is 
determined by the number of core peripheral features that differ between the role identities 
and the extent of the differences, where core features are weighted more heavily. (…) A 
high-magnitude transition may involve large changes in many core and peripheral features 
(relative discontinuity), whereas a low-magnitude transition may involve small changes 
in a few core features or large changes in a few peripheral features (relative continuity)”.

In order to test the hypothesis that the extent of occupational stress depends primarily 
on the magnitude of the transition, Latack (1984) operationalized the magnitude of 
intraorganizational transitions. He expected that a change to a job very similar to the 
previous job (a low-magnitude transition) should be less stressful than a change to a job 
which is radically different (a high-magnitude transition). This hypothesis was drawn 
directly from the additivity theme prevalent in the literature on stress. According to the 
so-called ‘additivity hypothesis’, changes of greater magnitude require more adjustment 
on the part of the individual: “career transitions may be stressful because they require 
adjustment to change and involve the assumption of new roles which may tax adaptive 
capacities” (Latack, 1984, p. 300).

For her operationalization, Latack (1984) used Hall’s (1979) conceptual schema for 
classifying the scale and intensity of change involved in a career transition. Because of the 
lack of empirical evidence regarding the weight of the various dimensions, Latack (1984) 
used a unit weighting scheme which took into account Hall’s (1979) intensity ordering. 
According to Latack, intraorganizational role transitions range from a change of the 
job alone to a change of job which is accompanied by a change in one of the following 
dimensions or features: organizational level (up or down), function, occupation (change 
of branch of industry), and occupational field (from engineering to management, for 
example). The variations are depicted in table 2.11.

In addition, Latack (1984) developed a perceptual measure to assess how respondents 
perceived the transition. The various items assessed the subjective magnitude of the 
career transitions. In other words, the perceptual measure made it possible to assess 
how the change felt to the respondents experiencing it (e.g., ‘When I moved to this job, 
it felt like a big change’). The correlation between the objective and subjective measures 
was .66 (p < .001), which indicated convergent validity for Hall’s (1979) classification 
scheme. Furthermore, the objective magnitude of career transition measure correlated 
significantly with job-related stress (r = .16, p < .05).
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In their survey of U.S. navy officers, Bruce & Scott (1994, p. 23) defined the magnitude 
of a career transition as the perceived “degree of personal change required by the average 
officer”. According to them, there is a positive correlation between the magnitude 
of transitions and the difficulty of adjustment. Furthermore, they found a negative 
correlation between the magnitude of career transitions and the eagerness for the event 
and its perceived desirability (see also Ashforth, 2001). Moreover, Latack (1984, p. 
313) concluded that “major changes could precipitate a reevaluation or rearrangement 
in personal life (divorce, behavior changes in family members). (…) Given that this study 
considered personal and career transitions occurring within the same time period, a more 
supportable interpretation may be that the major career transition precipitates personal 
life instability rather than vice versa. That is, if personal life upheaval were driving the 
individual to work harder and devote more time and energy to the job, it is reasonable to 
assume that this process takes time to work. The impact should take longer than a year to 
emerge, especially given the further constraint of availability of a job opening into which 
the individual could move”.

Ashforth (2001) emphasizes that high-magnitude transitions are often associated with 
occupational challenges. During transition periods, people often feel challenged to 
build and test their competences and competencies, to prove their distinctiveness and 
to express their identity and courage. In accordance with the concept of stretch goals, 

Table 2.11: The scale of objective magnitude of (intraorganizational) career transitions

Change in: Increasing intensity  → 
Scale 
value

Job + level + function + occupation + occupational fi eld 12

Job + function + occupation + occupational fi eld 11

Job + level + occupation + occupational fi eld 10

Job + level + function + occupation 9

Job + + occupation + occupational fi eld 8

Job + function + occupation 7

Job + level + occupation 6

Job + level + function 5

Job + occupation 4

Job + function 3

Job + level 2

Job 1

No change 0
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seemingly impossible goals can motivate high performance (Sherman, 1995; Rousseau, 
1997). Thompson, Hochwarter & Mathys (1997) state that stretch goals require adequate 
support and the resources needed to attempt to attain the goals. Furthermore, Thompson 
et al. (1997) emphasize that stretch goals are more likely to be accepted if people have 
control over the stated goals and how they are to be attained (see also Ashforth, 2001). 
These findings were confirmed by McCauley et al. (1994), who characterized role 
transitions as ‘developmental components in managerial jobs’. McCauley et al. (1994) 
state that role transitions force managers to change routines and behaviors and that 
managers are often motivated to prove themselves to their peers, subordinates, and 
superiors (see also § 2.6.2). 

In this context, Ashforth (2001) discusses the impact of the magnitude of the transition 
on its difficulty and valence. According to Ashforth (2001, p. 88), ‘valence’ refers to 
“the attractiveness of the role transition to the transitioner (i.e., whether it is regarded, on 
balance, as positive or negative)” and difficulty refers to “the effort required to become 
psychologically and physically (if relevant) disengaged from one role and reengaged in a 
second role”. Ashforth (2001, p. 88) states that “transitions usually have both positive and 
negative qualities, and thus one could create a diagram (…) with positive valence on one 
axis and negative valence on the other”. This is depicted in the diagram in figure 2.2. 

Figure 2.2 shows the so-called net or overall valence, which refers to the difference 
between the sum of the positive valences and the sum of the negative valences (Ashforth, 
2001, p. 88): “overall valence − or henceforth, simply ‘valence’− is a summary or molar 
evaluation of the transition, and it exits on a continuum ranging from highly positive, to 
neutral (no affective import), to highly negative”. 

Figure 2.2: The difficulty and valence related to the magnitude of career transitions (based on 
Ashforth, 2001, p. 90).

Low magnitude transition High magnitude transition
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2.4. Th e success of critical career transitions
Although career success has been a concept of considerable interest to career scholars and 
practitioners (Heslin, 2005), the success or effectiveness of (critical) career transitions has 
not yet been conceptualized or operationalized in the literature. This section therefore 
contains a discussion of the following issues: what is effectiveness? (§ 2.4.1), what is a 
successful career transition? (§ 2.4.2), how can the success of critical career transitions be 
conceptualized?, and what criteria are used to measure the success of careers (§ 2.4.3)?

2.4.1. What is eff ectiveness?

Effectiveness has long been a construct of serious research in the theoretical and 
empirical literature on organizations. Areas in which there has been a lot of research 
are organizational effectiveness (e.g., Mahoney & Weitzel, 1969; Mott, 1972; Mahoney 
& Frost, 1974; Kirschhoff, 1977; Steers, 1975; Lewin & Minton, 1986; Campbell, 1977), 
managerial effectiveness (e.g., Morse & Wagner, 1978; Campbell, Dunette, Lawler & 
Weick, 1970; Drucker, 1967; Reddin, 1970) and career effectiveness (e.g., Hall, 1976; 
Gould, 1979; Maheshwari & Krishnan, 2004). Keuning & Eppink (2004, p. 29) define 
effectiveness as “the degree to which goals are attained”, whereas Keuning (1998, p. 43) 
describes the same term as “the degree to which and the means through which goals are 
attained”. In other words, effectiveness means the capability of, or success in, achieving a 
given goal. In 1949, Thorndike noted a general trend among organizational researchers 
to measure effectiveness in terms of the attainment of some ‘ultimate criterion’ (see 
Thorndike, 1949 and Steers, 1975). According to Kirschhoff, “effectiveness (…) is a 
balanced attainment of many goals, but researchers insist there must be an ultimate 
criterion: one measurement to explain effectiveness” (Kirchhoff, 1977, p. 348). Campbell 
(1977) identified 19 different criteria that have been used in the research literature to 
measure organizational effectiveness. Keuning & Eppink (2004) mention four criteria 
for measuring the effectiveness of an organization: (1) efficiency, (2) satisfaction, (3) 
fulfillment of stakeholders’ needs and (4) self-preservation through flexibility and 
responsiveness. The criteria for measuring career effectiveness used by Hall (1976) and 
Maheshwari & Krishnan (2004) are discussed in section 2.4.4.

According to Keuning (1998, p. 43), “measuring effectiveness is only possible if an instru-
ment exits for this purpose”. After reviewing the organizational literature, Campbell (1977, 
p. 13) suggested that “criterion measures of organizational effectiveness should be developed 
so that they can be used to compare organizations, evaluate the effects of organizational 
development efforts, and determine what characteristics of organizations are significantly 
associated with organizational effectiveness as a basic construct”. 
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By analogy to Campbell’s (1977) suggestion, in this study an instrument to measure and 
compare the effectiveness of various types of critical career transitions in managerial 
careers is developed. More specifically, the effects of individual characteristics, the 
characteristics of the career transition itself and the various management development 
activities on the success of critical career transitions will be evaluated.

2.4.2. What is a successful critical career transition?

A career transition refers to the period during which an individual adjusts to a 
different setting and/or work role (Louis, 1982). In section 2.3.2, therefore, a critical 
career transition was defined as a process in which a major change of formal work role 
requirements or work context takes place during an individual’s professional career. The 
term transition suggests both a change and a period during which the change occurs 
(Louis, 1980a). According to Louis (1980a, p. 331), the duration of this period depends 
primarily on the difference experienced by the changer between the old and the new 
(formal) roles: “generally, it takes longer to make the transition to an entirely unfamiliar 
role or situation than to one that is somewhat familiar”. In this section, we focus on the 
effectiveness or success of the (critical) transition process.

Chudzikowski et al. (2009) described a framework of career transitions that builds on 
the work of West & Nicholson (1989), see figure 2.3. West & Nicholson conducted a 
longitudinal study of job changes involving 1,100 British managers in order to evaluate 
the outcomes of different types of job change and to test longitudinally propositions about 
causal relationships among some of the variables specified in the theory of work role 
transitions, such as self-concept, work preferences and work characteristics. According 
to Nicholson (1984), the literature on transitions has drawn attention to three types of 
outcomes: (1) affective states and sources of stress (e.g., Brett, 1980; Frese, 1982; Latack, 
1984, 1989), (2) identity changes in which new values, skills and dispositions emerge as 
outcomes of the search for new personal meanings to match new situational demands 
(e.g., Strauss, 1959, Brim, 1966; Charan, Drotter & Noel, 2001, Ibarra, 2003 and Hall, 
1971) and related to (3) adaptations of behavior to new settings that either reinforce or 
transform elements of the organizational culture (e.g., Van Maanen, 1976, Schein, 1978 
and Van Maanen & Schein, 1979).

Chudzikowski et al. (2009) assume that career transitions have identifiable causes and lead 
to specific outcomes. According to them, causes consist of individual ‘internal’ factors 
closely linked to the individual and situational ‘external’ factors from the environment. 
They also make a distinction between desired and actual outcomes of transitions: “the 
former are outcomes for an aspired future career condition and the latter are the actual 
results of the process that unfolds in attaining this. Desired and actual outcomes can, but 
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need not be, related” (op. cit., pp. 827-828). For example, interorganizational movers and 
upward status movers in particular appear to benefit from their transition: “job change 
is associated with increases in perceived opportunities for growth and material rewards, 
whereas immobility is associated with decreased opportunities” (West & Nicholson, 1989, 
p. 335). 

Based on Keuning’s (1998) and Keuning & Eppink’s (2004) definition of effectiveness (see 
§ 2.4.1), an effective or successful role transition is one in which the specific transition 
goals (e.g., speed or efficiency) are attained, taking into account the (developmental) 
efforts made by the transitioner − in this study, the manager in transition − and the 
organization in which the career transition is taking place. The measurement of the 
success of critical career transitions is discussed in the following subsections, after first 
introducing the theoretical distinction between objective and subjective success criteria 
in section 2.4.3 and discussing Hall’s (1976, 2002) ‘career effectiveness’ in section 2.4.4.

Louis (1982, pp. 74-75) raises the relevant question of what constitutes the ideal 
transition: “is it the most challenging one or is it the one that is completed most quickly, 
most comfortably?”. In other words, what is an effective or successful transition? In this 
context, she stresses that “what one personally considers ‘ideal’ in a transition will directly 
affect how that transition is managed. Appreciation of personal preferences and needs is also 

Figure 2.3: Framework of career transitions (Chudzikowski et al., 2009, p. 827).
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critical for individuals seeking to guide employees undergoing transition. For these would-be 
helpers the assumption that one’s own preferences are universal − that, for instance, everyone 
wants an opportunity to “sink or swim” by going it alone − may undermine the best of 
intentions to be helpful” (Louis, 1982, p. 75). Louis is implicitly stating that whether or 
not a career transition is effective or successful is to a certain extent subjective. Objective 
and subjective criteria for career success are discussed in the next subsection.

2.4.3. Objective and subjective criteria for career success

As already mentioned in section 2.4, the success of (critical) career transitions has 
not been conceptualized or operationalized in literature up to now. In this section, 
the term will be conceptualized on the basis of the distinction between objective and 
subjective career elements. The two different ways of describing careers mentioned in 
section 2.3.1 are based on Hughes’ (1937, 1958) theoretical distinction between the 
objective and the subjective career. The objective career reflects the directly observable 
and verifiable positions, situations, and status “that serve as landmarks for gauging a 
person’s movement through the social milieu” (Barley, 1989, p. 49), while the subjective 
career is only experienced directly by the person engaged in his or her career (Heslin, 
2005): “subjectively, a career is the moving perspective in which the person sees his life as 
a whole and interprets the meaning of his various attributes, actions, and the things which 
happen to him” (Hughes, 1937, pp. 409-410).

According to Laud & Johnson (2012), career success has been an area of interest for many 
years. Despite this attention to career success, which has generated numerous predictors 
of executive career success, the definition of career success “has been elusive with various 
interpretations and perspectives put forward by numerous career scholars” (ibid, p. 232). 
One definition of career success is “the positive psychological or work-related outcomes 
or achievements one has accumulated as a result of one’s work experiences” (Judge, Cable, 
Boudreau & Bretz, 1994, p. 3; see also Judge & Bretz, 1994 and London & Stumpf, 1982). 
Five of the most commonly identified precursors of career success are gender, personality 
(e.g., Seibert, Crant & Kraimer, 1999), education, mentoring relationships, and career 
tactics (Heslin, 2003). Heslin (2003), for example, reports that mentoring has been 
related to subsequent financial success (Kirchmeyer, 1998; Peluchette & Jeanquart, 2000), 
advancement (Lyness & Thompson, 2000), hierarchical level (Kirchmeyer, 1998) and 
job satisfaction (Markiewicz, Devine & Kausilas, 2000). According to Arthur, Khapova 
& Wilderom (2005, p. 179), career success is an outcome of a person’s career experience: 
“career success may be defined as the accomplishment of desirable work-related outcomes 
at any point in a person’s work experiences over time”. 
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The distinction between the objective and the subjective career is expressed by Judge, 
Higgins, Thoresen & Barrick (1999), who define career success as “the real or perceived 
achievements individuals have accumulated as a result of their work experience” (op. 
cit., p. 621). Objective career success has been defined as “an external perspective that 
delineates more or less tangible indicators of an individual’s career situation” (Arthur 
et al., 2005, p. 179). Objective (or real) career success reflects verifiable attainments 
in terms such as income or salary (e.g., Judiesch & Lyness, 1999; Schneer & Reitman, 
1993; Judge, Thoresen, Pucik & Welbourne, 1999), hierarchic or managerial level (e.g., 
Konrad & Cannings, 1997; Melamed, 1996; Tharenou, Latimer & Conroy, 1994), and the 
number of (managerial) promotions over a given period (e.g., Tharenou, 2001; Konrad 
& Cannings, 1997; Aryee, Wyatt & Stone, 1996). Salary (e.g., Thorndike, 1934), salary 
growth (e.g., Hilton & Dill, 1962) and promotions (e.g., Thorndike, 1963) are the most 
widely used and readily accessible indicators of career success.

On the basis of Hughes’ (1958) theoretical distinction, career scholars (e.g., Hall, 1976 
and Sturges, 1999) have also addressed subjective career success as experienced directly 
by the person whose career it is (Heslin, 2003). Sturges (1999, p. 240), referring to Poole, 
Langan-Fox & Odomei (1993) and Herriot, Gibbons, Pemberton & Jackson (1994), stated 
that “it is widely accepted that one of the shortcomings of career theory is the lack of an 
adequate conceptualization of career success from the individual’s perspective. Managers’ 
personal conceptions of success have generally been excluded from research into careers”. 
By way of illustration, more than 75% of the career-related articles published in major 
interdisciplinary journals between 1980 and 1994 concentrated on objective perspectives 
(Arthur & Rousseau, 1996). Nevertheless, according to Heslin (2005), subjective criteria 
have increasingly been adopted in research into career success over the last decade; see 
also Greenhaus (2003) and Hall (2002).

Subjective career success is defined as “the individual’s internal apprehension and 
evaluation of his or her career, across any dimensions that are important to that individual” 
(Van Maanen, 1977, p. 9; Arthur et al., 2005, p. 179). According to Heslin (2005, p. 114), 
subjective career success is the outcome of “an individual’s reactions to his or her unfolding 
career experiences”. In the literature, subjective career success is operationalized in terms 
of job satisfaction (e.g., Harris, Moritzen, Robitschek, Imhoff & Lynch, 2001; Judge & 
Bretz, 1994; De Fruyt, 2002), career satisfaction (e.g., Martins, Eddleston & Veiga, 2002; 
Seibert, Kraimer & Liden, 2001; Schneer & Reitman, 1997), organizational commitment 
(e.g., Judge et al., 1999; Murrell, Frieze & Olson, 1996), intentions to remain (e.g., Higgins 
& Thomas, 2001), perceptual movement to management (e.g., Spell & Blum, 2000) and 
self-esteem at work (e.g., Aryee & Debrah, 1993). According to Schein (1990, p. 12), 
“the standards by which an individual measures his or her success may be quite different 
from those used by another person or by society at large”.
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In their empirical study into predictors of executive career success, Judge et al. (1994) 
propose a model that includes both objective and subjective criteria for career success. 
Their model examined the degree to which personal (demographic, human capital, 
motivational), and situational (organizational, and industry/region) variables predicted 
executive career success. Judge et al. (1994, p. 3) define objective career success as 
“observable career accomplishments which can be measured against the metrics of pay 
and ascendancy” (see also London & Stumpf, 1982, Judge & Bretz, 1994 and Whitely, 
Dougherty & Dreher, 1991). Judge et al. state that career success can also be judged by 
the individual pursuing the career. They define individual career success as “individuals’ 
feelings of accomplishments and satisfaction with their careers” (op. cit., p. 4). They further 
conclude that (1) most research on career success has focused on objective success rather 
than subjective success, and (2) that research that considers both forms of career success 
is even rarer. Judge et al. concluded that demographic, human capital, motivational, and 
organizational variables explain significant variance in objective career success and in 
career satisfaction. In addition, “in contrast, only the motivational and organizational 
variables explained significant amounts of variance in job satisfaction. These findings 
suggest that the variables that lead to objective career success often are quite different from 
those that lead to subjectively defined success” (op. cit., p. 2).

In 2005, Lortie-Lussier & Rinfret proposed a research model that was based on the study 
by Judge et al. (1994). Lortie-Lussier & Rinfret (2005) used their model to predict the 
objective and subjective career success of a sample of 374 Quebecois civil servants at 
middle and senior management levels (156 women and 218 men). In contrast to the model 
of Judge et al. (1995), which included both organizational and individual determinants 
in order to predict objective and subjective career success, their model only included 
individual determinants: socio-demographic factors, human capital, mentoring, and 
attitudes towards work (see figure 2.4).

Lortie-Lussier & Rinfret (2005) concluded that human capital was the most important 
predictor of salary and position level regardless of gender. They found out that “men’s 
advancement to senior management positions was facilitated by age, family situation and 
mentoring, while that of women was facilitated by self-rated interpersonal skills. Age and 
self-rated interpersonal skills were the only predictors of subjective success, career satisfaction 
and job satisfaction for both genders. Ambition negatively predicted career satisfaction 
for both genders” (op. cit., p. 607). And in accordance with the findings of Judge et al. 
(1995), Lortie-Lussier & Rinfret (2005) concluded that the determinants of objective 
and subjective career success are different. 

Despite the growing attention to subjective career success in the 1990s and 2000s, the 
operationalization of the criterion success has generally been rather deficient (Heslin, 
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2005). “From the resulting literature, it seems apparent that an impressive body of knowledge 
has been accumulated about the sources of ‘successful’ career. This presumes, however, 
that the criterion, career success, has been adequately conceptualized and measured” 
(Heslin, 2003, p. 263). According to Heslin (2003), the prevailing conceptualization 
and measurement of career success implies that people evaluate their career outcomes 
relative to ‘self-referent’ criteria. On the basis of Festinger’s (1954) social comparison 
theory, Heslin (2003, p. 263) states that “career scholars should consider incorporating 
other-referent career success into their theory and research, although the empirical basis 
of this proposal is yet to be established”. Heslin (2002) therefore proposes a taxonomy 
of subjective career success criteria including self-referent and other-referent criteria. 
Heslin (2003, pp. 278-279) discovered that “people do in fact ponder their career success 
relative to the work-related expectations and outcomes attained by other people, as well 
as relative to the self-referent criteria that have been the focus of most prior research. (…) 
The present study highlights the need for theorists and researchers alike to adopt a broader 
[i.e., multifaceted, GM] conceptualization of subjective career success”.

In short, according to Heslin (2005), career outcomes should be evaluated relative to 
personal standards (self-relevant criteria), or the attainments and expectations of others 
(other-relevant criteria). Self-referent success criteria reflect an individual’s career-

Figure 2.4: Conceptual model of career success (Lortie-Lussier & Rinfret, 2005, p. 609).
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related standards and aspirations, while other-referent criteria involve comparisons 
with ‘relevant others’ (Adams, 1965). Therefore, “career success judgments may vary 
substantially depending upon which [criteria] are chosen as the basis for comparison” 
(Heslin, 2005, p. 119). Heslin (2005) proposes that both self-referent and other-referent 
criteria may also pertain to objective criteria, such as earning a particular salary by the 
age of 30 (self-referent criterion) or earning more than my peers or colleagues (other-
relevant criterion). According to Heslin (2005, p. 120), “there is substantial theoretical 
and empirical reason to believe that people evaluate their objective and subjective career 
outcomes relative to other-referent, as well as self-referent criteria”. 

Table 2.12 illustrates Heslin’s (2003, 2005) argument that individuals use self-referent 
and other-referent criteria to evaluate their subjective career success. The table shows 
that subjective career success includes reactions to objective (e.g., pay) and subjective 
(e.g., fulfillment facets within careers), the objective and subjective domain, respectively.

Table 2.12: Four types of subjective career success criteria (based on Heslin, 2005, p. 121)

Objective domain Subjective domain

Self-referent domain 1. Objective/self-referent

Example:
My financial and promotion 
aspirations

2. Subjective/self-referent

Example:
My goals for work-life balance 
and fulfillment

Other-referent domain 3. Objective/other-referent

Example:
My colleagues pay and my social 
standing

4. Subjective/other-referent

Example:
My stimulation and fun, relative 
to my peers or colleagues

2.4.4. Hall’s career eff ectiveness

In the literature, the term ‘career effectiveness’ is also used in addition to ‘career success’. 
The terms can be regarded as synonyms (e.g., Hall, 1976, 2002; Maheshwari & Krishnan, 
2004; Blass, 2003). Hall (2002), who introduced the term career effectiveness in the 1970s, 
observed that career effectiveness has generally has been defined in terms of measures 
of work or career performance and ‘the popular symbols of success’ (i.e., objective career 
success criteria): money and position. Objective financial indicators mentioned by Hall 
(2002) are current salary, average yearly salary, and salary in relation to other people with 
equivalent length of service or of a similar age. Indicators for measuring one’s position 
are rank or level in an organizational hierarchy, the number of promotions received over 
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a given period of time, and, conversely, the length of time in the current position (Hall, 
2002). Other measures of effectiveness in this category (work performance) reported 
by Hall (2002) are supervisory ratings of performance, success or contributions, the 
number of employees for whom the person is responsible, revenue accounted for by the 
organizational unit that the person manages, etc.

Although Hall (1976) recognized the importance of work performance, he suggested three 
additional criteria or dimensions of career effectiveness: career attitudes, career identity, 
and career adaptability (Blass, 2003). According to Hall (2002), the four dimensions of 
career effectiveness go together in certain ways. Career performance and career attitudes 
both measure current or short-term phenomena (the short-term time span; time span 
and time-span measurement are discussed in detail in section 2.7): “attitudes are by 
nature fleeting, having to do with what the person is feeling about her career in the present. 
Similarly, what happens in performance is how the person is doing right now as opposed to 
what last year’s results were or what they might be 5 years hence” (Hall, 2002, p. 133). In 
contrast to career performance and career attitudes, career identity and career adaptability 
both involve a longer time span. The extent to which a person feels ‘integrated’ over 
time (i.e., whether a person’s current self-image is integrated with who he or she was 10 
years ago and is connected with where he or she hopes to be 10 years from now) is one 
of the components of career identity (Hall, 2002). Adaptability is related to “the person’s 
capacity to meet the demands of an environment that is yet to be” (Hall, 2002, p. 133).

Hall (2002) distinguishes a second method of classifying the four dimensions of career 
effectiveness: the focus (the task versus the personal axis). Work performance and career 
adaptability both describe the way a person works on task-related challenges; career 
attitudes and career identity are connected with the way a person deals with issues of self 
and personal development. By combining the two axes, the ‘time span’ and the ‘focus’, 
Hall presents four types, or dimensions, of career effectiveness, see table 2.13.

Table 2.13: Four dimensions or types of career effectiveness (based on Hall, 2002, p. 134)

Time span

Focus Short term Long term

Task Work performance Career adaptability

Self Career attitudes Career identity
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Career attitudes
Career attitudes refer to the way the career is perceived and evaluated by the individual; 
in other words, the subjective career success (§ 2.4.3). Career attitudes are, as is the case 
with identity, strongly affected by career processes (Hall, 2002). An attitude is defined 
as “a lasting, general evaluation of people (including oneself), objects, or issues” (Baron & 
Byrne, 1987, p. 71), “a person’s evaluation of any psychological object” (Ajzen & Fishbein, 
1980, p. 27) or “an organization of concepts, beliefs and motives associated with a particular 
object” (McKeachie & Doyle, 1966, p. 560).

Maheshwari & Krishnan (2004) used two subconstructs for the measurement of career 
attitudes: (1) career satisfaction, and (2) career commitment. In their study, career 
satisfaction reflected the satisfaction with the rate of progress one is making towards 
personal career goals and aspirations (based on Seibert, Crant & Kraimer, 1999). According 
to Greenhaus, Parasuraman & Wormley (1990a), career satisfaction measures the extent to 
which an employee has made satisfactory progress towards attaining goals for income level, 
advancement and development of skills. The second subconstruct, career commitment, 
indicates the sense of involvement in one’s career (Maheswari & Krishnan, 2004). Blau 
considers career commitment to be a broader construct than the description by Maheswari 
& Krishnan. Blau (1988, p. 295, see also Blau, 1989) defines career commitment as “one’s 
attitude toward one’s vocation, including a profession”. Schein (1967, 1978, 1996) found 
that a person’s career attitudes are affected by the climate and the prevailing attitudes of 
the particular system in which he or she is working, although “this does not mean that 
every person changes or is socialized by his organization, (…) there is a clear tendency for 
people as a group to experience some attitude changes in a direction that is more congruent 
with the attitudes associated with the [new, GM] role” (Hall, 2002, p. 191).

Career identity
Career identity consists of two components or facets (Hall, 2002). The first facet of identity 
is the person’s awareness of his or her values, interests, abilities, and plans: “the clearer 
and more internally consistent this is, the clearer is her self-concept and the greater her 
identity resolution” (op. cit., p. 132). The second component is the degree of integration 
between past, present, and future concepts of self, i.e., the person’s sense of continuity 
and sameness. Hall (2002) states that identity is a ‘measure of wholeness’, of how well 
integrated the person’s life is. In other words, the centrality of one’s career to one’s identity 
(London, 1983). Maheshwari & Krishnan (2004) used a six-item scale to measure career 
identity; items used in the study included ‘I am well aware of my occupational interests’ 
and ‘I clearly understand my capabilities’.

According to Hall (1976, p. 170), from the individual’s point of view, career identity is 
probably the most important of the four dimensions of career effectiveness: “it is the 
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person’s sense of identity that, by definition, helps her evaluate herself. It tells her how she fits 
into her social environment. It also tells her about her uniqueness as a human being”. London 
(1983) distinguishes two other components or ‘subdomains’ of career identity: (1) work 
involvement, and (2) desire for upward mobility. According to London, the subdomain 
work involvement includes job involvement, professional orientation, commitment to 
managerial work, and identification with the organization. The subdomain upward 
mobility consists of the need for advancement, recognition, dominance, and money 
(London, 1983). 

Career transitions (e.g., transfers, job changes, or promotions) induce considerable 
identity change (Hall, 2002). In an early study of Roman Catholic diocesan priests making 
the career transition from assistant pastor to pastor, Hall & Schneider (1973) found that 
priests’ identity perceptions became more favorable before the transition. Sociologists 
call this phenomenon anticipatory socialization (e.g., Garavan & Morley, 1997 and 
Appelbaum & Chambliss, 1997). According to Garavan & Morely (1997), anticipatory 
socialization encompasses all of the learning that takes place prior to the first day on 
the job and it facilitates the development of expectations which are expressed in the 
form of an initial psychological contract. In terms of the transition cycle of Nicholson 
& West (1988; § 2.3.6): during the preparation phase, expectations and psychological 
readiness are developed before encountering the new job (or ‘role set’) within the same 
or another organization. Individuals do not enter the job or organization as a completely 
‘blank slate’: newcomers bring with them the set of ‘cultural baggage’ and expectations 
resulting from their education and social experiences (Porter, Lawler & Hackman, 1975).

Career adaptability
Hall (1996, 2002) regards career adaptability and career identity as ‘high-order qualities’, 
and therefore as ‘meta-competencies’. According to Hall (2002), mastering a meta-
competency (i.e., a personal quality or attribute, see table 2.2 and table 2.3) gives individuals 
the capacity to master many more specific (new) skills (i.e., situations, roles or role sets, 
see table 2.2). To realize the potential of the new career, individuals have to develop new 
competencies which are related to individual career management (Hall, 2002): “since the 
new [protean, GM] career will be increasingly a continuous learning process, the person must 
learn how to develop self-knowledge and adaptability. These have been called metaskills, 
since they are skills required for learning how to learn” (Hall, 1996, p. 11). Orpen (1994, p. 
28), who made a distinction between organizational career management and individual 
career management, defines individual career management as “the personal efforts made 
by individuals to advance their own career goals which may or may not coincide with those 
their organizations have for them”. Orpen (1994) found a positive relationship between 
individual career management and all of the career effectiveness components within his 
study (salary growth, promotions, career performance, and career satisfaction). 
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Based on an extensive review of theory and research, Hall (2002, p. 6) defines career 
adaptability as “the predisposition and readiness to consciously and continuously scan 
and read external signals and develop or update a diverse set of role behaviors so that they 
maintain an effective response to constantly changing environmental requirements and 
influence the environment (response learning); strive for a more complete and accurate fund 
of knowledge about the self to develop the potential to modify or maintain one’s identity 
(identity exploration); maintain congruence between one’s personal identity and those 
behaviors that are timely and appropriate responses to the ever-changing demands of the 
environment (integrative potential); and be willing to develop adaptive competence and 
apply it to a given situation (adaptive motivation)”. According to Maheshwari & Krishnan, 
adaptability creates the ability to adapt to change by learning new skills so as to remain 
‘marketable’ at all times. This suggests a positive relationship between the extent of an 
individual’s career adaptability and the effectiveness of critical career transitions (see § 
2.10). In the study by Maheshwari & Krishnan (2004), career adaptability was measured 
by a five-item scale. One of the items was ‘I am capable of adapting easily to changes 
in my job’.

2.4.5. Nicholson’s positive and negative transition cycles

In the previous sections, career success or career effectiveness have been discussed in 
detail. In section 2.4.2, an effective critical career transition was defined as a transition 
during which the specific transition goals are attained, taking into account the 

Figure 2.5: The positive transition cycle (Blenkinsopp & Zdunczyk, 2005, p. 361).
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(developmental) efforts made by the transitioner and the organization in which the career 
transition takes place. In section 2.3.6, the process of career transitions was divided into 
four discontinuous phases: (I) preparation, (II) encounter, (III) adjustment, and (IV) 
stabilization, each of them involving distinct tasks, experiences, problems and solutions 
(Nicholson & West, 1988). Nicholson (1990) added new elements to the transition cycle. 
Although it seems reasonable to suggest that no transition is without some difficulties, 
Nicholson suggested a distinction between a positive transition cycle (figure 2.5) and a 
negative transition cycle (figure 2.6).

The four phases of the transition process are directly related to one another, which means 
that the content of experience at one stage will heavily influence the content of experience 
at subsequent stages (Nicholson & West, 1989). For example, good preparation of the 
transition process could be considered to have a positive impact on the encounter and 
adjustment phases − “success breeds success” (Hall, 1976, p. 142) − and thus lead to the 
spiral of success or the so-called ‘success syndrome’ (Hall & Nougaim, 1968). On the 
other hand, inadequate preparation (e.g., unreadiness or unrealistic expectations) might 
result in a failed encounter and thus lead to ‘failure syndrome’. 

Nicholson (1990) further emphasizes the importance of recognizing the recursive nature 
of the cycle: at any given time, individuals are at some point in one or possibly more 
transitions (see also Blenkinsopp & Zdunczyk, 2005).

Figure 2.6: The negative transition cycle (Blenkinsopp & Zdunczyk, 2005, p. 362).
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Figure 2.7: The hybrid transition cycle (Blenkinsopp & Zdunczyk, 2005, p. 363).
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According to Nicholson (1990), attention might be paid to the implications of individual 
experiences of positive and negative transition cycles. “Since in this context success breeds 
success, and failure breeds failure, we might generally expect that individuals will be ‘locked 
in’ to either positive or negative transitions cycles” (Blenkinsopp & Zdunczyk, 2005, p. 361). 
Nevertheless, Blenkinsopp & Zdunczyk state that a switch from a positive to a negative 
transition cycle (or vice versa) might take place at any stage. However, they assume that 
the encounter phase is the most obvious point for a potential switch, as shown in the 
so-called ‘hybrid transition cycle’ depicted in figure 2.7.

2.4.6. Objective versus subjective career elements

In this thesis, the difference between objective and subjective career elements is used 
to make a theoretical distinction between (1) the objective (interrole) career transition 
and the subjective (intrarole) career transition (§ 2.3.2 and § 2.3.4); (2) the objective 
newness (change) and the subjective newness (contrast) (§ 2.3.5); (3) the objective and 
the subjective career (§ 2.4.3 and § 2.3.1); (4) the objective and the subjective career 
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effectiveness or success (§ 2.4.3); (5) objective and subjective success criteria (§ 2.3.4); 
(6) the external perspective and the internal apprehension (§ 2.4.3); (7) the objective 
and the subjective domain (§ 2.4.3); and (8) the objective career transition success and 
the subjective career transition success (§ 2.4.3). 

The distinction between objective and subjective career elements will be applied 
consistently throughout this thesis. Table 2.14 summarizes the objective and subjective 
elements which are used in this thesis.

Table 2.14: Theoretical distinction between the objective and the subjective elements of careers 
used in this thesis

Objective elements Subjective elements

Objective (interrole) career transition Subjective (intrarole) career transition

Objective newness (change) Subjective newness (contrast)

Objective career Subjective career

Objective career success Subjective career success

Objective career success criteria Subjective career success criteria

External perspective Internal apprehension

Objective domain Subjective domain

Objective success of a career transition Subjective success of a career transition

2.5. Career development and career management

2.5.1. Defi nitions of career development and career management

In the literature, a major distinction is made between descriptive and dynamic definitions 
of career development (Kuijpers, 2001; Van de Loo, 1992; Lankhuijzen, 2002). The 
descriptive definition of career development refers to the way in which a career develops 
over time: “if we think of the career as a series of lifelong work-related experiences and 
personal learnings, it will never die” (Hall, 1976, p. 1). From this point of view, a career 
unfolds: even when an individual does not actively pursue a career, one can still speak 
of career development (Lankhuijzen, 2002). Note the similarity between this descriptive 
definition and Hall’s (1986) and Wilensky’s (1960) definitions of career (§ 2.3.1 and 
Appendix C). On the other hand, the dynamic definition of career development refers to 
“activities to intentionally and purposefully influence one’s career path” (Kuijpers, 2001, p. 
309) in which a person is actively involved. According to Lankhuijzen (2002, p. 67), the 
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distinction between descriptive and dynamic definitions of career development displays 
similarities to the historical development of the career concept: “whereas careers used to 
be orchestrated by organizations (no strong need for individual pro-activity), careers are 
now more driven by the individual (…), which makes a (pro-) active attitude of individual 
employees necessary”. The importance of active involvement of individuals is emphasized 
by Hall (1996) in his description of the protean career (§ 2.3.1).

The positive relationship between individual career management and career effectiveness 
was explored by Orpen (1994; see § 2.4.4), who distinguishes organizational career 
management from individual career management. According to Orpen (1994, p. 
28), referring to Morgan, Hall, & Martier (1979) and Williams (1979), “the term 
‘organizational career management’ is usually employed to cover the various policies and 
practices, deliberately established by organizations, to improve the career effectiveness of 
their employees. Though the content of such schemes can vary, they share certain general 
features which make them what they are, such as establishing what employees want from 
their careers, providing appropriate career opportunities for employees, identifying which 
employees deserve these opportunities and then providing them and evaluating the outcomes 
of career management programmes”. Orpen views individual career management, defined 
as the personal efforts made by individuals to advance their own career goals, as the 
counterpart of organizational career management. According to Hall & Foster (1977), 
individual career planning and individual career tactics are the two primary aspects 
of individual career management. Individual career planning refers to “the process of 
identifying what one wants from one’s career, assessing one’s strengths and weaknesses in 
relation to these goals, and deciding what steps need to be taken to realize these goals in 
the light of one’s own strengths and weaknesses” (Orpen, 1994, p. 29). In other words, 
individual career planning includes a series of individual decisions, made as rationally 
and systematically as possible, if planning is to contribute to career success (see also 
Crites, 1983 and S. Gould, 1978). Orpen (1994) emphasizes that career planning has to 
be supported by ‘appropriate tactics’ for implementation because of the changing, and 
therefore difficult to predict, circumstances.

2.5.2. Th e multiple career concept model

According to Brousseau, Driver, Eneroth & Larsson (1996, p. 56), in many organizations 
in the United States a career has been defined as “a steady progression toward positions of 
increasing authority and responsibility” and career success has been measured objectively 
in terms of one’s position in the organizational hierarchy. To highlight the fact that there 
are various ways of defining careers and career success, Brousseau et al. (1996) provide 
a multiple career concept model, based on a pluralistic approach or framework. 
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In their career model, four fundamentally different patterns of career experiences − career 
concepts − are identified: (1) the linear career concept, (2) the expert career concept, 
(3) the spiral career concept, and (4) the transitory career concept. The career concepts 
“differ in terms of direction and frequency of movement within and across different kinds 
of work over time” (op. cit., p. 56) and can be viewed as personal career ideals (Schreiner, 
2002). Brousseau et al. state that hybrid concepts can be formed with combinations of 
the four career concepts. The four career concepts are summarized and depicted in table 
2.15 and figure 2.8.

Table 2.15: Four career concepts (based on Brousseau et al., 1996, p. 56)

Linear Expert Spiral Transitory

Direction of 
movement

Upward Little movement Lateral Lateral

Duration of stay 
in one field

Variable Life 7-10 years 3-5 years

Key motives Power, 
achievement

Expertise, 
security

Personal growth, 
creativity

Variety, 
independence

The linear career concept
The first career concept, the linear career, consists of a progressive series of upward 
steps (i.e., interrole career transitions) in the organizational hierarchy to positions of 
increasing authority and responsibility (Brousseau, et al., 1996). This concept represents 
the traditional, upward-movement view of careers and career success (Brousseau & 
Driver, 1994, see also § 2.4.3). According to Brousseau et al. (1994, p. 56), the linear 
concept is deeply rooted in American society: “people who see the ideal career in linear 
terms often find it difficult to imagine any other definition of success”. Llewellyn (2002) 
states that as one moves up the organizational pyramid (i.e., hierarchy) there are steadily 
fewer positions into which to advance, making it a difficult, and possibly frustrating 
or even ‘emotionally brutal’ concept, in terms of yielding continuing career success 
(Llewellyn, 2002). 

The expert career concept
According to Brousseau & Driver (1994), there is a sharp distinction between the linear 
and the expert career concept. From the expert perspective, the ideal career means a 
lifelong commitment to a particular occupational field or specialty. Once the career choice 
has been made, individuals focus on further developing and refining their (technical) 
knowledge and skills or expertise within the specialty: “if there is upward movement, it 
is roughly from apprentice to journeyman to master” (Brousseau et al, 1996, p. 57). These 
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movements − in fact (intrarole) transitions in career stage (Louis, 1980a; see § 2.3.4) − 
are based on the origins of the expert concept in the medieval guild structure. Llewellyn 
(2002) states that ‘being the best among his or her peers’ is a significant subjective 
criterion of career success for individuals who are motivated by this career concept. 
The nature of their work is regarded as an integral part of their self-identity and career 
identity (Brousseau et al., 1996; see also § 2.4.4). Rapid upward movement can possibly 
also be seen as an alienating experience for individuals with a highly developed expert 
career concept.

Figure 2.8: The four career concepts (based on Schreiner, 2002, p. 20-21).
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The spiral career concept
In contrast to the linear and the expert career concept, Brousseau & Driver (1994) 
regard the spiral career concept as a distinctly less traditional perspective on careers and 
career success. In the spiral career concept, periodic major (interrole/interprofession, 
Louis, 1980a) transitions across occupational areas, specialities, or disciplines are made 
(Brousseau et al., 1996). Key aspects of this career concept are ‘broadening’, drawing on 
knowledge and skills developed in the old areas, and pursuit of personal growth and 
creativity (Llewellyn, 2002; Brousseau et al., 1996). According to Brousseau & Driver 
(1994), the emphasis is on lateral transitions: “ideally, these moves come every seven to 
ten years, a [time, GM] span that seems to permit individuals sufficient time to develop 
in-depth competence, if not fully mastery, in many fields before moving on to new ones” 
(Brousseau et al., 1996, p. 57). According to Llewellyn (2002), ‘being able to move from 
one position to a related but often broader position’, is a major subjective criterion of 
career success in this career concept.

The transitory career concept
The transitory career concept is the least traditional of the career concepts. Brousseau 
& Driver (1994) characterize it as ‘consistent inconsistency’. According to Brousseau et 
al. (1996, p. 57), “the ideal transitory career is one in which a person moves every three to 
five years from one field or job to a very different or wholly unrelated field or job”. Variety 
and independence are key motives; the transitory career is regarded as a fascinating 
‘smorgasbord’ of work experiences (Brousseau & Driver (1994).

The primary career concepts discussed in this thesis are the linear and the spiral career 
concepts. The focus is on interrole (intraorganizational and interorganizational) critical 
career transitions in managerial careers, including employer, function and status changes 
(see table 2.5). The insight gained in this section will be used in section 2.10 to construct 
the critical career transition model (the CCT model). The linear career concept will 
be further elaborated in section 2.7, where Jaques’ levels of work and his time span 
measurement will be discussed. 

2.6. Management development and social support

2.6.1. Management development: defi nitions and activities

In their review of the literature on management development that was published in 1986, 
Wexley & Baldwin (1986, p. 277) concluded that management development was one of 
the most “ill-defined and variously interpreted concepts in the management literature”. 
In their meta-review, almost twenty years later, Cullen & Turnbull (2005, p. 335) found 
that “the ambiguity surrounding the definition of management development has led to it 
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attracting multiple definitions that do not always align and has caused confusion among 
both research communities and participants”. Cullen & Turnbull (2005) analyzed various 
reviews of Wexley & Baldwin (1986), Storey (1989, 1990), Clement (1988), Baldwin & 
Padgett (1994), Fox (1997), Easterby-Smith & Thorpe (1997), and Burgoyne & Jackson 
(1997) in an attempt to provide an overview of what has been written about management 
development since the 1980s.

Appendix E, which is partly based on Cullen & Turnbull (2005), contains a summary 
of some of the definitions relating to management development from 1975 onwards. 
According to Cullen & Turnbull (2005), the majority of the “varied” (Jansen, Van der 
Velde & Mul, 2001) definitions mentioned in the first part of Appendix E have the 
following components in common:

 - Managers are viewed as resources;
 - Management development is driven by a functional-performance rationale that 

emphasizes the improvement of managerial effectiveness, and hence organizational 
effectiveness (see § 2.4.1);

 - Management development consists of planned and deliberate activities driven by 
a strategic orientation;

 - Management development is viewed (particularly in the earlier definitions) as 
being driven primarily by organizational rather than individual needs.

Cullen & Turnbull (2005) composed a ‘meta definition’ of management development 
that “draws on” the definitions mentioned in the first part of Appendix E. According 
to them, those definitions emphasize the developmental processes affecting individual 
and organizational performance. Cullen & Turnbull define management development 
as “a metafield that emerged from a range of disciplines (primarily, though not exclusively 
psychology, social science, and management studies), which either attempts to frame the 
reality of management or reframe the reality experienced by managers, with the aim of 
contributing to the personal resource base of managers and/or the intellectual capital of 
organizations” (op. cit., p. 337).

The matching of individual and organizational needs (in terms of career development) 
− the personal resource base and the intellectual capital of organizations, respectively 
− is expressed in Cullen & Turnbull’s meta definition. The matching of these individual 
and organizational needs or interests is emphasized in the strategic HRM literature (e.g., 
Beaumont, 1993; Schein, 1978). According to Beaumont, this part of the literature yields 
a model with three related components (Beaumont, 1993):

1. The individual needs: the key developmental tasks of employees at various stages 
of their (managerial) career;
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2. The organizational needs: needs which are determined by human resource planning 
activities, e.g., planning for staffing, growth and replacement;

3. The matching process: consisting of various activities or techniques such as 
recruitment, education, training, coaching, mentoring, etc.

Jansen, Van der Velde & Mul (2001) and Jansen (1997) use the terms personnel 
development (PD) and organization development (OD) to refer to the individual and 
organizational needs or interests. According to Jansen (1997), PD and OD can be regarded 
as the basic components of management development (see table 2.16).

Table 2.16: The two components of management development

Organization development Personnel development

Current and future organizational needs Individual needs

Determined by HR planning activities Key developmental tasks of employees

Structural-organizational aspects Individual aspects

Short-term Long-term

Filling key positions Offering development opportunities

Job education Career development

On the basis of these two components and making use of previously suggested typologies 
(Bolwijn & Kempe, 1996; Huijgen & De Nijs, 1993; Kluytmans & Van Sluis, 1995; Leijten, 
1992; Miles & Snow, 1978; Quinn & Rohrbaugh, 1983; Vloeberghs, 1989; Vloeberghs 
& Lange, 1992), Jansen et al. (2001) present a typology of management development. 
“The major dimensions in this classification are OD and PD (…): either the emphasis is 
on the interest of the organization (filling key positions etc. = OD) or on the interest of the 
individual (offering development opportunities to selected employees etc. = PD)” (op. cit., 
2001, p. 113). Jansen et al. (2001) mention both OD-based definitions (e.g., Molander, 
1986) and PD-based definitions (e.g., Baldwin & Patgett, 1994); these definitions are 
mentioned in Appendix E. Furthermore, the OD component is primarily focused on 
short-term ‘job education’, while the primary focus of the PD component is on longer-
term career development, see § 2.5.1 (Jansen, 1997). Table 2.16 summarizes the two basic 
components (OD and PD) of management development.

Management development is defined by Keuning (1998, p. 627) as “the systematic supply 
and development of future management, considering the individual wishes and interests 
of those involved”. Keuning (1998) describes the process of career development as a 
coincidence of structural-organizational (OD) and individual aspects (PD). According to 
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Keuning (1998, p. 416), “career development needs to be integrally linked to career planning: 
set up a career plan with the employee, implement those decisions and in conclusion, evaluate 
the decisions made in the past. A dialogue between the organization and its employees is 
the linchpin of career planning and the resultant career plan is the tangible outcome of the 
tuning of the individual’s needs to those of the organization”. 

On the basis of this ‘dialogue’ (i.e., weighing up the organizational and the individual 
interests or needs), management development activities can or will follow (see Moerkamp, 
1996, Weijenberg, 1988 and Melker, 1999), see figure 2.9. Furthermore, these activities 
can be performed within a formalistic management development system or on a more 
ad hoc basis (Keuning, 1998). A number of management development activities are 
mentioned in figure 2.9: recruitment, promotion, (job) rotation, training, task adjustment, 
reinstatement and redundancy. Note that a promotion (in fact a critical or non-critical 
career transition) can also be regarded as a management development activity. Other 
management development activities are selection, education, mentoring, (individual) 
coaching or counseling and assessment. These activities are mentioned by O’Connor 

Figure 2.9: Management development on the basis of individual and structural-organizational aspects 
(Keuning, 1998, p. 416).
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& Mangan (2004), according to whom, management development includes both the 
personal and career development of an individual manager (i.e., attendance at formal 
development programs, seminars, and conferences, as well as informal learning through 
methods such as coaching and mentoring, etc.). They also include management education, 
which is achieved by acquiring formal undergraduate/postgraduate qualifications.

The study by Dalton, Thompson & Price (1977) was mentioned in section 2.3.4. They 
identified four distinct career stages: (1) apprenticeship, (2) craftsmanship, (3) mentor-
ship, and (4) spokesmanship. Lacey, Lee & Wallace (1982) proposed a ‘management 
development matrix’ “as a way of both understanding the career progress of individuals 
and guiding organizational efforts to assist this progress. In essence it links the four career 
stages (…) with four types of career intervention applicable at all four stages (…) [The, 
GM] table (…) indicates the nature of this matching process of career stages (individual 
perspective) and career interventions (organizational perspective)” (Beaumont, 1993, pp. 
134-135). The management development matrix is presented in table 2.17.

As mentioned above, Lacey, Lee & Wallace (1982) identified four types of career 
interventions (see also Beaumont, 1993): (1) dominant job elements, (2) people 
relationships, (3) organizational adjustments, and (4) management development 
activities. The first of these, dominant job elements, refers to the ‘make or break’ tasks 
or roles that partially determine career success and the impact on the organization. 
The second type, people relationships, relates to the ‘key individuals’ a person interacts 
with to accomplish the relevant tasks. Organizational adjustments is related to the 
accommodations a person makes from the initial role of apprentice to the final role of 
spokesman. The fourth type of career interventions, management development activities, 
refers to the range of supportive programs for the manager’s education and development. 
Although the matrix concerns management development activities during the four stages 
of a career rather than during critical (interrole) career transitions, table 2.17 indicates 
that the nature of management development activities changes as the individual passes 
through the various career stages. The emphasis in the early phases of a career is on 
enhancing the individual’s technical expertise and identifying managerial skills through 
formal education and career assessment, whereas in the later career phases the focus in 
on acquiring ‘people skills’ and managing organizational change. 

The management development matrix implicitly assumes a linear career (see § 2.5.2), a 
progressive series of intrarole (and interrole) transitions in the organizational hierarchy 
involving taking on growing managerial responsibilities, making more complex decisions, 
making a steadily greater contribution to policy statements, and leading business 
management teams, and ultimately implementing corporate objects and strategic 
planning during the final career stages. Simultaneously, the social context (the ‘people 
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relationships’) and the set of expectations that others hold of the individual during the 
various career stages and positions − in fact the socio- psychological meaning of a role 
(see § 2.2.3) − change. In other words, the expectations of ‘key individuals’ determine 
what is appropriate or effective behavior with respect to a particular career phase or 
position (Siegel & Lane, 1987).

According to Beaumont (1993), in practice, most organizations view the matching 
process in terms of formal management development activities, in other words in terms 
of ‘off-the-job’ management development activities such as education and skills training, 
although there is a growing recognition that “most management development actually 
occurs on the job. As well as formal mentoring programmes the importance of on-the-
job experiences in career development suggests that there may be certain organizational 
influences besides formal development programmes that can have an important influence 
(for good or bad) on the longer-term development potential of individual employees” (op. 
cit., 1993, p. 135).

In search of developmental components (i.e., features of jobs that represent challenging 
situations) in managerial jobs, McCauley et al. (1994, p. 544) formulated the 
Developmental Challenge Profile (DCP). The DCP is based on the presumption that 
on-the-job learning “is most likely to occur when managers are faced with challenging 
job situations” (op. cit., p. 544). According to them, challenging situations promote 
management development because of the opportunity and the motivation to learn, two 
important (interacting) aspects of learning situations that create a force for development.

McCauley et al. (1994) stress that it is essential that the new situation enables managers 
to try new behavior or to reframe old ways of thinking or acting (opportunity). They 
argue that these opportunities “can occur in a novel situation, an ambiguous situation, in 
the face of incompatible demands, and in circumstances where the demand to take action 
is coupled with feedback about that action” (op. cit., p. 544). With regard to the second 
aspect, the motivation to learn might come from a desire to achieve the required level 
of job competency (see § 2.2.4), to achieve outcomes with significant reward potential 
(in accordance with the basic assumptions of Vroom’s expectancy theory, see § 2.3.6), 
to avoid negative outcomes, or to avoid uncomfortable situations. Ohlott, Ruderman 
& McCauley (1994) state that “key job assignments lead to higher-level jobs [an objective 
career success criterion, see § 2.4.3, GM], place high-potential managers in positions of 
visibility, and serve as developmental experiences to prepare managers for future jobs”. 

2.6.2. Career transitions and managerial learning

In section 2.6.1, management development was defined as the system of planned 
personnel practices or activities by which an organization tries to guarantee the timely 
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availability of qualified and motivated employees for its key management positions. 
Referring to Hunt (1991), Keys & Wolfe (1988), Wexley & Baldwin (1986), McCauley et al. 
(1994, p. 544) point out that “although historically most research in the field of management 
development was focused on education, training, there is an increasing recognition that on-
the-job experiences are a potent form of management development”. McCall, Lombardo & 
Morrison (1988), Davies & Easterby-Smith (1984) and Van der Pol & Van Tienen (2002) 
concluded, for example, that on-the-job experiences contribute considerably more than 
classroom training programs to development of (senior) managers and Berlew & Baldwin 
(1966) found out that the level of challenge of an initial job is predictive of later career 
success. McCauley et al. (1994) also refer to a study by Lowy, Kelleher & Finestone (1986), 
who concluded that the majority of managerial learning occurs informally on the job. 
In addition, Seibert (1992) argued that for management development processes to be 
most effective, it is important for managers to focus on learning from job experiences. 

Ohlott et al. (1994) suggest that the key assignments in previous jobs can simplify 
subsequent critical career transitions to higher management positions. Furthermore, 
challenging jobs can help in (1) motivating and retaining managers, (2) developing 
necessary skills (Donnell & Hall, 1980), (3) stimulating managerial performance, and (4) 
forcing managers to learn to cope with the stresses and problems they create (McCauley, 
1986). Job experiences account for 70% of all developmental experiences of managers 
(Wick, 1989; see also Van Poelje, 2002). Furthermore, Ohlott, Ruderman & McCauley 
(1994) state (with reference to Bray, Campbell & Grant (1974), Davies & Easterby-Smith 
(1984), Dipboye (1987), Hall (1976), Kelleher, Finestone & Lowy (1986) and McCall, 
Lombardo & Morrison (1988)) that developmental job assignments have been found to 
be one of the most important factors in preparing both women and men for upper-level 
managerial positions. Based on earlier findings, McCauley et al. (1994) identified three 
components (or categories) of job features that promote learning: (1) job transitions, 
(2) task-related characteristics, and (3) obstacles. They further divided task-related 
characteristics into three subcategories: creating change, high level of responsibility, and 
non-authority relationships. Their original review did not include ‘support’ as one of the 
four developmental components of managerial jobs (Ohlott, McCauley & Ruderman, 
1995; Van der Sluis, 2000). 

Based on the later study by Ohlott et al. (1995), Van der Sluis presented a table that 
includes support as a developmental component of managerial jobs (see table 2.18). As 
mentioned in section 2.3.2, McCauley et al. (1994) simplified Nicholson’s definition of 
a job change. They defined (p. 545) a job transition as “a change in work role, such as a 
change in job content, status, or location”. McCauley et al. (1994) mention several types of 
job transitions – more precisely, interrole career transitions − that have been identified 
as ‘developmental’: switches from line to staff, changes in employer, status or location 
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and vast increases in the scope of responsibility. Referring to Brett (1984), Davies & 
Easterby-Smith (1984), Louis (1982), Nicholson & West (1988), Wick (1989), McCauley 
et al. (1994) give two reasons why job transitions are developmental: (1) managers are 
confronted with novel situations rendering existing routines and behaviors inadequate 
and requiring the development of new ways of coping with problems and opportunities, 
and (2) managers are often motivated by the need to prove themselves to their peers, 
subordinates, and superiors.

According to McCauley et al. (1994, p. 545) the ‘developmental power’ of a career 
transition varies “with the degree of unfamiliarity that the job problems, responsibilities, 
and choices pose for the particular manager”. They conclude (p. 556) that ‘unfamiliar 
responsibilities’ and ‘proving yourself ’, the two scales indicating a job (or career) 
transition, are ‘strongly related’ to perceptions of learning: “Transitions most clearly 
provide managers with the opportunity to try new behaviors and be exposed to new ways 
of thinking. Gaps between current capabilities and capacities needed to be more effective 
are also most obvious when a manager is taking on a new [formal, GM] role”. In their 
study, managers who experienced a (critical) career transition in their current job (e.g., 
exposure to a new part of the business, initial exposure to working with top executives, 
and moves to general management positions) were compared to managers who had not 
made similar moves. 

McCauley et al. (1994, p. 556) also found evidence for the strategy of previous research 
where an attempt was made to explain management development by focusing on 
managers during their career transition (e.g., Brett, 1984, Louis, 1980a, 1980b, 1982, 
Stewart, 1984, and Nicholson & West, 1988): “because how a manager scores on the 
transition scales depends largely on his or her career history rather than on the content of 
the job itself, these results also suggest that the degree to which a job is developmental will 
vary from one manager to another depending on his or her past experiences and cannot 
be fully assessed without knowledge of who is in the job”.

Note that the meaning of the term ‘management development’ used by McCauley et 
al. (1994) differs from the definitions mentioned in section 2.6.1. In contrast to the 
previous definitions of management development, McCauley et al. regard management 
development as (individual) managerial learning: “the expansion of one’s capacity for 
effective managerial action” (McCauley et al., 1994, p. 545; see also Ohlott et al., 1994, 
p. 49 and Senge, 1992). According to Ohlott et al. (1994, p. 49), managerial learning is 
“one potential outcome of a challenging job experience. (…) The type of learning that may 
result from challenging job experiences involves practical managerial skills and knowledge 
and occurs informally on the job, rather than in a classroom. (…) Thus, challenging job 
assignments provide a unique contribution to management development”.
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In this study, individual managerial learning, i.e., the outcome of the various formal 
and informal management development activities, including confronting managers 
with challenging job situations and creating developmental job components, is termed 
‘managerial development’ and managerial development is defined as the expansion of 
an individual’s competencies and competences for effective managerial action in different 
and more complex management situations. 

2.6.3. Role learning and career transitions

Role learning, as a specific form of managerial learning or managerial development 
(Ashforth, 2001) “consists of a specific set of changes along which role (re)making may 
occur” (Harnisch, 2010, p. 13). According to Ashforth (2001, p. 186) “the motives for 
identity, meaning, control, and belonging can only be addressed if the individual has a 
clear understanding of his or her role and the surrounding context. Thus, role learning is 
paramount to effective role entry”. 

Table 2.18: Examples and characteristics of developmental components from studies of on-the-job 
learning (Van der Sluis, 2000, p. 18; based on McCauley, et al., 1994)

Component Example Characteristic

Job transition - Line to staff
- Increase in scope
- Radical job moves
- Changes in employer, status or 

function

- Proving yourself
- Novelty
- Disruption of routine

Task-related characteristics:
- Creating change

- High level of responsibility

- Non-authority relationships

- Start-up operation
- Fix-it assignment

- Organizational level
- Large-scale operations

- Serving on task forces
- Making deals and coordinating 

among departments

- Freedom to innovate
- Change setting provides 

opportunities to develop 
effective approaches to 
leadership

- Responsibility
- Visibility
- Opportunity for impact
- Gaining cooperation 

without authority

Obstacles - Difficult boss
- Hardships
- Negative experiences
- Experience with crises and 

diversity

- Psychological pain and 
discomfort

Support - Supportive boss - Psychological help and 
advice
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Morrison (1995; see also Ashforth, 2001) states that ‘newcomer learning’ centers on 
seven areas comparable to Louis’ (1982) essential transition tasks (see § 2.3.7): (1) 
technical information about how to perform tasks; (2) referent information about role 
expectations; (3) social information about other people and one’s relationships with them; 
(4) appraisal information about how one is evaluated; (5) normative information about 
the organization’s culture (and presumably identity), (6) organizational information 
about structure, products/services, and procedures, and (7) political information about 
the distribution (and presumably the use) of power. Learning about the nature of a 
role and its context is therefore essential for newcomers in general and for ‘managers 
in transition’ in particular. According to Ashforth (2001), role learning is facilitated by 
three sets of factors:

1. Role attributes (§ 2.6.3.1);
2. Sources of support (§ 2.6.3.2);
3. Individual differences (§ 2.6.3.3).

2.6.3.1. Role attributes
In section 2.2.3 a role was defined as “the set of behaviors or functions appropriate for 
a person holding a particular position within a particular social context” (Wrightsman, 
1972, p. 23). ‘Role attributes’ cover a number of factors including role complexity, role 
overload, role ambiguity, and role conflict (Ashforth, 2001).

 - Role complexity is defined by Jaques (1996, p. 64) as “the level of difficulty of the 
required tasks” and “refers to work involving a variety of tasks and intricate skills 
and abilities” (Ashforth, 2001, p. 189; see also Kemp, Wall, Clegg & Cordery, 1983).

 - Role overload means that a person has too many role demands and too little time 
to fulfill them (Coverman, 1989, Baruch, Biener & Rosalind, 1985 and Rapoport 
& Rapoport, 1976) and “work demands exceed personal and workplace resources” 
(Rahim, 1996, p. 48).

 - House & Rizzo (1972, p. 474) define role ambiguity as “the lack of clarity and 
predictability of the outcomes of one’s behavior”. In the event of role ambiguity, there 
is a lack of the necessary information available to a given organizational position 
(Rizzo, House & Lirtzman, 1970) and “priorities, expectations, and evaluation 
criteria are not clear to the employee” (Rahim, 1996, p. 48).

 - Role conflict is defined “as the degree of incongruity or incompatibility of expectations 
associated with the role” (House & Rizzo, 1972, p. 474). In other words, in the 
event of a role conflict attributes within the role or between a number of roles are 
inconsistent (Ashforth, 2001).
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Ashforth (2001, p. 189) states that: “the more complex the role, the more difficult it is to 
learn”. Similarly, role complexity, role ambiguity, role overload, and role conflict could 
also hamper (managerial) learning (Ashforth, 2001). 

More than once, role ambiguity and role overload have been linked to occupational stress 
(Latack, 1984). For example, Kahn, Wolfe, Quinn, Snoek & Rosenthal (1964) found that 
role ambiguity and role conflict are conditions that result in stress and anxiety. Rizzo et 
al. (1970, p. 151) state that “role ambiguity should increase the probability that a person 
will be dissatisfied with his role, will experience anxiety, will distort reality, and will thus 
perform less effectively”. Furthermore, role ambiguity was found to be negatively correlated 
with work adjustments among American expatriate managers in Japan (Black, 1988). 

2.6.3.2.  Sources of support
According to Ashforth (2001, pp. 189-190), “instrumental and expressive social support 
of peers, mentors, managers, and family and friends may greatly facilitate role transitions. 
(… ) These sources may provide guidance that is tailored to the idiosyncratic concerns and 
learning styles of the newcomers”. Social support has been conceptualized in different ways 
(Robertson, 1988). For example, Cassel (1974) describes social support as corrective 
feedback from significant others guiding a person toward desirable and anticipated 
consequences. Cobb (1976, p. 300) gives another (universal) description of social 
support, defining it as “information leading a person to believe that he or she is cared for 
and loved, valued and esteemed, and/or is a member of a network of communication and 
mutual obligations”. And Caplan (1974, p. 6) asserts that social support includes three 
basic elements: “significant others help the individual mobilize his psychological resources 
and master his emotional burdens; they share his tasks; and they provide him with extra 
supplies of money, materials, tools, skills, and cognitive guidance to improve his handling 
of the situation”. In addition, Shumaker & Brownell (1984, p. 113) define social support 
as “an exchange of resources between at least two individuals perceived by the provider or 
the recipient to be intended to enhance the well-being of the recipient”.

House (1981) and Greenhaus & Parasuraman (1994) distinguish four categories of 
tangible and emotional social support:

1. Informational support: information, advice, suggestions;
2. Instrumental support: aid in time, money or other forms of help;
3. Emotional support: provision of esteem, affection and trust;
4. Appraisal: feedback and affirmation.

Another relevant distinction is between ‘work based’ and ‘non-work based’ social support 
(Chuang, 2010; Lirio et al. (2007). Work based support or ‘organizational support’ includes, 
for example, formal training, coworkers, immediate supervisors, and socialization 
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programs, whereas non-work based social support or ‘personal social support’ comes 
from family, friends, peers, and personal networks. In the literature, the broad − and 
widely used − term ‘social support’ generally refers to non-work based social support.

Non-work based support or personal social support
Non-work based support can come from an employee’s spouse or partner, parents, 
siblings, children, extended family, and friends (Chuang, 2010). According to Greenhaus 
& Parasuraman (1994), this type of support results in mitigation of stress, less work-family 
conflict and overall well-being or life satisfaction. Biernat & Wortman (1991) found, for 
example, that women are generally satisfied with the support provided by their husband 
and Bures & Henderson (1995) concluded that spousal support significantly influences 
job satisfaction and stress. Furthermore, husbands contribute to career management and 
career support (Gordon & Whelan-Berry, 2004) and to interpersonal support (Becker 
& Moen, 1999). 

According to Chuang (2010, p. 4), “family, friends, and neighbors may also play significant 
roles for women who must actively juggle the demands of work and home”. Unfortunately, 
“in the organizational sciences, social support from family has received less research attention 
than work-related sources of social support” (Adams, King & King, 1996, p. 412). For 
example, LaRocco, House & French (1980) found that family and friend support did 
not predict work-related outcomes such as job satisfaction, although social support 
did predict aspects of general well-being such as depression and anxiety (LaRocco et 
al., 1980). Referring to studies by authors such as Ganster, Fusilier & Mayes (1986) and 
Kaufmann and Beehr (1989), Adams, King & King (1996, p. 412) concluded that “the 
literature generally suggests that family social support can play an important role in the 
occupational stress process. However, it is probably more strongly related to general health 
and well-being than to specific work-related strains”.

Heppner et al. (1994) found a positive relationship between social support and control, 
confidence, and progress during career transitions. Furthermore, they concluded that 
social support was negatively correlated with the amount of stress in the transition process. 

Work based social support or organizational support 
Support at work can come from the organization at large (through training, mentoring, 
coaching, and socialization programs, for example), immediate supervisors, and co-
workers (Chuang, 2010). According to Nabi (2001), career support behaviors can be 
broadly classified into three ‘social support strategies’:

1. Personal support: personal support and exchanging information with co-workers 
on career-related issues in the organization;
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2. Peer support: support and guidance from more senior colleagues in the organization;
3. Network support: support from a network of contacts in powerful positions in the 

organization.

Nabi (2001) studied the relative importance of these three social support strategies for 
subjective career success (SCS) for both men and women. For this purpose, two measures 
were employed to assess subjective career success (see also § 2.4.3) among full-time 
administrative employees: intrinsic job success (IJS) and perceived career success (PCS).

The first measure (based on Gattiker & Larwood, 1986) − IJS − focused on perceptions 
of work-role, interpersonal, hierarchical and financial success. The other scale focused 
on the aspect of subjective career success and was based on the measure of perceived 
career success (PCS) developed by Greenhaus, Parasuraman & Wormley (1990b); both 
scales were strongly correlated (> .70). Nabi (2000, p. 469) found that “personal support 
was more positively related to one of the SCS measures (IJS) for women relative to men. So, 
as expected, women with higher levels of personal support tended to feel more successful in 
their career compared to men”. Furthermore, peer support was more positively related to 
both SCS scales for men relative to women. This makes peer support a powerful predictor 
of men’s subjective career success.

According to Al-Awamleh (2009) ‘foundational managerial education’ (MBS or 
execu  tive education programs, for example) is particularly useful for managers who 
are confronted with a critical career transition in their career. It is crucial that these 
educational programs are integrated into the (new) job (Daniels, 2003; see also § 1.2). 
Apart from career transitions, Eisenberger, Huntington, Hutchison & Sowa (1986) also 
found that organizational support (or work based social support) reduces absenteeism. 
Pinneau (1975, 1976) found that organizational support − in particular from supervisors 
and others at work − results in lower levels of job stress (including role conflict and role 
ambiguity, see also § 2.6.3.1.) and an improved fit in terms of work load, complexity, 
utilization of abilities, and unwanted overtime (see also LaRocco, House & French, 
1980). Buunk & Verhoeven (1991) also concluded that the support of the immediate 
manager and peers help reduce occupational stress and staff turnover and Goff, Mount 
& Jamison (1990) found that supervisory support was associated with lower degrees of 
work-family conflict and absenteeism among employees with children under the age 
of five. In addition, social support from peers was found to be positively related to job 
satisfaction for all workers (Ducharme & Martin, 2000).

Furthermore, developmental opportunities (see § 2.6.2) like adequate resources, 
socialization programs, tolerating mistakes, coaching, education etc. contribute to a 
climate for learning, i.e., a nurturing atmosphere within which newcomers can experiment 
with their nascent role identities (Ashforth, 2001). To illustrate this, Ashforth (2001) 
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used an example that was presented by Ibarra at the annual meeting of the Academy of 
Management in 1996. According to Ibarra (1996), a climate of learning that includes 
opportunities for trial and error contributed positively to the way neophyte consultants 
and investment bankers explored possible selves and learned about their role and how 
to act in a way that reflected their preferences.

Various management development activities were mentioned in section 2.6.1 (see also 
figure 2.9). Organizational support can in fact include a broad range of management 
development activities, including training, education, mentoring, coaching or counseling. 
Evidently, management development activities are focused on managers in the organiza-
tion. These planned and unplanned activities help mangers “to develop their experience, 
ideas, knowledge, skills, relationships, and personal identity, so that they can contribute to 
the effective development of their organization” (Temporal, 1990, p. 9).

Interorganizational transitions, organizational support and socialization
By definition, an interorganizational (or intercompany) transition (see § 2.3.4) also 
involves a so-called socialization process. According to Hall (2002, p. 141; see also 
Brim & Wheeler, 1966; Major, 1999 and Wanous, 1992) socialization is “a learning and 
development process in which new members of an organization make the role transition 
from outsider to insider”. Louis, Posner & Powell (1983) state that the socialization process 
provides newcomers with information about roles and behavior within the organization. 
The elements of ‘roles’ and ‘behavior’ are also mentioned by Louis (1980b, pp. 229-230), 
who defines (organizational) socialization as “the process by which an individual comes 
to appreciate the values, abilities, expected behaviors, and social knowledge essential 
for assuming an organizational role participating as an organizational member”. The 
socialization process is characterized by Schein (1968) as ‘learning the ropes’; in other 
words, ‘learning the tricks of the trade’. 

In their study Louis et al. (1983) asked 211 respondents to indicate whether socialization 
practices were available to them when they entered the organization. They were also 
asked to indicate how helpful the ‘available’ socialization practices were for ‘learning the 
ropes’ and becoming an effective organizational member (1 = very little; 5 = very much). 
The results are shown in table 2.19.

As table 2.19 shows, informal and supportive daily interactions with peers and senior 
coworkers seem to be more helpful than formal orientation, training and social activities 
such as business trips. According to Ashforth (2001, p. 190), “peers and senior coworkers 
may explain situations, validate emergent perceptions, clarify political realities, provide task 
guidance and feedback, help circumvent red tape, and signal social acceptance. Furthermore, 
interactions with peers are often spontaneous and unstructured as the newcomer asks 
and receives input as issues naturally arise”. Furthermore, interaction with peers was 
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significantly correlated with job satisfaction, commitment and tenure intention (Louis 
et al., 1983). Although the mentor relationship was significantly correlated with job 
satisfaction, the role played by mentors or sponsors was not viewed as particularly helpful 
during the socialization process. Louis et al. (1983) found that the mentor relationship 
was not significantly correlated with commitment and tenure intention. 

Louis et al. (1983) also found the impact of onsite orientation sessions and offsite 
residential training sessions to be ‘somewhat tenuous’. Respondents regarded these 
highly formalized programs as ‘modestly helpful’, although the programs did contribute 
positively to the loyalty to and identity with the organization. Formal orientation 
programs were not significantly correlated with job satisfaction and the newcomer’s 
intention to stay with the organization. In contrast to formal orientation programs, offsite 
residential training programs were found to be strongly correlated with job satisfaction, 
commitment and tenure intention (Louis et al., 1983). Louis et al. (1983) attributed this 
to the symbolic and ceremonial nature of these events.  

Louis et al. (1983) found that the supervisor is a major contributor to the socialization 
process: in general, newcomers perceive their supervisors as available (87%) and helpful 
(3.52). Previous research (e.g., Berlew & Hall, 1966; Kotter, 1973) pointed out that the 
first supervisor has a considerable impact on the new employee’s job performance and 
overall adaptation to the organization (Louis et al., 1983). Furthermore, “the supervisor’s 
involvement with newcomers is seen as affecting their subsequent job satisfaction, 
commitment and tenure intention” (Louis et al., 1983, p. 865). 

Table 2.19: Availability and helpfulness of socialization practices (Louis et al., 1983, p. 861)

Socialization practices

Availability Helpfulness

N % X S.D.

Formal onsite orientation

Offsite residential training

New recruits

Senior coworker relationship

Mentor/sponsor

Peers

Supervisor

Secretary/support staff

Social/recreational activities

Business trips

135

74

131

157

48

193

183

131

139

80

64

35

62

75

45

89

87

62

66

38

3.18

3.08

3.20

3.79

3.23

3.96

3.52

2.78

2.87

2.86

1.41

1.48

1.35

1.27

1.47

1.12

1.36

1.39

1.28

1.35
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In addition, Major, Kozlowski, Chao & Gardner (1995) concluded that supervisors are 
critical sources of information, both directly (Louis et al., 1983) and indirectly as role 
models (Ostroff & Kozlowski, 1992). Major et al. (1995) found evidence (once again) 
that the role of supervisor during the socialization process is crucial, for example by 
shaping perceptions (Kozlowski & Doherty, 1989). According to Major (1990) and Major 
& Kozlowski (1991), proactive efforts by supervisors are more critical to a newcomer’s 
adjustment (see also Nicholson & West, 1988 and Nicholson, 1984) than the newcomer’s 
proactive efforts. Furthermore, superior learning seems to occur when supervisors and 
coworkers are proactive ‘socialization agents’, “thereby creating a reciprocal information 
exchange system” (Major et al., 1995, p. 428; see also Major, 1990; Major & Kozlowski, 
1991 and Smith, 1993).

Newcomers regard their supervisor as a valuable source of information (Louis et al., 
1983). Another study suggested that positive outcomes of the socialization process 
are connected with the increased use of supervisors as information sources (Ostroff 
& Kozlowski, 1992). Liden, Wayne & Stilwell (1993) found that the nature and quality 
of the newcomer’s relationship with the supervisor is established very early during the 
socialization process − and hence during the transition process. Previous research has 
demonstrated that the relationship between the newcomer and his or her supervisor 
has a significant impact on socialization outcomes (Graen, Orris & Johnson, 1973). In 
addition, Louis (1980b) found that newcomers are better able to overcome reality shock 
when they have a good relationship with their supervisors. Furthermore, the quality of 
this relationship is positively correlated with becoming adjusted to the new role (Louis, 
1980b). Later studies observed that newcomers proactively seek information and feedback 
from supervisors to learn about the new roles and the organizational settings (Major et 
al., 1995; see also Ashford, 1986; Morrison, 1993a, 1993b; Ostroff & Kozlowski, 1989, 
1992; Smith & Kozlowski, 1994). Major et al. (1995, p. 429) further state that “More 
generally, recent empirical research on newcomer socialization has tended to focus solely 
on normative patterns of newcomer information seeking without considering the broader 
interaction context. The research should be extended to consider other relevant contextual 
characteristics, such as variations in job characteristics, socialization tactics, newcomer 
and insider individual differences, and the interactions among these factors (…) if we are 
to better understand this process and its outcomes”. 

According to Schlossberg (1984), it is evident that there are differences in the ability of 
individuals to move through the career re-evaluation and change process, in the sense 
that some do so with little difficulty, while others may try but never successfully make 
a career change. Individual differences are discussed in section 2.6.3.3.



95

Critical career transitions from a theoretical point of view

2.6.3.3. Individual diff erences
According to Ashforth (2001), the pace and intensity of role learning are strongly 
influenced by a set of individual differences. In fact, individual differences concern 
the competencies that people bring to the job (see § 2.2.4). In general, Ashforth (2001) 
emphasizes that the traditional approach to entry that regards individuals as passive 
or reactive recipients of socialization practices has been replaced by a new approach 
that assumes that individuals are far more proactive in their learning (see also Bauer, 
Morrison & Callister, 1998 and Saks & Ashforth, 1997). This change of approach is 
typified by Major et al. (1995) as a ‘paradigm shift’ in socialization theory: “The common 
denominator of research on information seeking, feedback seeking, proactive behavior, and 
self-management − in short proactivity − is that individuals tend to be highly motivated 
agents in their own socialization” (Ashforth, 2001, p. 187). Despite this paradigm shift, 
Ashforth (2001) observes that individuals still vary in their propensity to be proactive.

In the context of career transitions, one form of being proactive − i.e. proactive behavior 
− is job change negotiation. Job change negotiation, or ‘role development’ (see § 2.4.6), is 
a form of proactive socialization. With proactive socialization, individuals try to change 
the (formal) role requirements so that they are a better fit with their own competencies/
competences and preferences (Parker & Collins, 2010; Ashford & Black, 1996; Nicholson, 
1984).

Parker & Collins (2010, p. 635; see also Parker, Williams & Turner, 2006 and Grant & 
Ashford, 2008) define proactive behavior as “self-initiated, anticipatory action that aims to 
change and improve the situation or oneself”. Seibert, Crant & Kraimer (1999) found that 
proactivity is positively correlated with career success, and Thompson (2005) concluded 
that proactive individuals perform their core tasks better. According to Ashforth (2001, 
p. 187), “proactivity facilitates the acquisition of information from more diverse sources, 
enabling the newcomer to uncover diverse perspectives, conflict, and contradictions. In 
turn, this diversity enables the newcomer to better triangulate on informed beliefs about 
the role and organization”. Ashforth (2001) distinguishes two categories of individual 
differences: (1) previous work experience, and (2) personality traits.

Previous work experience
As mentioned in section 2.3.8, the differences between the new role and previous roles 
determine the magnitude of the transition or the degree of role contrast (Louis, 1980b; 
Ashforth, 2001). By definition, therefore, previous work experience affects the contrast 
(the objective magnitude) and the way people perceive this contrast or newness (the 
subjective magnitude). According to Ashforth (2001, p. 202), previous work experience 
provides so-called interpretive schemas for perceiving and interpreting new experiences 
during the latest career transition: “the more diverse one’s experiences, the more diverse and 
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possibly complex the schemas for making sense of a new role. (…) Also, the more similar one’s 
current situation appears to be to one’s previous experience, the fewer surprises, the greater 
one’s confidence, and the more likely that one will reflexively invoke familiar schemas”.  

Ashforth (2001) emphasizes that empirical studies into the influence of previous work 
experience on career transition processes have yielded contradictory results. The 
empirical studies by Shaw, Fisher & Woodman (as cited in Fisher, 1986) and Black (1988) 
showed a positive correlation between previous experience and work adjustment, whereas 
Zahrly & Tosi (1989) and Pinder & Schroeder (1987) did not find empirical support for 
the utility of previous experience. Ashford & Taylor (1990, p. 26-27) therefore concluded 
that “adaptation is not a process that necessarily gets easier with experience”.

According to Ashforth (2001), one reason for the contradictory conclusions is that 
previous experiences − and hence interpretive schemas and expectations − might be 
no longer realistic. It is therefore even possible that previous experiences could actually 
hamper role learning or work adjustment. By way of illustration, Ashforth (2001) 
discusses the study by Adkins (1995), who found that previous experience had a minimal 
effect on the work adjustment of mental health specialists. The results even suggested 
that their experience inhibited adaptation or personal development (see also Nicholson, 
1984). According to Adkins (1995, p. 856), earlier experience in similar role settings 
could increase the risk of being “less attentive to formal instructions and organizational 
cues”. This phenomenon is referred to as ‘false confidence’ (Adkins, 1995).

Ashforth (2001, p. 202-203) suggests that misapplying previous experience is most 
likely to occur in the case of moderate changes: “The smaller the magnitude of the 
transition, the more likely that one will reflexively − but effectively − apply prior schemas. 
(…) Conversely, the greater the magnitude, the more likely that one will recognize that the 
reflexive application of prior learning is inappropriate, thereby stimulating receptiveness 
to new learning. (…) However, in a transition of moderate change, the similarities in roles 
may induce the false confidence effect − particularly if the transition was unexpected 
and of minimal duration, therefore undermining preparation and inducing a reliance of 
familiar schemas”.

Ashforth (2001) further states that previous experience could lead to the development of 
meta-competencies or skills for sense-making, coping with change, and role innovation/
role development (see also Nicholson, 1984). These so-called meta-competencies refer to 
learning how to learn (a process emphasis), for example ‘learning to change’ (De Caluwé 
& Vermaak, 2003), and thereby managing change rather than extrapolating prior views 
of the world (a content emphasis).
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Personality traits
Personality traits are the dimensions or competencies that were discussed in section 2.2.2 
of this thesis (see also table 2.2). Like management styles, personality traits are presumed 
to remain relatively stable over time (Jansen, 1991; 1996; Ashforth, 2001). The following 
‘sets’ of personality traits are discussed:

 - Identity style, identity resolution, and self-esteem;
 - Control beliefs and desires;
 - Growth need strength, need for achievement, and conscientiousness;
 - Self-monitoring and need for feedback;
 - Positive and negative affectivity.

Identity style, identity resolution and self-esteem:
According to Ashforth (2001), Berzonsky’s research on identity styles, which is based on 
Marcia’s (1966) model of identity statuses, seems to indicate that there are differences in 
how susceptible individuals are to the potential identity implications of their (new) activities 
and roles. An identity (processing) style “refers to self-reported differences in how individuals 
process self-relevant information, negotiate identity issues, and make decisions” (Berzonsky, 
2004, p. 213; see also Berzonsky, 1989). In this context, variations in styles of processing 
identity-relevant information are relevant. Berzonsky (1989, 1990) identified three styles:

1. The informational identity processing style, or information orientation. Individuals 
who use this style actively seek out and evaluate self-relevant information. This 
style can be characterized as self-reflective, conscientious, open to experience and 
problem-focused. The information orientation is also associated with watchfulness 
during decision-making (Berzonsky, 1990; Berzonsky and Ferrari, 1996; Dollinger, 
1995) and developing complex, differentiated, but coherent self-images.

2. The normative identity processing style, or normative orientation. This style 
is characterized by a reliance on and conformity with the expectations and 
prescriptions of ‘significant others’. Individuals with a normative orientation can 
be characterized as conscientious, purposeful, highly structured and closed to 
information that might conflict with their personal beliefs and values (Berzonsky, 
2004; see also Berzonsky & Kinney, 1995; Berzonsky & Kuk, 2000; Berzonsky & 
Sullivan, 1992; Dollinger, 1995). According to Ashforth (2001), this orientation 
leads to a relatively rigid and undifferentiated sense of self.

3. The diffuse-avoidance identity style, or avoidant orientation. Characteristics of 
this style are procrastination, delay, and avoidance of facing up to identity issues 
and conflicts as long as possible. This style has been found to be associated with 
emotion-focused coping, avoidant decisional strategies, cross-situational variability, 
other-directedness, and self-handicapping (Berzonsky, 2004).
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According to Ashforth (2001), individuals with an informational identity processing 
style are more likely to be proactive and receptive to (role) learning. In other words, 
an information orientation might suggest the ‘exploration cell’ of Nicholson’s (1984) 
work-role transitions model (see table 2.9 in § 2.3.6). Evidently, individuals with an 
avoidant orientation are less likely to be proactive and receptive to learning, suggesting 
the replication mode of work adjustment (Ashforth, 2001). Furthermore, “the conformist 
stance of norm-oriented individuals suggests that they are likely to gravitate to the absorption 
cell, whereas individuals with high identity resolution may gravitate on the determination 
cell because they seek opportunities to personalize their roles to suit their firmly held 
identities” (Ashforth, 2001, p. 205). Ashforth (2001) stresses that his arguments with 
regard to the three identity styles and the four modes of work adjustment are fairly 
speculative.

Ashforth (2001) also emphasizes that the impact of identity styles on information 
processing is moderated by commitment to a given identity. According to Ashforth (2001, 
p. 204) “it seems likely that at least information- and norm-oriented individuals would 
become increasingly committed to their emerging sense of self and thus less amenable to 
change over time. As with a journey, the initial steps largely shape the direction of subsequent 
ones and perhaps diminish receptiveness to alternative paths”.

Identity resolution and self-esteem are directly related to the concept of identity styles. 
Identity resolution of career identity refers to “awareness of one’s own abilities, values, 
and interests” (S. Gould, 1979, p. 540; see also Hall, 1976 and Ashforth, 204). As stated in 
section 2.4.4, “the clearer and more internally consistent this is, the clearer is her self-concept 
and the greater her identity resolution” (Hall, 2002, p. 132). S. Gould (1979) concluded 
that identity resolution was positively correlated with self-esteem, (career) adaptability 
(see § 2.4.4), and an internal locus of control. Gould (1979) also concluded that these 
four variables were positively correlated with career involvement. Chao et al. (1994) also 
found a positive correlation between identity resolution and career involvement, as well 
as a positive correlation between identity resolution and income, career involvement, 
adaptability, and job satisfaction.

Self-esteem is defined by Rosenberg (1965, p. 15) as “a favorable or unfavorable attitude 
towards oneself”. Ashforth (2001, p. 205) defines self-esteem as one’s evaluation of one’s 
worth. According to Grotevant (1987), individuals with a high level of self-esteem may 
have the confidence to explore various role identities and engage in risk-taking. On 
the basis of Grotevant’s statement, Ashforth (2001, p. 205) concludes that individuals 
with a well-developed self-esteem “are more likely to have engaged in role learning and 
innovation, to have adopted a diverse array of identities, and to ultimately find identities 
that are more consistent with their preferences. (…) The implication for role learning and 
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innovation is straightforward. The willingness of high-self-esteem individuals to assert 
themselves suggests a proclivity for high role innovation, and to the extent they are also 
exploring identity options, a proclivity for exploration over determination”. For the sake 
of clarity, the terms ‘exploration’ and ‘determination’ refer to two of the four modes of 
work adjustment that were discussed in section 2.3.6 (table 2.9).

Control beliefs and control desires
According to Ashforth (2001), strong control beliefs, i.e., beliefs in one’s capacity to exert 
control, are associated with a strong motivation to master and personalize a (new) role. 
He therefore concludes that control beliefs are likely to be positively correlated with 
role learning and role innovation. Heppner et al. (1994) found, for example, that greater 
(internal) control was associated with less stress and a feeling of greater progress, hope 
and confidence among individuals undergoing a career transition (including a change 
of task, position or occupation, see also § 2.3.3). According Heppner et al. (1994, p. 70), 
“the (…) factor confidence assesses how much efficacy a person feels toward completing 
the tasks necessary to make a successful career transition)”.

Control desire − the motive, need or desire for control − is defined by Ashforth (2001, 
p. 67) as “a motive to master and to influence subjectively important domains”. During 
career transitions, the motive or need for control is likely to be relatively strong as a result 
of the new role – which is at least somewhat unfamiliar − the newcomer is confronted 
with. Furthermore, newcomers may be unsure of what is appropriate and whether they 
are able to respond to the new work requirements (Ashforth & Black, 1996). 

Nicholson & West (1988) found that the desire for control was positively correlated with 
proactive coping among newly transferred managers. According to West & Rushton 
(1989), the desire for control was also positively associated with role innovation and 
personal change among nursing students in a training program. Nevertheless, Ashforth 
& Saks (1995) and Black & Ashforth (1995) found no correlation between the desire 
for control and role innovation among samples of students in undergraduate and MBA 
programs.

Growth need strength, need for achievement, and conscientiousness
In the literature, similar terms are used for achievement motivation or the need for self-
development, for example Hackman & Oldham’s ‘growth need strength’, McClelland’s 
(1985) ‘need for achievement’ (nAch) and ‘conscientiousness’, one of the Big Five 
personality traits or dimensions. Growth need strength (GNS) refers to “the desire of the 
individual to obtain professional growth and achievement” (Hackman & Oldham, 1974, p. 
6; see also Lawrence, 2001). In other words, GNS is “a desire for personal accomplishment, 
learning and self-development” (Ashforth, 2001, p. 206). 
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According to Hackman & Oldham (1980, p. 85), individuals with high growth need 
strength perceive their jobs as providing “opportunities for considerable self-direction, 
learning, and personal accomplishment”. Hackman & Oldham (1976) regard a complex job 
as a job that requires the use of a number of skills, abilities, knowledge, and information 
(see also Lawrence, 2001). The need for achievement (nAch), the desire to excel at 
challenging tasks (McClelland, 1985), motivates individuals to strive for excellence, 
mastery, efficiency, and superiority over others (Elliot, Conroy, Barron & Murayama, 
2010). Individuals with a high need for achievement seek “to increase self-regard by the 
successful exercise of talent” (Murray, 1938, p. 164).

Conscientiousness refers to “the extent to which someone is punctual, high in attendance, 
and goes beyond normal requirements or expectation” (Diefendorf, Brown, Kamin & 
Lord, p. 96) or, according to Chan & Schmitt (2002, p. 236), “to the disposition to be 
purposeful, strong willed, determined, dutiful, and systematic or organized. Individuals 
high on conscientiousness are self-disciplined and motivated to carry a task through to 
completion despite boredom”. 

Ashforth (2001) suggests that a high level of achievement motivation is positively 
correlated with role learning and with role innovation as a result of a predisposition 
toward self-development. For example, Nicholson & West (1984) concluded that both 
role innovation and personal change (see table 2.9) among managers were positively 
associated with the need for growth.

Self-monitoring and desire for feedback
Self-monitoring refers to “the ability to notice our own actions, curiosity to examine the 
effects of those actions, and willingness to use those observations to improve behavior and 
thinking in the future” (Epstein, Siegel & Silberman, 2008, p. 5). According to Snyder 
(1987, p. 4) “there are differences in the extent to which people monitor (observe, regulate, 
and control) the public appearances of self they display in social situations and interpersonal 
relationships”. Snyder (1974; 1987) stated that high self-monitors adjust their behavior 
to the specific situation and/or social climate. By comparison with high self-monitors, 
the behavior of low self-monitors is relatively stable and consistent regardless of the 
situations they encounter.

According to Ashforth (2001, p. 207), “self-monitoring should facilitate role learning by 
enabling individuals to better read their social environment and respond accordingly”. By 
way of illustration, Ashforth (2001) discusses two studies. The first was performed by 
Church (1997) among 134 high-performing and 470 average-performing managers. He 
concluded that high-performing managers were significantly more managerially self-
aware that their average-performing colleagues. In the study he also found a positive 
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correlation between self-monitoring and one’s knowledge of how one’s behavior is 
perceived by subordinates.

The second study was conducted by Chatman (1991), who did not find a correlation 
between the level of self-monitoring and the degree of person-organization fit among 
171 entry-level auditors in eight of the largest public accounting firms in the U.S. 
Chatman (1991, p. 459) defined person-organization fit as “the congruence between the 
norms and values of organizations and the values of persons”. Furthermore, she found 
that newcomers whose values match those of the firm adjust to it more quickly, and that 
newcomers whose values most closely match the firm’s feel most satisfied and intend to 
remain with it longer, and actually do so.

Nicholson & West (1988, p. 108) state that “people with high desires for feedback will be 
attuned and responsive to the influences, communications and needs of others, and to the 
perceived demand characteristics of the work situation. (…) So need for feedback is the 
conceptual complement of job novelty, since both favour personal change as a mode of 
adjustment to job change”. This implies that a desire for feedback might predict personal 
change (Ashforth, 2001), since individuals with a significant desire for feedback are 
likely to take their cues for ‘appropriate’ role behaviors from others (Nicholson, 1984).

Positive and negative aff ectivity
Positive affectivity (PA) refers to “the extent to which a person feels enthusiastic, active, 
and alert” (Watson, Clark & Tellegen, 1988, p. 1063), while negative affectivity (NA) 
refers to “a general dimension of subjective distress and unpleasant engagement that 
subsumes a variety of aversive mood states, including anger, contempt, disgust, guilt, fear, 
and nervousness” (Watson et al., 1988. p. 1063, see also Yoon & Lim, 1999). In other 
words, individuals with a high level of positive affectivity (in terms of Jansen’s terminology 
a ‘dimension’ or trait based on horizontal generalization, see table 2.2 and 2.3) are 
predisposed to experience positive or pleasant affective states over time and across various 
situations (George, 1992; Watson & Clark, 1984; Ashforth, 2001). Positive affectivity is 
further characterized by a positive and optimistic view of oneself and one’s own world.

In contrast to individuals with high PA, people with high NA generally possess a 
negative view of themselves and their world and are more likely to experience negative 
or unpleasant affective states over time and across situations (George, 1992; Watson 
& Clark, 1984; Ashforth, 2001). According to Diener & Emmons (1985) and Singh & 
Duggal Jha (2008), positive and negative affectivity tend to be relatively independent.

According to Ashforth (2001), a high level of PA might predict optimism, enjoyment, 
personal change and role innovation during a career transition. Individuals with high 
PA might regard their transition as an exciting opportunity rather than a stressful and 
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distressing period and could therefore predict the ‘exploration cell’ (see table 2.9 in § 
2.3.6), suggesting a certain preparedness or willingness to approach the career transition 
proactively and to seek personal development. Evidently, “individuals with high NA, 
relative to those with low NA, may be more likely to view a transition pessimistically 
and to experience distress. This suggests a tendency to hunker down and avoid both role 
innovation and personal change” (Ashforth, 2001, p. 208). This suggests a ‘replication’ 
mode of work adjustment (see table 2.9). 

According to Bauer et al. (1998), a person with a high level of PA might attract more 
opportunities for interaction and mentoring. Bauer et al. (1998) also state that persons 
with high PA are less likely to refuse innovation efforts such as mentoring or peer support. 
Consequently, Ashforth (2001, p. 208) asserts that both PA and NA are “likely to prove 
self-fulfilling as eagerness and proactivity engender role learning and innovation”.

As mentioned in section 2.5.2, the linear career concept is further elaborated in 
section 2.7. This section discusses Jaques’ levels of work and his concept of time span 
measurement. Jaques’ levels of work can be regarded as a detailed description of the 
linear career concept that is based on a universal basic structure of organizational levels 
of work for all organizations (Jaques, 1990; Popper & Gluskinos, 1993).

2.7. Jaques’ levels of work
According to Jaques (1990), the obvious reason for having a hierarchical organization of 
work is that tasks possess lower and higher degrees of complexity. Another less obvious 
reason, according to Jaques, is that there are sharp discontinuities in complexity that 
separate tasks into a series of steps or categories. These discontinuities occur with respect 
to the breadth and duration of accountability (Jaques, 1990), the task complexity, and 
the importance of wisdom (Jaques & Clement, 1991). According to Jaques (1990), 
hierarchical layers should depend on so-called ‘jumps in responsibility’, which in turn 
depend on how far ahead a manager has to think and plan. Based on the findings of 
Brown & Jaques (1968) during the Glacier Project, Jaques (1968, 1990) distinguished 
several levels of managerial work or ‘executive strata’ (Jaques, 2001). “By level of work we 
mean what is often referred to as the weight of responsibility of a position, or the size of the 
position” (Jaques & Clement, 1991, pp. 97-98). According to Jaques & Clement (1991, 
p. 101) “there would appear to be a series of discontinuous steps in organizational layers 
which responds to the discontinuities in categories of task complexity and, by the same 
token, to discontinuities in categories of cognitive complexity”. A jump in responsibility 
− in fact, an interrole critical career transition − can be regarded as a sudden change 
in the quality, as well as the quantity, of managerial work (Jaques, 1990). For example, 
the higher the manager’s position in the hierarchy, the less he or she is occupied with 
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operational issues and the more he or she is engaged in priority-setting and policy-
making issues (Katz, 1955).

The complexity of the problems encountered in a particular task depends on the 
complexity of the data and variables involved in carrying out the task: the number, 
the ambiguity, the rate at which they change, and the degree of interweaving of those 
variables (Jaques & Clement, 1991). Jaques (1990, p. 132) states that problems become 
increasingly complex as managers move higher in the managerial hierarchy, “and as 
the complexity of a task increases, so does the complexity of the mental work required to 
handle it”. (…) It is this suddenly increased level of necessary mental capacity, experience, 
knowledge, and mental stamina that allows managers to add value to the work of their 
subordinates. What they add is a new perspective, one that is broader, more experienced, 
and most important, one that extends further in time”.

2.7.1. Time-span measurement

According to Jaques (1990), the level of responsibility in any organizational role can be 
measured in terms of the target completion time of the longest task, project, or program 
assigned in that role. Jaques & Clement (1991) emphasizes that this measure is objective, 
because it is derived from actual (real, objectively observable) target completion times 
set or agreed by the immediate manager. This is what Jaques called the ‘time span of 
discretion’ (Jaques & Clement, 1991) or the ‘responsibility time span of a role’ (Jaques, 
1990).

The time span is defined by Jaques (1961, p. 99) as “the longest period which can elapse 
in a role before the manager can be sure that his subordinate has not been exercising 
marginally sub-standard discretion continuously in balancing the pace and the quality of 
his work”. Another, more extensive definition is provided by Jaques & Clement (1991, pp. 
98-99): “Time-span stems from the fact that the work in any role comes in the form of tasks. 
Whenever any task is assigned, it has a target completion time; that is, the maximum time 
that a person has been allotted in which to complete it. This maximum target completion 
time is not always made explicit, but it is inevitably always there. Otherwise, the carrying 
out of the task cannot be planned. The consistent finding has been that those tasks that 
have the longest target completion times in a role have a peculiar significance for us. Those 
are the times within which all of our work has to be planned and so the time-span of the 
role is measured in the terms of these longest tasks in the role”.

The term ‘time span’ was originally used by Lawrence & Lorsch (1967) and Lorsch 
& Morse (1974). According to Lawrence & Lorsch (1967), the time span of feedback 
(or time orientation) is one of the three dimensions that determines the degree of 
uncertainty in an organization’s external environment. In addition to theorizing about 
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the “organization in the external environment, we must understand the individual in the 
internal environment” (Lorsch & Morse, 1974, p. 11, see also Ketokivi, Schroeder & 
Turkulainen, 2006). Lorsch & Morse (1974) further state that individual members in 
organizations that operate in external environments with a high degree of uncertainty 
need to (i.e., must to be competent to) accept that information to test decisions will only 
be available after a relatively lengthy period. In other words, the time span of feedback 
periods is relatively long. Lorsch & Morse consider this competency to be one of the 
required personal predispositions of individual members (including managers) in these 
types of organizations.

Jaques (1961) makes two brief comments about the concept of time-span measurement. 
The first concerns the difference between the measurement of level of work in terms of 
the time span of discretion and job evaluation. Job evaluation is a practical technique 
designed to enable trained and experienced staff to judge the size of one job relative to 
others, resulting in an internal ranking of jobs. This refers to “the process by which wage 
rates are applied differentially to jobs. The job evaluator takes a series of factors into account, 
weights these factors, and places each job at a point on a continuum. This continuum is then 
broken into a series of classes, usually corresponding to the wage categories” (Landy, 1989, 
p. 105). According to Jaques (1961), job evaluation is based on judgment and opinion, 
and in the hands of a good and experienced judge, this can provide a good measure of 
the job. Unlike job evaluation, the measurement of level of work requires the explication 
of an objectively definable instrument which can be used in an objectively definable 
manner, without guesswork and opinion.

Jaques’ formulated his second comment somewhat cryptically. According to him (1961, 
p. 75), “measuring something does not automatically tell you all about the thing you are 
measuring”. Jaques’ time-span method of measurement has frequently been criticized for 
failing to take account of aspects of a job other than time, e.g., the type of responsibility, 
the variety of responsibility, the importance of the responsibility, or the difficulty of the 
discretion exercised. In reaction to this criticism, Jaques (1961, p. 75) emphasizes the 
objectiveness and the practical value of the time-span method: “In describing the time-
span instrument as a means of measuring level of work, I do not wish to imply that either 
the time-span of a role or its level of work is the most important thing about that role. To 
the extent that it is useful to be able objectively to measure the level of work in a role − 
and there can be no doubt about the practical value of doing so − then I think time-span 
measurement is useful in that it gives a measure of precisely that characteristic of work”.
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2.7.2. Jaques’ time span and formal role sets

Jaques (1961, p. 111) defines tasks as “discrete and finite units of work which a subordinate 
must carry out. They have the characteristic of ‘having to do this’ to achieve a concrete and 
specifiable objective” (Jaques, 1961, p. 111). In other words, “a task is an assignment to 
produce a what-by-when; that is to say, a specific output (including quantity and quality) 
within a completion time, with allocated resources and methods, and within prescribed limits 
(policies, rules, procedures, etc.). The output is thus the target or goal” (Jaques & Clement, 
1991, p. 179). In the terms used by Huczynski & Buchanon (2001), tasks can be regarded 
as a ‘set of formal expectations’ that others hold of an occupant of a position. Note that 
Jaques’ definition of the term ‘role’ differs from the definition used in this thesis (see 
§ 2.2.3 and § 2.2.4). In this and later sections, Jansen’s terminology (as summarized in 
table 2.2) will be used consistently. Tasks and the formal (management) role are therefore 
considered to be synonyms. Logically, the terms ‘role set’ or ‘dimensional profile’ are the 
equivalent of Jaques’ ‘role’.

Jaques & Clement (1991) distinguish two types of tasks: (1) tasks which are directly 
assigned by one’s manager, and (2) tasks which are triggered as a result of a general 
responsibility that has been assigned by one’s manager. Jaques (1961, p. 111) defines a 
general responsibility as “an instruction to take appropriate decisions or actions whenever 
specified conditions occur”. Jaques & Clement (1991, pp. 179-180) describe this term 
more specifically: “a ‘general responsibility‘ is an instruction which applies indefinitely 
(unless amended) and specifies conditions which, whenever they arise, require a person to 
take appropriate action within prescribed limits, e.g. answer a request for data, or initiate 
a particular task himself or herself, or respond to a customer request”. According to Jaques 
& Clement (1991), the distinction between the two types of tasks is significant because 
the ‘task assigning process’ is different for each. Although both tasks require a context 
that is set by one’s manager, “the manager must set a specific context for each and every 
task that he or she directly assigns, but need not do to so for each of the tasks stimulated by 
a general responsibility, only for the general responsibility itself” (op. cit., p. 180).

In addition to the definition of the time span and the two types of tasks, Jaques (1961) 
makes an analytical distinction between the ‘single-task role’ and the ‘multiple-task role’, 
or in Jansen’s terminology (see table 2.2), a ‘single-task role set’ and a ‘multiple-task role 
set’ respectively. In the case of the single-task role set, a subordinate never has more 
than one task to work on at a time, and he or she works on that task until completion 
“unless his manager interrupts him before he has finished and gives him another task to 
work upon, in which case he drops what he was doing and his single task becomes the newly 
assigned one” (Jaques, 1961, p. 118). Logically, priorities are always determined by the 
(immediate) manager and are not left to the discretion of the subordinate. According to 
Jaques (1961), in the case of a single-task role set the measurement of the level of work 
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Table 2.20: ‘Single-task role set’ versus ‘multiple-task role set’

Single-task role Multiple-task role

Single-task role set Multiple-task role set

One task to work on at a time Mixture of tasks

Person not concerned with priorities Person always faced with priorities

Time span of target completion time of longest 
task (immediate review), or task sequence 

(delayed review)

Time span of the target completion time of 
longest task

can be carried out (1) under conditions of immediate review (which takes place when 
each task is completed and before or concurrently with the beginning of the next task) 
or (2) under conditions of delayed review (which takes place after the succeeding task 
has been commenced). Summarized: the level of work in a single-task role = time span 
of target completion time of longest task (immediate review) or task sequence (delayed 
review) (Jaques, 1961, p. 100).

With a multi-task role set, a mixture of tasks is assigned to the subordinate. In contrast 
to the single-task role set, the subordinate has to program his or her concurrent tasks 
and establish priorities. To measure the time span, the task with the longest target 
completion time has to be discovered. Summarized: the level of work in a multiple-task 
role = time span of target completion time of longest task (Jaques, 1961, p. 100). Table 
2.20 summarizes section 2.7.2.

2.7.3. Levels of work and time span

Jaques (1989; 1990) found that time-span measurement reveals a universal basic structure 
of organizational levels of work for all organizations (Jaques, 1990; Popper & Gluskinos, 
1993). Based on more than 100 studies conducted over a period of 35 years in more 
than 15 countries, Jaques ‘discovered’ seven organizational ‘strata of role’ or ‘levels of 
work’, with time spans ranging from one day to over 50 years: “To my great surprise, I 
found that in all types of managerial organizations (…) people in roles at the same time 
span experience the same weight of responsibility” (Jaques, 1990, p. 130). These strata are 
based on ‘real managerial and hierarchical boundaries’ at time spans of three months, 
one year, two years, five years, ten years and twenty years. Afterwards, Jaques & Clement 
(1991) added an eighth stratum of role with a time span above 50 years (see table 2.21). 
Concurrent with the lengthening of the time span ranges, there are sharp discontinuities 
in task complexity (Jaques, 1990; Popper & Gluskinos, 1993).
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Hands-on domain
The first stratum, the ‘direct work’ or ‘hands-on domain’ has a time span from one day 
to three months. This stratum, or level of work, is characterized by direct action in 
immediate situations. It is the level of operational ‘blue collar‘ or ‘white collar’ work and 
no ‘true’ managers are found in this stratum. Tasks at this level require ‘direct judgment’: 
proceeding along a prescribed linear pathway to a goal, receiving continuous feedback 
and using previously learned methods to overcome immediate obstacles as they are 
encountered (Du Toit, 2005) and methods and resources are completely specified 
beforehand (Hobrough, 1992). Direct judgment has to be used to deal with concrete 
operational problems that occur at shop- and office-floor level (Jaques & Clement, 1991).

Operational domain
According to Jaques & Clement (1991), stratum II consists of tasks at the first-line 
managerial level. Stratum II requires ‘diagnostic accumulation’: in addition to direct 
judgment, individuals must be able to reflect on what is occurring and notice potential 
problems and obstacles and initiate actions. “Accumulation must furthermore take place 

Table 2.21: Time span, strata of roles and domains (based on Jaques, 1961, p. 19 and Jaques & 
Clement, 1991, p. 100)

Time span Stratum of role Domain

50 years

20 years

10 years

5 years

2 years

1 year

3 months

VIII

Strategic domainVII

VI

V

General domain

IV

III

Operation domain

II

I Hands-on domain
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and data need to be consciously sorted to diagnose emerging problems” (Du Toit, 2005, p. 
18). The tasks (roles) at this level have a time span from three months up to one year. 

Increasingly complex situations at stratum III require ‘alternative serial plans’ or ‘alter-
native paths’ in addition to direct judgment (stratum I) and diagnostic accumulation 
(stratum II). Alternative serial plans have to be made before starting out, “one to be 
chosen and serially progressed to completion, with possible change to another alternative 
if necessary” (Jaques & Clement, 1991, p. 94). Strata II and III constitute the operational 
domain (Popper & Gluskinos, 1993). In the operational domain − including the first 
and second level managerial functions such as foremen, department managers, and 
project team managers − tasks (or roles) are still concrete and directly solvable (Popper 
& Gluskinos, 1993).

General domain
Stratum IV, with a time span of two years to five years, is characterized by problems 
“which are still more complex because they comprise a number of interacting programs 
which have to be planned and progressed in relation to each other, and controlled by 
transfer of resources between them and by adjustment of resources and schedules so as to 
keep the overall program on target” (Jaques & Clement, 1991, p. 95). Jaques & Clement 
(1991) emphasize that trade-offs have to be made between multiple tasks, in other 
words priorities have to be established (see table 2.20) and tasks or projects need to be 
processed in parallel. This stratum requires retaining mental contact with what exists, 
and simultaneously a detachment from this experience and working with ideas of things 
that are different from what exists. Neither the output nor the tasks can be foreseen in 
concrete terms (Jaques, 1976).

The complexity of stratum V is defined as the unified whole system, which demands the 
ability to take into consideration a wide range of variables, both within the organization 
and in the environment (Popper & Gluskinos, 1993). In this stratum, ‘practical on-
the-spot judgment’ is required in a field of ‘ambiguous conceptual variables’. These 
are the tasks (or roles) that are faced by presidents of (strategic) business units in large 
corporations (Jaques & Clement, 1991). At this level, redefinition of rules takes place and 
it is to be expected that the problem will change or be transformed before the solution 
is achieved (Du Toit, 2005).

Strategic domain
Stratum VI is the level of corporate executive vice-presidents “who must build up a 
picture of likely critical events worldwide, using international networking to accumulate 
information about potentially significant developments that could affect the corporation 
and its business units” (Jaques & Clement, 1991, p. 96). Tasks (or roles) at this level 
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include developing networks to accumulate diagnostic information and building alliances 
throughout the world to contribute to the long-range profitability and success of the 
corporation (Popper & Gluskinos, 1993).

Stratum VII, ranging from 20 to 50 years, is the level of corporate CEOs and presidents 
of nations and corporations. As in stratum VI, the nature of work at this level is ‘truly 
conceptual’ and constitutes the highest level of complexity. In stratum VII, CEOs work 
out strategic alternatives for worldwide operations based on complex information with 
regard to culture, values and international trade (Jaques & Clement, 1991). Tasks at 
stratum VII include (1) developing worldwide strategic plans for acquisitions or mergers 
utilizing international sources for financing, and (2) integration of the organization into 
the wider society is required (Popper & Gluskinos, 1993).

According to Jaques (1989), the task complexities ‘direct judgment’, ‘diagnostic accu-
mulation’, ‘construction of alternative pathways’ and ‘parallel processing of interactive 
processes’ corresponding to strata I to IV are repeated in strata V to VIII (see table 2.21). 
Nevertheless, the ‘orders of complexity of information’ are different. Jaques & Clement 
(1991) distinguish four orders of information complexity:

A. First order of complexity (concrete things): concrete things in the childhood, variables 
are clear and unambiguous;

B. Second order of complexity (first level of abstraction): at this level of abstraction 
concrete things are replaced by verbal information as used in the ordinary adult 
world;

C. Third order of complexity (second level of abstraction): at this level ordinary second 
order language is replaced by more complex, conceptual order information as used 
in the conceptual world of the corporation;

D. Fourth order of complexity (third level of abstraction): at the fourth order of complex-
ity, third order concepts are replaced by universal ideas and language for handling 
the problems of whole societies, social movements, ideologies and philosophies. 
According to Jaques & Clement (1993), the third level of abstraction is above the 
level that is required for handling corporate problems. 

In addition to the four types of task complexity (1) direct judgment, (2) diagnostic 
accumulation, (3) construction of alternative pathways, and (4) parallel processing 
of interactive processes, according to Jaques & Clement (1991), the four orders of 
information complexity (A, B, C and D) have to be taken into account. “We shall combine 
each of the four orders of information complexity with the four types of task complexity, 
giving the same range of categories of task complexity running from category A-1 tot A-4, 
B-1 to B-4, C-1 to C-4, and D-1 to D-4. But we shall limit our considerations to B-1 to 
B-4 and C-1 to C-3, since these cover the world of managerial leadership in stratum-I to 
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Table 2.22: Time span and task complexity (based on Jaques, 1961, p. 19; Popper & Gluskinos, 1993, 
p. 62 and Jaques & Clement, 1991, p. 100)

Time span Domain Stratum Organization’s title Task complexity

50 years

20 years

10 years

5 years

2 years

1 year

3 months

Strategic 
domain

VIII CEO of the ‘super 
corporation’ C-4 Parallel processing

VII Chief Executive 
Officer (CEO) C-3 Alternative strategies

VI Executive vice-
president (EVP) C-2 Diagnostic accumulation

General 
domain

V BU President C-1 Situational response

IV General manager B-4 Parallel processing

Operation 
domain

III Unit or department 
manager B-3 Alternative serial plans

II First line manager B-2 Diagnostic accumulation

Hands-on 
domain I Supervisory assistants B-1 Direct judgment or direct 

action

stratum-VII, upon which we are focused” (Jaques & Clement, 1991, p. 93). Section 2.7 is 
summarized in table 2.22.

2.8. Keil and Cortina’s ‘cusp model’
Referring to Boles (1990), Guastello (1995) and Guastello & Guastello (1998), Keil & 
Cortina (2001) suggest that performance on more complex tasks (or roles, see table 
2.2) develops through insights and is a nonlinear function of individual and situational 
characteristics, comparable to Jaques’ discontinuities in categories of task complexity and 
cognitive complexity. In their studies, Guastello and his associates used ‘cusp models’ − a 
particular form of catastrophe model − for (1) explaining performance in different (work) 
contexts and for (2) extending the understanding of performance prediction over time. 
Catastrophe models (one class of nonlinear models) have been shown to be useful in 
explaining discrete changes in behavior (Guastello, 1995). More specifically, catastrophe 
models have been used to expose qualitative changes in a variety of phenomena that had 
previously been modeled as continuous change phenomena.
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According to Keil & Cortina (2001), the traditional approach to modeling departs from 
the assumption that smooth, uniform changes in a predictor (e.g., X) are associated with 
smooth, uniform changes in a criterion (e.g., Y). In contrast to the traditional approach, 
in a catastrophe model, smooth, uniform changes in X are sometimes associated with 
discrete, ‘catastrophic’ changes in Y. “Of particular interest here is the cusp catastrophe. 
Cusp catastrophe models contain two control parameters. One of these is typically referred 
to as an asymmetry, or normal, factor, whereas the other is referred to as a bifurcations, or 
splitting, factor. These factors are not unlike predictor and moderator variables in regression 
rubric such that there is some monotonic and continuous, if not linear, relationship between 
the asymmetry factor and the dependent variable at low levels of the bifurcation factor, 
but the relationship becomes discontinuous as the bifurcation factor increases” (Keil & 
Cortina, 2001, p. 676).

In their ‘cusp model’, Keil & Cortina (2001) invoke Ackerman’s (1987, 1988) theoretical 
distinction between consistent and inconsistent tasks. This “fuzzy” (Langan-Fox, 
Waycott & Galna, 1997) distinction is related to the degree to which the automaticity 
or automatization of the task can occur during skill acquisition (Keil & Cortina, 2001). 
According to Ackerman (1987, p. 4), “consistency generally refers to invariant rules for 
information processing, invariant components of processing, or invariant sequences of 
information processing components that may be used by a subject to attain successful task 
performance”.

Consistent tasks are tasks that can be performed accurately in spite of becoming auto-
matic, quick and effortless over a reasonable amount of time (Keil & Cortina, 2001) and 
are “characterized by stable performance, regardless of the amount of cognitive resources 
devoted to the task” (Ackerman 1987, p. 5). Consistent tasks therefore “allow one eventually 
to routinize or automatize the task during skill acquisition. In other words, because a task 
is consistent, practice will result in a person’s learning the task, and his learning leads to 
a decrease in [managerial, GM] resources necessary for performance” (Keil & Cortina, 
2001, p. 675). The inconsistent task retains novelty over time: “for inconsistent tasks, no 
automatic processing development can occur; thus, the task will continuously be resource 
dependent (…) even after a considerable amount of practice” (Ackerman, 1987, p. 5). 
Task inconsistency can be the result of several factors, such as situational complexity 
and random influences (Keil & Cortina, 2001). 

In their cusp model, Keil & Cortina (2001) use Fleishman’s definition of ability. According 
to Fleishman (1972, p. 1018), ability refers to the more general trait of the individual 
(see § 2.2.4). In Jansen’s terminology, Keil & Cortina (2001) refer to the person-specific 
(transsituational) dimensional profile of competencies (see table 2.2). Keil & Cortina 
(2001) associate increases in experience of people of low ability or people performing a 
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consistent task with smooth increases in performance. On the other hand, “for people of 
high ability or for people performing an inconsistent task, increases in experience tend to 
produce insights that lead to sudden jumps in performance. We refer to this phenomenon 
as the Eureka effect” (op. cit., p. 676).

In other words, in cases of inconsistencies (or more complex work situations, see table 
2.2) over time, “insights may occur that result in qualitative jumps in performance. (…) 
Those that make the jump will eventually come to another splitting point at which those 
higher on the bifurcation factor move on while the rest remain stuck in another fixed-point 
attractor” (Keil & Cortina, 2001, p. 676). This is the bifurcation (or splitting) point where 
individual careers part (Jansen & Van der Sluis, 2004). Furthermore, Keil & Cortina 
(2001, p. 676) suggest that performance is relatively stable within plateaus; “stability in 
this case is relative to the instability associated with the bifurcations”.

2.9. Mumford’s leadership skills strataplex
Mumford et al. (2007) argued that the conceptualization of leadership skills − in fact 
management competencies and competences, see § 2.2.4 − had not received sufficient 
attention. They state that focusing on leadership skills is important for at least two reasons:

1. focusing on leadership skills underlines the fact that leaders can become better 
leaders, in part because skills (a combination of competencies and competences) 
can be developed, and

2. focusing on leadership competences/competencies shifts the focus from the person 
holding the job to the job itself.

As described in section 2.7, leadership skills can be described in terms of a stratification 
by organizational level (see also Jacobs & McGee, 2001). Mumford et al. (2007) use the 
term ‘strataplex’, which is derived from the words ‘strata’ and ‘plex’. The former refers 
to the strata or levels in an organized system, comparable to Jaques’ ‘levels of work’ or 
‘organizational strata of role’ (see § 2.7.3). The latter, ‘plex’, refers to the word ‘complex’, 
“meaning divided into a specified number of parts. Thus, the term strataplex captures the 
stratified and complex nature of the leadership skill requirements and their relationship 
with level in the organization” (Mumford et al., 2007, p. 155).

Mumford et al. (2007) focus on the leadership skill requirements across organizational 
levels by identifying four distinct categories of leadership skills that emerge differentially 
across these levels (see table 2.23): (1) cognitive skills, (2) interpersonal skills, (3) business 
skills, and (4) strategic skills. Note that they use the term ‘leadership skill’ rather than 
‘managerial competency’ and/or ‘managerial competence’. Mumford et al. (2007) do not 
make the theoretical distinction between competencies and competences – as discussed 
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in section 2.2.4 (see also Woodruffe, 1993). In addition, Jacobs & Jaques (1987) identified 
three sets of leadership skills: technical, interpersonal, and conceptual skills (see also Dai, 
Tang & De Meuse, 2011). In Jacob & Jaques’ Stratified Systems Theory, as one moves 
from bottom to top, more interpersonal and conceptual skills and fewer technical skills 
are required (Dai et al., 2011).

According to Mumford et al. (2007), cognitive skills include oral communication skills 
(such as talking to others in a ways that conveys information properly) and active lis-
tening (listening to what other people are saying and asking appropriate questions) and 
written communication skills (such as communicating effectively in writing in a manner 
appropriate to the needs of the audience) and reading comprehension skills (understanding 
written sentences and paragraphs in work-related documents) enabling one to understand 
voluminous and complex information. According to Mumford et al. (2007), the ability to 
learn and adapt is another important cognitive skill and is facilitated by active learning 
skills (working with new information to grasp its implications). Finally, critical thinking 
skills (using logic and analysis to identify the strengths and weaknesses of different 
approaches to the work) are an important aspect of leadership.

According to Katz (1974) and Mumford et al. (2007), interpersonal skills are the skills 
relating to interacting with and influencing others. Interpersonal leadership skills involve 
(1) social perceptiveness (awareness of others’ reactions and an understanding of why 
they react the way they do), (2) skills for coordination (adjusting actions in relation to 
the actions of others), negotiation skills (skills in reconciling differences among employee 
perspectives and establishing satisfying relationships), and persuasion skills (skills to 
influence others to accomplish organizational objectives more effectively) (Mumford 
et al., 2007).

In Mumford’s leadership skill strataplex, business skills are defined as skills related to the 
specific functional area (based on Hambrick & Mason, 1984; Zaccaro, 2001) that creates 
the context in which most leaders work. Business skills involve the (1) management of 
material resources (obtaining and seeing to the appropriate use of the equipment, facilities, 
and materials needed to do particular work), (2) operational analysis (analyzing needs and 
product requirements to create a design), management of personnel resources (identifying, 
motivating, developing, and promoting individuals in their work) and management of 
financial resources (determining how money will be spent to get the work done) of the 
organizational unit.

The last category, strategic skills requirements, “are highly conceptual skills needed to take 
a systems perspective to understand complexity, deal with ambiguity, and to effect influence 
in the organization (Mumford et al., 2007, p. 157). Mumford et al. (2007) used seven 
items for measuring strategic skills requirements: (1) visioning (developing an image of 
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how a system should work under ideal conditions), (2) systems perception (determining 
when important changes have occurred or are likely to occur in a system), (3) system 
evaluation (looking at many indicators of system performance, taking into account their 
accuracy), (4) identification of downstream consequences (determining the long-term 
outcomes of a change in operations), (5) identification of key causes (identifying the 
things that must be changed to achieve a goal), (6) problem identification (identifying the 
nature of problems), and (7) solution appraisal (observing and evaluating the outcomes 
of problem solution to identify lessons learned or redirect efforts). The similarities 
between Mumford’s explanation of strategic skills and Jaques’ (1990) description of the 
discontinuities of task complexity are striking. Both Jaques and Mumford emphasize the 
need to develop a new perspective (i.e., broader, more experienced and one that extends 
further in time) and the increasing degree of complexity of problems facing managers 
as they move higher in the hierarchy.

Cognitive skills are the most fundamental skills required for a large portion of management 
activities because the majority of leadership activities draw to a great extent upon these 
primary skills (Carroll & Gillen, 1987; Mumford et. al, 2007). In addition, the majority 
of their time is spent performing tasks that draw upon these cognitive skills, e.g., oral 
and written communication. 

The leadership skills strataplex is depicted in figure 2.10. The four categories of lead-
ership skill requirements are represented by the four triangles; the dotted horizontal 
lines represent the different organizational levels (junior, middle, and senior levels). 
However, Mumford et al. (2007) emphasize that their concept could be applied to more 
organizational levels. The area subsumed in each stratum (junior, middle, senior) shows 
the hypothesized amount of that specific leadership skill that would be required for that 
particular (work) level. For example, “the fact that within the senior level strata (...) a 
greater portion of the total area is accounted for by strategic skills indicates that the strategic 
skills requirements are relatively more important for senior level jobs” (op. cit., p. 156). 
This example is in line with the example from Katz (1955) in section 2.7. Katz stated that 
the higher the manager’s position in the hierarchy, the greater his or her preoccupation 
with priority-setting and policy-making.

Mumford et al. (2007) used the Occupational Information Network (O*NET) scales 
to measure the four categories of leadership requirements. These four categories were 
rated by 1,023 professionals working in an international agency of the U.S. government 
on 7-point Likert scales. Figure 2.11 summarizes the results of their study. The figure 
illustrates the estimated marginal means for leadership skills across organizational levels. 
Moreover, the strategic and business leadership skills have the steepest slopes across 
levels, followed by the interpersonal and the cognitive skills requirements.
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Figure 2.10: The leadership skill requirements strataplex (Mumford et al., 2007, p. 156).

Senior

Mid

Junior

Cognitive Skills Requirements
Interpersonal Skill Requirements

Business Skill Requirements
Strategic Skill Requirement

Further central findings in Mumford et al.’s study (2007) are:

1. Jobs at higher work levels (‘strata’) have significantly greater overall leadership 
skill requirements. In other words, leadership skill requirements are related to 
organizational level.

2. The skills required to the greatest extent across all level of the organizational hier-
archy are cognitive skills (see also figure 2.9). In addition, jobs on both the junior, 
the middle and the senior level require more interpersonal skills than business and 
strategic skills. According to Mumford et al. (2007, p. 163), this finding is “somewhat 
fundamental, but has received surprisingly little empirical attention in the literature”.

3. The strength of the relationship between organizational or work level and leadership 
requirements is stronger for strategic and business skills than for interpersonal and 
cognitive skills. “This suggests that as managers are promoted up through jobs in 
the organizational hierarchy, the acquisition of Strategic and Business Skills will be 
more critical than the acquisition of Interpersonal and Cognitive skills”. (op. cit., p. 
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163). This finding is similar to Jaques’ ‘discoveries’ regarding the discontinuities in 
categories in cognitive complexity (see § 2.7): “as the complexity of a task increases, 
so does the complexity of the mental work required to handle it” (Jaques, 1990, p. 132).

4. In the organizational hierarchy, leadership skills are primarily cumulative rather 
than exclusive: “higher level skills are needed in addition to more fundamental skills. 
Practically, this suggests that organizations should focus part of their management 
development programs on the continual refinement of existing leadership skills as 
well as the development of new skills. This also suggests that promotional criteria 
should be linked not only to demonstrated proficiency in the current job, but also 
tied to the demonstration of skills that are needed at the next level” (op. cit., p. 164). 

Figure 2.11: Leadership skill requirements across organizational levels (Mumford et al., 2007, p. 163).
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2.10. Summary and synthesis
Chapter 2 discusses three relevant aspects in the literature: (1) management and 
management behavior, (2) careers and career transitions, and (3) career development 
and management development. A critical career transition was defined as the process 
in which a major change of formal work role requirements or work context (location, 
organization, organizational unit or department) takes place during an individual’s 
professional career.

As stated in the introduction, in this section these three aspects have been combined 
into a new model. This model, the critical career transition model or CCT model, is 
depicted in figure 2.12. The CCT model can be regarded as a synthesis of several of the 
theories that were discussed in this chapter, including:

 - Louis’ (1986) typology of career transitions. Louis (1986) identified two major 
categories of career transitions: interrole (Ir) and intrarole (Ia) transitions (§ 2.3.4);

 - The four-stage career model (Dalton, Thompson & Price, 1977). In this model, 
professionals move through four stages in their careers: apprenticeship, craftsman-
ship, mentorship, and spokesmanship (§ 2.3.4 and § 2.6.1);

 - Hall & Nougaim’s career stages, including exploration, trial, establishment and 
maintenance (§ 2.3.4);

 - Arthur & Kram’s (1989) three consecutive stages of the individual career: early 
career, middle career, and career maturity (§ 2.3.4);

 - Nicholson & West’s transition cycle (1988). According Nicholson (1986) and 
Nicholson & West (1988), each (interrole) career transition cycle consists of four 
discontinuous stages: preparation, encounter, adjustment and stabilization (§ 2.3.6);

 - The four career concepts model developed by Brousseau et al. (1996). The four 
career concepts identified by Brousseau et al. (1996) are the linear, the expert, the 
spiral, and the transitory career concepts. As mentioned in section 2.5.2, the linear 
and the spiral career concepts are the primary career concepts used in this thesis;

 - The management development matrix (Lacey, Lee & Wallace, 1982);
 - Jaques’ (1990) levels of work, time span measurement, task complexity and the four 

orders of information complexity distinguished by Jaques and Clement (1991) (§ 2.7);
 - Keil & Cortina’s cusp model’ (§ 2.8); and
 - Mumford’s (2007) leadership skills requirement strataplex (§ 2.9).

The horizontal axis shows the time dimension of the model and combines the individual’s 
age and career stage. At point t0, the professional’s career starts with entry into the labor 
pool after finishing school. As described in section 2.3.4, this move is one of the five 
types of interrole transition (Ir) (Louis, 1980a). At point t1, the professional career ends. 
This is the final interrole career transition in the model.
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Both intrarole and extrarole adjustments occur at every career stage. In the case of an 
intrarole adjustment, the individual’s orientation to a specific role changes as a result of 
in-role (on-the-job) experiences. In figure 2.12 intrarole adjustments are depicted by the 
horizontal two-headed arrow at point t0. These adjustments, in fact personal changes 
(Nicholson & West, 1988), occur in every formal work role during the professional 
career. In order to make the contents of the model more insightful, only one arrow has 
been drawn.

In the case of extrarole adjustments, changes in a life role (e.g., a family role) lead to 
an adjustment in orientation towards the professional work role. As stated in section 
2.3.4, this type of intrarole transition indicates the potential interaction and mutual 
adjustment between the individual’s multiple life roles, depicted by the three vertical 
two-headed arrows.

The career path is visualized by the bold line running from t0 to t1. In the CCT model 
it is assumed that a career consists of (1) a progressive series of upward steps in the 
organizational hierarchy to positions of increasing authority and responsibility (the 
vertical parts of the lines represent a move to a higher job level and thereby climbing the 
organizational ladder, based on the linear career concept), and (2) a number of lateral 
moves (the horizontal parts of the line stand for holding the same position or status, 
based on the spiral career concept).

The various job or work levels are depicted on the vertical axis of the model. These 
levels are based on Jaques’ (1990) seven organizational ‘strata of role’ or ‘levels of work’ 
that are related to real managerial and hierarchical boundaries. According to Jaques 
(1990) and Popper & Gluskinos, there are sharp discontinuities in task complexity in 
the event of ‘a jump’ to a higher job level (see also Keil & Cortina, 1990) as a result of 
different target completion times per level. The target completion time, or time span, is 
the maximum time that a person has been allotted in which to complete a certain task. 
The first stratum has a time span from one day to three days, the last stratum has a time 
span that ranges from 20 to 50 years.

The task complexity of managerial careers ranges from B-1 (direct judgment or direct 
action) to C-3 (alternative strategies) or C-4 (parallel processing), see also table 2.22 in § 
2.7.3. Mumford’s (2007) findings confirm Jaques’ sharp discontinuities in task complexity. 
According to Mumford et al. (2007), jobs at higher work levels (‘strata’) have significantly 
greater overall leadership skill requirements. In figure 2.12 the transitions or ‘jumps’ to 
a higher work level are labeled as interrole transitions (Ir).
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3.1. Introduction
Chapter 2 provided the theoretical framework for this study. Although career theory 
provides many insights in the field of careers and career transitions, it is useful to expand 
on the theory with practical insights to examine the (central) relations in this study. The 
current development of theories lacks attention for and systematic study of the success of 
(critical) career transitions, the contribution of management development to improving 
the process of transition and the impact of career support during career transitions on 
the success of the career. In this third chapter, three ‘popular scientific’ publications are 
discussed. Watkins’ ‘The First 90 days’ is briefly summarized in section 3.2, and section 
3.3 deals with the Shell competence matrix, a practical application of Jaques’ time span 
approach (see § 2.7). Section 3.4 discusses “the good thought practical book on ‘The 
Leadership Pipeline’ by Charan, Drotter and Noel’” (Evans, p.c., 2006).

3.2. Watkins’ fi rst 90 days
According to Watkins (2003), the actions of the manager during ‘the first 90 days’ in 
a new job (comparable to Nicholson’s encounter and adjustment phase, see § 2.3.6), 
largely determine the success or failure of a (critical) career transition. Watkins (2003, 
p. 1) emphasizes that career transitions are periods of opportunity, chances to start 
afresh and to make necessary changes in an organization, “but they are also periods 
of acute vulnerability, because you lack established working relationships and a detailed 
understanding of your new role. If you fail to build momentum during your transition, 
you will face an uphill battle from that point forward. (…) Failure in a new assignment 
can spell the end of a promising career”. 

Given the ‘obviously high’ stakes of transitions, Watkins is surprised at how little good 
guidance there is on how to transition effectively and efficiently into new managerial 
roles. In his best seller ‘The First 90 Days’, Watkins provides a blueprint for ‘transition 
acceleration’, i.e. shortening the time ‘to get on top of a job’, regardless of the organizational 
level. According to Watkins (2003, p. 2), “your goal should be to arrive as rapidly as possible 
at the break-even point, where you are a net contributor of value to your new organization”. 

In the example in figure 3.1, the break-even point is reached when the manager reaches 
the position where he or she has contributed as much value to the new organization 
as he or she has consumed from it. During the first three months, the manager is a net 
consumer of value. As he or she starts learning and taking action, value is created for the 
organization (Watkins, 2003). In 2003, 210 company CEOs and presidents were asked 
to estimate the time it takes a mid-level manager to reach the break-even point. The 
average of their responses was 6.2 months, see figure 3.1 (Watkins, 2003). “The purpose 
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of transition acceleration, then, is to help new leaders reach the break-even point earlier. 
What would it be worth to an organization if all its leaders in transition could reach the 
break-even point one month earlier?” (Watkins, 2003, p. 2).

Although Watkins (2003) mentions the ‘efficiency’ and the ‘effectiveness’ of career 
transitions, these terms are not defined or operationalized. Watkins implicitly assumes 
that the success of a (critical) career transition depends on when the break-even point 
is reached: “every minute you save by being systematic about accelerating your transition 
is a minute you gain to build the business” (op. cit., p. 2).

3.3. Th e Shell competence matrix (MITRE model)
The ‘MITRE (Management and Interfunctional Training Review Exercise model’, or 
‘Shell competence matrix’, was developed by Rei Torres and colleagues in the Shell/Royal 
Dutch Group Training Department in the mid-80s. It can been regarded as a (necessary) 
updating of an earlier general management-based competence framework following the 
broadening of general management within Shell and the accelerating globalization with 
which Shell was confronted in the Eighties (Evans, Pucik & Barsoux, 2002; De Leeuwerk, 
1990). The aim of the project was “to decentralize the responsibility for management 
training and development to local operating companies around the world, but within the 
discipline of a common framework. The research-based approach made sense − since it 
was rooted in actual data, it was more likely to be accepted by local companies” (Evans et 
al., 2002, p. 357).

+

Value
created

Value
consumed

-

C
on

tr
ib

ut
io

n

Months after entry

1 2 3 4 5 6 7
0

Breakeven Point
Net contribution = 0

Figure 3.1: The break-even point of career transitions (Watkins, 2003, p. 3).
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3.3.1. Job challenges and levels of management

According to Evans et al. (2002), the ‘research-based approach’ descends from the 
methodology underlying the concept of competence, i.e., focusing on the characteristics 
of individuals who are high performers. The framework is based on empirical data on 
the competencies of high and low performers at different hierarchical levels of seven 
operating companies within Shell in different countries and regions of the world, 
including Singapore, the Netherlands, the U.K. and Nigeria (Evans, p.c., 2006; Evans 
et al., 2002). Although the MITRE model is no longer used, Evans (p.c., 2006) believes 
the concept is still valid.

According to Evans et al. (2002, p. 357), “a research-based approach requires some 
model of the professional or career structure in the enterprise, with transition points. 
Otherwise it will be so generic as to be useless”. The model is therefore closely related to 
the specific hierarchic (or organizational) structure and the usual career paths within 
the organization. The Shell competence matrix was built on the model of traditional 
hierarchic career progression (i.e., Brousseau’s linear career concept, see § 2.5.1). Evans 
et al. (2002) emphasize the importance of cross-cultural validation and adaptation of 
the model at Shell as an international firm. After carrying out validation surveys and 
organizing focus groups, the framework was regarded as being valid for worldwide use 
within Shell. In spite of this, “it was clear that each business and country had to develop 
its own behavioral descriptors for what goes into each box, and that these would vary” 
(op. cit., p. 357).

On the basis of the (empirical) results of the research, a pattern or framework was 
developed which became the starting point for management and functional (sales, human 
resources, etc.) development at Shell (Evans et al., 2002; De Leeuwerk, 1990). In the 
MITRE model, competences or skills (the theoretical distinction between competencies 
and competences is not made, see § 2.2.4) are linked to specific and dominant managerial 
challenges (‘job challenges’) which have to be met during six successive career phases 
in the (managerial) career.

In figure 3.2, the six (I - VI) career stages (horizontal axis) are combined with six 
(1 - 6) dominant job challenges (vertical axis). De Leeuwerk (1990) emphasizes that 
moving through the distinct career stages − in fact Louis’ (1980a) intrarole career 
transitions − leads to (1) more task complexity and diversity, and (2) responsibilities 
of more importance and with a broader scope (comparable to Jaques’ increasing level 
of complexity of tasks in the event of a move or transition to a higher stratum (level of 
work). According to De Leeuwerk (1990), during the first three career stages the focus 
is on operational effectiveness. Around the middle of a career − between phase III and 
IV (see § 2.3.4) − the focus shifts to strategic flexibility. In a successful career (see also 
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§ 2.4.3) of high potentials, the turning point from operational effectiveness to strategic 
flexibility lies at around the age of 42, the so-called mid-life crisis (De Leeuwerk, 1990).

In the MITRE model, the six career stages (I - VI) are related to different levels of 
management at Shell (De Leeuwerk, 1990); note that the levels show several similarities 
to Jaques’ organization titles (see § 2.7.3):

I. Self-management by the individual: at this level (or phase), the emphasis is on 
managing self and making use of expertise (i.e., professional skills, efficiency and 
effectiveness);

II. Supervisory management: supervision of multidisciplinary (project) teams, with 
the emphasis on teamwork and team performance;

III. Business unit management: managing a business unit or department and direct 
responsibility for results. The emphasis is on operational effectiveness in the 
technical and commercial sense;

IV. Division management: managing several departments or business units as a 
member of the management team of an operating company. The emphasis is on 
coordination, organizational development and change, and the responsibility for 
the continuity of the company in the long term;

V. Managing director: managing a subsidiary. The emphasis is on the responsibility 
for its strategy, operations, and results;

VI. Group top management: member of the committee of management directors. At 
this level, the management is responsible for (1) sharing and carrying out the 

Figure 3.2: As a management career develops, the principal job challenge changes… (based on De 
Leeuwerk, 1990, p. 22).
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corporate vision, (2) formulating the corporate strategy, and (3) maintaining good 
relations with (external) stakeholders, including governments, shareholders and 
societal interest groups.

In figure 3.3, the six career phases (I - VI; horizontal axis), the job challenges (1 - 6; vertical 
axis) and the (key) competency areas (professional, personal, people, business, change, 
strategy and vision) are combined (based on Evans et al., 2002 and De Leeuwerk, 1990). 
According to Evans (2002), the added value in development lies in sticking close to the 
diagonal boxes: “for example, development attention should focus above all on developing 
skills in “managing others” in level II supervisory positions. The groundwork will have been 
laid earlier through demonstrated ability in team working and networking. Good skills in 
managing others will allow people to develop broader competence in developing people and 
in network relations as they move up in their careers. The further one moves the diagonal, 
the lower the added value” (Evans, Pucik & Barsoux, 2002, p. 358).
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Figure 3.3: The Shell competence matrix (based on Evans, Pucik & Barsoux, 2002 and De Leeuwerk, 
1990).
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3.3.2. Critical comments concerning the MITRE model

Although the MITRE model provides a practical and concrete insight into the application 
of Jaques’ time-span approach, a few critical comments need to be made:

 - The model is based on a single specific career concept, the linear career (see § 2.5.1). 
In this (traditional) view, career progression and career success involve a rising 
hierarchical level or level of work and increasing authority and responsibilities. 
The expert perspective and horizontal or lateral moves are disregarded;

 - The model is highly related to the organizational (group) structure and the usual 
career paths within Shell. Nevertheless, in 2005 the two former members of the 
Royal/Shell Group (N.V. Koninklijke Nederlandse Petroleum Maatschappij and 
The Shell Transport and Trading Company) were unified − “One Company, One 
Board, One Headquarter and One Share” (Van der Veer, 2005, p. 7) − with the 
result that the ‘group top management level’ is no part of the top structure of the 
top (management) structure of the new Royal Dutch Shell. 

 - The model shows many similarities with Jaques’ time-span approach (§ 2.7) 
although in the MITRE model the time spans (the target completion time of the 
longest task, project, or program) of the six levels of management or career phases 
are not mentioned;

 - In the model, no distinction is made between skills, competences and competencies 
(see § 2.2.4).

In section 3.4, another ‘popular scientific’ model in the field of managing career 
transitions is discussed: the Leadership Pipeline devised by Charan, Drotter and Noel 
(2001).

3.4. Th e Leadership Pipeline model

3.4.1. Critical career passages and job requirements

In their book ‘The Leadership Pipeline’, the consultants Charan, Drotter & Noel (2001, 
p. 1) state that in the present era, the demand for management greatly exceeds the 
supply (see also Kluytmans, 1992 and Van Londen, 1990). Every major organization is 
concerned about the availability of leadership talent: “just about every major organization 
is attempting to hire ‘stars’, offering enormous compensation to entice the best and the 
brightest”. According to Charan et al. (2001, p. 1), the ‘desperate’ attempts by organizations 
to recruit outsiders implies that the ‘leadership pipeline’ is inadequate: “internal training, 
mentoring, and other developmental programs aren’t keeping the pipeline full, making it 
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necessary to look outside”. A different approach is therefore needed to keep the leadership 
pipelines ‘full and flowing’ (Charan et al., 2001). Charan et al. (2001) found that an 
approach that takes into account the different requirements at distinct leadership levels 
is (more) viable, although “it is a grassroots model in the best sense of that term” (op. 
cit., p. xv).

Their starting point for building the internal leadership base is − in accordance with 
Jaques’ time span approach − the natural hierarchy of work; their focus is on managerial-
leadership work rather than technical or professional contributions. Charan et al. (2001) 
distinguish six ‘career passages’, ‘pipeline turns’ or ‘critical career crossroads’ (see Mahler 
& Drotter, 1986 and the terms used in the literature to describe transitions in careers 
mentioned in section 2.3.2) in large, decentralized business organizations. Their pipeline 
model is based on work that was originally conducted at General Electric during the 
1970s. Their study was later expanded to more than 80 companies (Dai, Tang & De Meuse, 
2011). According to Charan et al. (2001, p. 6), the pipeline “is not a straight cylinder but 
rather one that is bent in six places”. Each passage represents a critical transition to another 
(higher) organizational position where a significant (major or critical, see § 2.3.2) change 
has to be made in terms of the job requirements, comparable to Jaques’ discontinuous 
jumps in responsibility. Figure 3.4 illustrates the six ‘major passages’ that are discussed 
by Charan et al. (2001): (1) from ‘manage self ’ to ‘manage others’, (2) from ‘manage 
others’ to ‘manage manager’, (3) from ‘manage manager’ to ‘functional manager’, (4) 
from ‘functional manager’ to ‘business manager’, (5) from ‘business manager’ to ‘group 
manager’, and (6) from ‘group manager’ to enterprise manager. 

Charan et al. (2001) state that each passage requires the acquisition of a new method 
of managing and leading, involves a different complexity of tasks, and calls for ‘the old 
ways’ to be left behind in three areas:

1. Skill requirements: new capabilities required to execute new responsibilities (in the 
terms used by Jansen, § 2.2.4), the need to develop the required personal qualities 
(competencies) and abilities or skills (competences) to meet the requirements of 
the job;

2. Time applications: new time frames or time horizons that govern how one works, 
comparable to Jaques’ time span (§ 2.7.1);

3. Work values: the focus of their effort based on what managers believe to be im-
portant in their job.

Charan et al. (2001) emphasize that the challenge for organizations is to ensure that 
managers in the various positions in the organization (‘strata’ in Jaques’ terminology) are 
assigned to the level appropriate to their skills, time application, and values. According 
to Charan et al. (2001, pp. 8-9), managers “often work at the wrong level: They’re clinging 
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to values appropriate to Passage One (managing others) even though they’re working at 
Passage Two (managing managers); or they haven’t acquired the skills or time application 
expertise appropriate to their current level. As a result, not only are they less effective (or 
ineffective) leaders but the people they manage are negatively affected as well”. The six 
critical career passages of Charan et al. (2001) are discussed in more detail in section 3.4.2.

Passage
One

Passage
Two

Passage
Three

Passage
Four

Passage
Five

Passage
Six

Figure 3.4: Critical career passages in a large business organization (based on Charan et al., 2001, p. 7).
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3.4.2. Th e six critical career passages

Passage one: from ‘managing self ’ to ‘managing others’
At the level of ‘managing self’ (comparable to Jaques’ hands-on domain), the (functional) 
skill requirements of individual contributors in sales, accounting, engineering, or 
marketing are primarily technical or professional (see Torres’ Shell competence matrix, 
figure 3.3). Their contribution consists of doing assigned work within given time frames. 
Based on increased contributions by ‘sharpening and broadening’ their individual 
skills (i.e., competences and competencies, see table 2.2), they are considered to be 
‘promotable’ by the organization. With regard to the ‘time application’, the learning 
of the individual contributor is focused on planning (so that their individual work is 
completed on time; Jaques’ task completion time), punctuality, content, quality and 
reliability. Work values include developing acceptance of organizational culture and 
adopting professional standards. After becoming a skilled individual contributor, and in 
particular demonstrating an ability to collaborate with others, additional responsibilities 
are assigned: “when they demonstrate an ability to handle these responsibilities and adhere 
to the company’s values, they are often promoted to first-line manager” (Charan, 2001, p. 
17). At this point, passage one (see figure 3.4) is reached.

Although the first passage might seem like an ‘easy, natural leadership passage’, Charan 
et al. (2001, p. 17) state that it is one at which people often fail: “the highest-performing 
people, especially, are reluctant to change; they want to keep doing the activities that 
made them successful”. In other words, the transition to the new, objective role set (the 
formal job transition) is made without making a behavioral or value-based transition: 
individual contributors become managers without accepting the requirements. Skills (i.e., 
competences or tasks) that should be learned in the first career passage, are planning 
work, filling jobs, assigning work, motivating, coaching and measuring the work of 
others. Furthermore, “first-time managers need to learn how to reallocate their time so 
that they not only complete their assigned work but also help others perform effectively (…) 
They must shift from ‘doing’ work to getting work done through others” (Charan, 2001, 
p. 17). According to Charan et al. (2001), for first-time managers, reallocating time is a 
difficult transitional requirement (or developmental task; Erikson, 1963).

Charan et al. (2001) state that the most difficult change in the first career passage is 
learning to value managerial work instead of just tolerating it. Henceforth, first-time 
managers have to view their other-directed work as ‘mission-critical’ to their performance 
or (career) success. Nevertheless, “while changes in skills and time applications can be seen 
and measured, changes in values are more difficult to assess” (op. cit, p. 18). According to 
Charan et al. (2001, p. 18), value changes may only occur if upper management reinforces 
the need for changing values and (referring to Heslin’s subjective self-referent success 
criteria) “if people find they’re successful at their new jobs after a value shift”. Table 3.1 
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summarizes the qualitative and quantitative transition (see also Jaques, 1990) from 
‘managing self ’ to ‘managing others’.

Passage two: from ‘managing others’ to ‘managing managers’
Unlike the first career passage, the passage from ‘managing others’ to ‘managing 
managers’, is frequently ignored; although most organizations have training programs 
for first-line managers, relatively few have specific programs for ‘managers of managers’ 
(Charan et al., 2001). Charan et al. (2001) point to the false assumption that the difference 
between managing others and managing managers is barely noticeable. Charan et al. 
(2001) stress that developing the skills of a first-line manager does not automatically 
entail adaptation to the similar but more significant role (set).

Another (psychological) part of the problem concerns the perceived nature of this passage 
– promotion to this position is viewed as a ‘stepping stone’ rather than a major career 

Table 3.1: Passage one: first-time management (Charan, 2001, p. 36)

Individual contributor First-manager

Skills:
- Technical or professional proficiency
- Team play
- Relationship building for personal benefits, 

personal results
- Using company tools, processes, and 

procedures

Skills:
- Planning - projects, budget, workforce
- Job design
- Selection (of people)
- Delegation
- Performance monitoring
- Coaching and feedback
- Performance measurement
- Rewards and motivation
- Communication and climate setting
- Relationship building up, down, sideways 

for the unit’s benefit
- Acquisition of resources

Time application:
- Daily discipline - arrival, departure
- Meet personal due dates for projects - 

usually short term by managing own time

Time application:
- Annual planning - budgets, projects
- Make time available for subordinates - both 

at your request and at theirs
- Set priorities for unit and team
- Communication time with other units, 

customers, suppliers

Work values:
- Getting results through personal proficiency
- High-quality technical or professional work
- Accept the company’s values

Work values:
- Getting results through others
- Success of direct reports
- Managerial work and disciplines
- Success of the unit
- Self as manager
- Visible integrity



Chapter 3

134

passage (Charan et al., 2001). According to Charan et al. (2001), the difference in skills, 
time applications, and work values is significant. At this new level, a manager must be a 
‘pure manager’: “before, individual contributions were still part of their job description. Now, 
they need to divest themselves of individual tasks” (Charan et al., 2001, pp. 18-19). The key 
skills (tasks or competences) that have to be developed during this second transition are 
(1) assigning managerial and leadership work, (2) measuring the progress of first-line 
managers accountable for managerial work, (3) selecting and coaching first-line managers, 
(4) deploying and redeploying resources among units, and (5) managing the boundaries 
that separate units which report directly and with other parts of the business (Charan et 
al., 2001). According to Charan et al. (2001), this is the point in the managerial career 
where thinking beyond one’s own function and a concern for strategic issues are necessary.

Charan et al. (2001) mention several symptoms of a problematical transition to the 
position of ‘managing managers’: (1) delegation problems, (2) poor performance 
management, (3) failure to build a strong team, (4) a ‘single-minded’ focus on getting the 
work done, and (5) choosing clones over contributors (i.e., managers choosing individuals 
who most closely resemble themselves). To measure the success of the career passage 
to the function of ‘managing managers’, Charan et al. (2001) propose several measures 
(i.e., objective critical career transition success criteria, see § 2.4.5), including: the degree 
of improvement in efficiency and in quality, the frequency and impact of coaching 
sessions, the number of first-line managers promoted to ‘bigger jobs’ or moved laterally 
for broadening experiences, the success rate of new first-line managers, teamwork within 
the assigned area and teamwork with other areas.

Passage three: from ‘managing managers’ to ‘functional manager’
The career passage from ‘managing managers’ to ‘functional manager’ demands 
‘managerial maturity’, or the ability to think about the functional area from multiple 
perspectives, to act like a functional leader rather than a functional member, and to 
communicate with a multiple-layer group (Charan et al., 2001). According to Charan et 
al. (2001, pp. 66 and 69), people below the level of functional manager too often act as 
though their function were an island, but “as a functional manager, they must transition 
to the belief that their function exists to support the overall business objectives. (…) The 
best functional managers are the ones who think strategically and manage with the whole 
function[al area, GM] in mind”. This requires the ability to recognize the connections 
among the various functional areas and an understanding of ‘strategy and systems 
thinking’ in order to link the activities of one’s own function with the larger business 
issues and goals (Charan et al., 2001).

Within a function (e.g., marketing), the nature of the work is to think tactically and 
be responsible for one or two aspects of that function (e.g., advertising or product 
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management). On the other hand, the transition to the level of functional manager 
requires developing the necessary skills, spending time on functional strategy and 
managing the entire functional area (Charan et al., 2001). Furthermore, matching the 
functional strategy with the business strategy demands ‘longer-term thinking’, sharp 
discontinuities in time frame − similar to Jaques’ time span measurement approach − 
from annual terms (managing managers) to three years (functional manager). In other 
words, functional managers need to adopt a broad, long-term perspective (Charan et 
al., 2001).

Despite the development of communication skills (in Jansen’s terminology, ‘competencies’, 
see table 2.2) over the years, the ‘whole function management’ involves a shift from talking 
to listening (Charan et al., 2001). According to Charan et al. (2001, p. 74), listening is a 
characteristic of a mature leader: “they must be able to listen not only to what is being said 
but what is not being said”. They state that listening requires other relevant competencies 
(or dimensions), such as patience, empathy, and approachability. Furthermore, Charan 
et al. (2001) state that the functional manager must be able to ‘cross-check’ frames of 
reference, i.e., take frames of references into consideration during conversations to avoid 
misinterpretation. “This is particularly true when it comes to measurement. One person 
may say the results are outstanding, while another views these same results as mediocre” 
(Charan et al., 2001, p. 74). 

In the same way as with critical career transitions to lower managerial positions, func-
tional managers often rely on the same skills, time applications and values as they relied 
on in previous positions. Charan et al. (2001) mention several signs of dysfunction 
for identifying managers who are having problems with the passage to the position 
of functional manager: (1) failure to make the transition from an operational-project 
orientation to a strategic orientation, (2) inability to manage and value work that is 
unfamiliar or of relatively little interest, and (3) immaturity as a leader-manager (e.g., 
a lack of trust in others, especially subordinates in unfamiliar functions, tendency to 
control everything, and poor communication skills).

Passage four: from ‘functional manager’ to ‘business manager’
According to Charan et al. (2001), the transition from ‘functional manager’ to ‘business 
manager’ is often the most satisfying, as well as the most challenging, in a managerial 
career. They state that this transition is probably the ‘biggest challenge’ of all six leadership 
passages; “if this were only linear thinking, it would be more manageable” (op. cit., p. 86, see 
Keil & Cortina, 2001). At this level, managers are given substantial autonomy and have 
to be able to see a direct link between their own performance and marketplace results. In 
contrast to the functional manager, the business manager is responsible for both making 
a product or service and selling it. In other words, he or she manages the cost and the 
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revenue (Charan, 2001). Charan et al. (2001, p. 22) emphasize that the fourth passage is 
a ‘sharp turn’: “it requires a major shift in skills, time applications, and work values. It’s not 
simply a matter of people becoming more strategic and cross-functional in their thinking 
(…) Now they are in charge of integrating functions whereas before they simply had to 
understand and work with other functions”. In the terms of Shell’s competence matrix, 
‘orchestrating interfunctional relationships’.

In the view of Charan et al. (2001), the major change at this stage of the career is a shift 
from looking at plans and proposals functionally to adopting a profit perspective and 
− in accordance with Jaques’ time span approach − a long-term view. Furthermore, the 
business manager ‘suddenly’ becomes responsible (Jaques’ jump in responsibility) for many 
unfamiliar functional areas and has to develop more sensitivity to functional diversity 
issues (Charan et al., 2001). And, even more difficult according Charan et al. (2001, p. 23), 
the business manager is faced with the ‘balancing act’ between future goals and present 
needs and the need to make (inevitable) trade-offs between the two: “business managers 
must meet quarterly profit, market share, product, and people targets, and at the same time 
plan for goals three to five years into the future”. The transition to the position of business 
manager is qualitatively different from the transition from the previous position in terms 
of scope, trade-offs, time frames, and external and internal decisions. While functional 
leadership focuses on what can be done (e.g., bringing in orders or designing an optimal 
compensation plan), the business manager has to focus on a different set of questions 
(e.g., growth of the business or increasing competitive advantage). According to Charan 
et al. (2001, p. 84), there is a significant difference between functional strategic thinking 
and business strategic thinking. Business strategic thinking requires a broader frame of 
reference than functional strategic thinking: “business managers must consider myriad 
external factors such as customers, competitors, demographics, macro-economic drivers, 
and other external constituencies such as governments and communities. Events taking 
place in one’s industry and the world at large must be incorporated into strategic thinking”. 

Charan et al. (2001) mention several of the ‘most common signs of struggle’ with the 
transition to the position of business manager: (1) uninspired communication by having 
trouble with speaking in a shared functional language rather than an omnifunctional 
one; (2) inability to assemble a strong team, (3) failure to deliver profit with high capital 
efficiency, (4) problems with time management, (5) neglecting the soft issues (e.g., the 
organizational culture and feedback), and (6) neglecting staff functions.

Passage five: from ‘business manager’ to ‘group manager’
At this point in the managerial career, the transition occurs from the general domain to 
the strategic domain (see table 2.21 and table 2.22); leadership becomes more ‘holistic’ 
(Charan et al., 2001). According to Charan et al. (2001), the transition from the position 
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of business manager to the position of group manager requires a critical shift of four 
roles: (1) evaluating strategy for capital allocation and deployment purpose, (2) selecting 
and coaching new business managers, (3) managing the business portfolio (e.g., do I 
have the right collection of businesses? what businesses should be added, subtracted, or 
changed? how can more horizontal synergy be developed among the business units?), 
and (4) assessing whether the organization has the right core capabilities. 

According to Charan et al. (2001), the group manager’s success depends to significant 
extent on the ability to support his or her own people and businesses. In other words, 
“success (…) comes through a path different from what they’re used to” (op. cit, p. 101). 
Charan et al. (2001) propose three criteria to determine (more or less objectively) whether 
a new group manager has made an effective transition of work values: (1) can the group 
manager make good decisions that differentiate between businesses on the basis of 
likely results, (2) can the group manager work with his direct reports to grow them as a 
business leader, and (3) can the group manager prioritize a portfolio of strategies over 
individual strategies?

Charan et al. (2001) state that there are some parallels with the first critical career 
passage (from ‘managing self ’ to ‘managing others’). In both cases, managers are obliged 
to distance themselves from a satisfying job that defined their previous (objective and 
subjective) career success: “they must relinquish their hands-on responsibilities for more 
‘ephemeral’ and less immediately satisfying tasks. In some instances, this can even mean 
tearing down something they’ve built” (op. cit., p. 100). Another parallel is the shift in task 
complexity (see table 2.22); both transitions − although occurring at a different levels of 
abstraction − include a shift from ‘direct judgment’ to ‘diagnostic accumulation’ (B1 and 
C1 to B2 and C2, respectively): “they need to factor in the complexity of running multiple 
businesses, thinking in terms of community, industry, government, and ceremonial activities. 
They must also prepare themselves for the bigger decisions, greater risks and uncertainties, 
and longer time spans that are inherent to this leadership level” (Charan et al., 2001, p. 
25). At the level of group manager, all sorts of (‘invisible’) potential opportunities need 
to be ‘uncovered’ and analyzed. Furthermore, decisions have to be made about whether 
to start a new business, to make an acquisition or to extend a current business.

Charan et al. (2001) mention several warning signs with regard to the transition from 
business manager to group manager: (1) acting like a business manager rather than 
a group executive (i.e., developing a strategy for one or all of the existing businesses, 
providing work direction to functional managers, and making changes in products and 
services), (2) maintaining an adversarial relationship with the corporation (i.e., avoiding 
spending time on corporate work), (3) ignoring what is uncovered (i.e., no changes 
are made in the business portfolio), and (4) passing up the development of business 



Chapter 3

138

managers (i.e., treating business managers paternalistically and not valuing the personal 
developmental role).

Passage six: from ‘group manager’ to ‘enterprise manager’ (CEO)
According to Charan et al. (2001), the focus of the transition during the sixth career 
passage is far more on values than on skills: “to survive, CEOs must learn to value short-
term and long-term results, develop the skill to balance both, and invest the time required to 
achieve this balance” (op. cit., p. 117). The transition to the position of enterprise manager 
or CEO also implies the responsibility of managing an enterprise in its totality, including 
giving substance to the relationship between the organization and internal and external 
stakeholders such as investors, shareholders, alliance partners, local communities, direct 
reports, the workforce (Mintzberg’s (1973) interpersonal roles, see § 2.2.3). Charan et al. 
(2001) stress that at the level of the CEO, the cost of making errors is very high. 

The preparation for becoming a CEO involves various experiences over a long time: 
“we’ve seen people become CEOs quickly, and they have failed to obtain the appropriate 
experience. They’ve skipped some of the passages that prepare people to be successful CEOs 
and thus display a lack of judgment when faced with new issues or uncertain conditions” 
(Charan et al., 2001, p. 116). Moreover, the position of group manager provides an 
important stepping stone towards the position of CEO by making the transition to CEO 
less of an intellectual and emotional, i.e., discontinuous or qualitative (Jaques, 1990) leap. 
According to Charan et al. (2001), managers who make the transition to the position of 
CEO successfully have gone through all the ‘earlier leadership passages’.

Charan et al. (2001) distinguish five ‘most significant leadership challenges’ (tasks or 
roles) for enterprise managers: (1) delivering consistent, predictable top- and bottom-
line results (i.e., learning to value short-term and long-term results in order to report 
reliable expectations, (2) setting enterprise direction, (3) shaping the soft side of the 
enterprise (i.e., managing social relationships within the organization as well as managing 
the external constituencies), (4) maintaining an edge in execution (i.e., getting things 
done − see Jansen’s [1991] and Dale’s [1969] definitions of management, Appendix A), 
and (5) managing the enterprise in a broader, global context (i.e., adapting the thinking 
and values to solve global problems).

In addition to a downward financial spiral, Charan et al. (2001) suggest four other warning 
signs − all related to the challenges mentioned above − of a troublesome transition to the 
position of CEO: (1) ignorance of how the company gets things done, (2) the majority 
of the CEO’s time is spent on external relationships (i.e., internal issues are neglected in 
favor of attention to external issues), (3) not enough time is devoted to the soft side of 
the business, and (4) board members keep asking the CEO the same tough questions 
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when results are below expectations. Charan et al. (2001) mention several development 
activities during the different critical career passages, which are summarized in table 3.2.

Table 3.2: Critical career transitions and development activities (Charan, Drotter & Noel, 2001)

No. Critical career passage Development activities during the passage

1. From managing self to 
managing others

- Formal training (e.g., job design and delegation)
- Coaching (one-on-one from direct boss)
- Support groups, peer learning and partnering
- Defining and assigning work during preparation phase 

(see § 2.3.6, figure 2.1)
- Monitoring and providing (360 degrees) feedback 
- Staff meeting, reading and travel

2. From managing others to 
managing managers

- Role model
- Formulating goals and (360 degrees) feedback
- Developing measures for new managerial behavior
- Coaching (internal or external)
- Formal training

3. From managing managers 
to functional manager

- Formal training (e.g., strategic competencies, time 
management, time benchmarking)

- Hands-on-learning (on-the-job training)
- Meeting with other functional managers, peer learning
- Mentoring, coaching and (360 degrees) feedback

4. From functional manager to 
business manager

- Self-directed learning
- Coaching by the group manager
- Formulating specific goals for each of the functions 

and linking to support functions
- Testing functional managers in cross-functional or 

cross-business assignments 

5. From business manager to 
group manager

- Coaching
- Formal training (‘art of critiquing strategy’, assessment 

and selection)
- Developing a set of measurements to judge 

performance

6. From group manager to 
enterprise manager

- Run a group with different market position, 
product, or customers or taking a staff position with 
companywide responsibilities in preparation phase

- Forums and networks wither other CEOs
- Coaching and peer feedback
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3.4.3. Critical comments concerning the Leadership Pipeline model

Dai, Tang & De Meuse (2011) tested the leadership pipeline empirically by investigating 
how leadership competency profiles change across levels of management position. Dai 
et al. (2011, p. 369) state that “while the theory is appealing and evidence from anecdotal 
case studies is convincing, the Pipeline Model has not been well tested empirically using a 
large database. We found only a few empirical studies in the literature (Kaiser and Craig, 
2004; Mumford et al., 2007)”. The studies by Kaiser & Craig (2004) and Mumford et al. 
(2007; see § 2.9) were criticized by Dai et al. (2011) as having several shortcomings. 

Kaiser & Craig (2004) studied effective leadership behavior across different management 
levels (supervisor, middle manager, and executive), using a sample of 2,000 managers. 
They concluded that the ‘success formula’ varied across managerial levels or strata. For 
example, they found a negative correlation between ‘interpersonal warmth’ and job 
performance in the case of supervisors, while the correlation was positive for middle 
managers. Two years later, Brousseau, Driver, Hourihan & Larsson (2006) found that 
manager’s decision-making styles evolve during their careers. Brousseau et al. (2006) 
“conclude that for a leader to succeed, behaviors and styles must evolve over the course of 
a career” (Dai et al., 2011, p. 368). According Dai et al. (2011), Kaiser & Craig’s study 
only examined a narrow spectrum of leadership skills. Strategic and technical skills were 
not part of their study, whereas “observation suggests that strategic skills are critical for 
higher-level positions” (...) “and technical skills are more important for lower levels” (op. 
cit., p. 369; see also Jacobs & Jaques, 1987).

The second study by Mumford et al. (2007) focused on categories of leadership skill 
requirements (cognitive, interpersonal, business, and strategic) across organizational 
levels. Their ‘leadership skills strataplex’ was discussed in detail in section 2.9. According 
to Dai et al. (2011, p. 369), “their study did not examine how individuals’ actual skill level 
in the four categories changes along the management career ladder”. More generally, Dai et 
al. (2011, p. 369) conclude that “most importantly, no study that examined the evolvement 
of leadership competency profiles across organizational levels of management was located. 
(…) It would seem essential that organizations specify the leadership competencies required 
as individuals ascend the various levels of management”.

Dai et al. (2011) tested the pipeline model or stratified leadership requirement perspective 
using a 360-degree feedback instrument that measured 67 competencies (see also 
Lombardo & Eichinger, 2004) covering the entire managerial performance domain, 
including strategy, decision-making, functional, technical, operational, organizing, 
confronting, communicating, motivating, delegating, and developing skills. Six experts 
were also asked to rate the importance of the competencies across different position levels. 
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Dai et al. (2011) hypothesized that the competency profile (see also table 2.3) would 
become increasingly different as one moved from lower level positions up the career 
ladder. Dai et al. (2011, p. 366) found “that the difference between two positions in terms 
of the relative importance of the competencies increases as the organizational hierarchical 
distance between the two positions increases”. Their finding suggest “that as people move to 
different position levels in an organization, the requirement for successful job performance 
changes. Managers must learn new skills to be effective in new positions” (op. cit., p. 375). 
They further conclude that “the competency profiles are progressively different as an 
individual ascends the organizational hierarchy. This is reflected not only in the perceived 
importance, but also the actual skill of the competencies” (op. cit., p. 378). 

3.5. Summary
This chapter has provided some practical insights to supplement the theoretical 
framework, in which the current insights in the field of careers, career development and 
career transitions were discussed. Three relevant models were discussed:

1. Watkins’ ‘break-even point of career transitions’ model;
2. Torres’ Shell competence matrix, or MITRE model; and
3. Charan, Drotter & Noel’s Leadership Pipeline model.

According to Watkins (2003), the break-even point in career transitions of middle 
managers is reached within about six months. He states that reaching this break-even 
point earlier (transition acceleration) could be valuable − in fact, more efficient − for 
both the organization and the manager. However, the efficiency and effectiveness of 
(critical) career transitions are neither defined nor operationalized in his book. Torres’ 
MITRE model (the Shell competence matrix), which was developed and used by Shell 
in the mid-1980s, combines career phases, job challenges, and competency areas. The 
model shows several similarities to Jaques’ levels of work, but Jaques’ time spans are 
not mentioned.

In the Leadership Pipeline model (Charan et al., 2001), six major career passages or 
pipeline turns are distinguished. Each passage represents a transition to a higher position 
− comparable to Jaques’ discontinuous jumps in responsibility − and involves a new way 
of managing and leading, more complex tasks and new responsibilities, skill requirements, 
a new time frame and other work values. Although the three models were developed 
on the basis of practical insights, they set out to fill part of the gap in the literature that 
was identified in section 1.1.
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4.1. Introduction
The second and third chapters contained a detailed discussion of relevant insights 
into (critical) career transitions, career development, career success, management 
development and role learning. This chapter pulls together those insights with the results 
of several pilot studies for the purpose of further developing the research model and 
formulating the hypotheses (chapter 5) for this study. 

Each section discusses the objectives and research questions, the method (sample, 
procedures and instrument), and the results of the pilot studies. As mentioned in section 
2.3.5, the focus of this study is on critical interrole career transitions. The pilot studies 
therefore considered both intraorganizational and interorganizational transitions. The 
following sections will discuss the pilot studies in detail (see table 4.1).

Table 4.1: Overview of pilot studies and groups of respondents

Section Type of expertise Group of respondents Number

4.2 Professional HR experts 6

4.3

Experience

(Former) CEOs 3

4.4 Top managers for-profit organizations 4

4.5 Managers in Dutch ministries 9

Table 4.2: Overview of research questions per group of respondents

Group of respondents
HR 

experts CEOs
Profit 

managers
Managers 
ministries

- What are the consequences for managers as 
they climb the organizational ladder?

- Which factors increase the chance of making 
a critical career transition successfully?

- What criteria can be used to measure the 
success of critical career transitions?

- How long does it take managers to make 
a critical transition and when is the career 
transition process completed?

- What forms of support are effective during 
critical career transitions?

x

x

x

x

x

x

x

x

x

x

The primary goals of the four qualitative pilot studies were (1) to provide answers to 
several research questions (see also chapter 1), and (2) to critically assess the overview of 
relevant literature on career transitions. The research questions are presented in table 4.2. 
An ‘x’ in table 4.2 indicates that a specific question was discussed during the interviews 
with a group of respondents.
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4.2. Pilot study 1: HR experts

4.2.1. Objectives and research questions

The main objective of the first pilot study was to identify (1) the implications for managers 
as they climb the organizational ladder and (2) the factors that increase the chance of a 
successful critical career transition within for-profit and non-profit organizations. Six 
experts in the field of human resources − in particular management development − were 
asked to reflect on their professional experiences with critical career transitions made 
by managers in an attempt to answer the following research questions:

 - What are the consequences for managers as they climb the organizational ladder?
 - Which factors increase the chance of a successful critical career transition?

4.2.2. Method

Sample:
Two formal sampling techniques were used to identify professional experts in the field: (1) 
purposive sampling, and (2) snowballing. Three experts (Gouwens, Appels and Reitsma) 
were asked to participate in the interviews because of the chapters about their experiences 
in the field of management development which were published in ‘Monografieën 
personeel en organisatie’ in 1999 (edited by Jaap Paauwe) or in 2002 (edited by dr. Pim 
Paffen) (purposive sampling). One expert (Tom Cummings) was recommended by one 
of those authors (snowballing method). The two other experts (Veenendaal and Van 
Noordt) were recommended by one of the PhD supervisors and a visiting lecturer at the 
VU, respectively. The following experts were interviewed (the positions/job titles and 
the names of the organizations are those at the time of the interviews):

 - Dr. Josine Gouwens, staff member Human Resources at University Medical Center 
(UMC) in Utrecht;

 - Drs. Magda Veenendaal, Director Human Resources at CSM, the world’s leading 
producer of baking products and ingredients;

 - René Appels, external educational consultant at I-Opener and former manager 
Competence Development at Ericsson;

 - Drs. Simon Reitsma, vice-president Human Resources at Unilever, the Anglo-Dutch 
consumer products multinational;

 - Drs. Rob van Noordt, Manager Management Development Netherlands at ABN 
AMRO; ABN AMRO is a Dutch bank (currently state-owned) with its headquarters 
in Amsterdam;

 - Tom Cummings, external leadership development consultant at Executive Learning 
Partnership.
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Procedure:
The (professional) experts were invited to participate by mail. All of the experts who 
were invited agreed to participate in the study. Meetings were then arranged with each 
expert individually and the questionnaire was sent to them in advance by e-mail. It was 
agreed that the interview would last between 1 and 1½ hours. The interviews took place 
between July 2005 and March 2006. During the semi-structured interviews, the researcher 
took notes on the expert’s answers and comments. The interviews were digitally recorded 
with the experts’ permission and transcribed by the researcher. The transcripts were 
submitted to the experts for their approval. All of the experts gave their consent for the 
use of the transcripts for the purposes of this study.  

Instrument:
A questionnaire was developed for the purposes of the interviews (see Appendix F). The 
questionnaire, consisting of a brief introduction and the questions for the interview, 
was drawn up after the initial exploration of the relevant scientific literature on career 
transitions, career development, career success, management development and role 
learning.

4.2.3. Results

Question 1:
What are the consequences for managers as they climb the organizational ladder?

According to the HR experts, vertical career progression has several consequences, 
which are discussed below.

Changing time horizon and frame of reference
According to Reitsma, managerial careers are characterized by ‘moments of discontinuous 
development’. In his view, substantial changes occur between the various hierarchical 
levels. His point of view corresponds with Jaques’ time-span approach (see also § 2.7).

Reitsma: “There are, for example, substantial jumps in time horizon. From arranging a 
new machine in a production line that should be ready for operation within two months to 
being responsible for the building of a brand new factory that must be finished in eighteen 
months. (…) If you would assume that this development would be a gradual one, then it 
would be unnecessary to pay so much attention to it. But no, that is not the case. Someone 
who takes a substantially new responsibility, should look completely differently to his 
organization, to the people who are working for him and are confronted with a new type 
of problem to be solved. If you are aware of this, then it means that there is a serious need 
for getting used to the idea that someone must make such a big jump”.
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Cummings and Veenendaal emphasize the change of thinking and frame of reference 
needed by managers who are climbing the organizational ladder. Cummings: “if we want 
to develop the cognitive capacity of leaders over time, what we have to do is to have them 
move from a narrow, mono-contextual frame of thinking to an ultimately multi-contextual 
frame within which they go from quite structural thinking to most post-structural thinking. 
In the narrow sense they learn the notes, in the wider sense they are jazz musicians. And 
that shift from narrow cognitive complexity to wider cognitive complexity”. 

Confrontation with personal mental maps
According to Veenendaal, managers in transition are confronted with their ‘mental maps’ 
or paradigms: “their view of how things work in this world”. She states that critical career 
transitions require managers to master new competencies, revise previous insights and 
unlearn current managerial behavior. 

Veenendaal: “The higher the magnitude of the change, the stronger the confrontation with 
the personal mental map would be. Managers find out that their way of looking at the world, 
at the company and at the economy is not the only way. One of the most important drivers 
for management development is trying to develop managers to let them experience that 
there are different ways to see the truth and to bring their own paradigms up for discussion”.

Bringing organizational systems up for discussion
Veenendaal states that climbing the organizational hierarchy implies bringing organi-
zational systems up for discussion. According to Veenendaal, the type of organizational 
system depends on the level in the organizational hierarchy.

Veenendaal: “the higher in the hierarchy, it is the manager’s responsibility to bring up 
things for discussion. (…) At the lower managerial levels, managers work within fixed 
systems. At this level learning is ‘doing things differently without changing the system’. At 
the middle management level, managers learn to call these systems into question, change 
and implement them, and monitor the change process. In the top of organizations, the 
question is whether the organization should carry on with a business or not. So, these are 
different types of transitions, but all critical for the organization and for the managers 
themselves. I think the transitions are equally important. A manager with the ambition to 
lead an organization should experience all these transitions”. 

Diff erent set of competences
Reitsma emphasizes that a vertical career transition is to be regarded as a discontinuous 
‘jump’ in responsibility demanding a different set of competencies for handling altered 
or completely new work situations. Two relevant examples are given by Gouwens, who 
states that higher job levels require more cognitive and political skills. 
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Gouwens: “Making the transition from charge nurse to the role of member of the division 
management is a major step. As a charge nurse, cognitive skills or reasoning abstractly are 
difficult. Being a member of the division management requires the skill to translate the 
organizational strategy of the medical center into the divisional strategy. That can be quite 
difficult. (…) Another difficulty is the political aspects of the divisional level. People with 
experience as –a management consultant, for example, are at an advantage compared with 
others. But success is not guaranteed”.

According to Appels, the tasks and responsibilities change as one climbs the organizational 
ladder. Appels: “Usually managers start their career in a technical role and progress to a 
managerial one because they have specific qualities to influence others. That is the point in 
their career when they have to learn people management and delegation skills. (...) So it means 
that managers should hand over some responsibilities, develop coaching and communication 
skills and learn to deal with conflicts, to set goals, and to give sincere feedback”.

More focus on the business
Like Mumford et al. (2007; see § 2.9), Appels states that climbing the organizational 
ladder means a greater focus on the business of the organization and distance from the 
professional discipline of study. Appels: “In my view, being promoted implies performing 
on a higher level. And reaching a higher level of performance in fact means paying more 
attention to the business. (…) The business should be the first concern. That is what you 
and your employees stand for. For the benefit of the business, managers should gain more 
in-depth knowledge of financial aspects. At the same time, the manager is further away 
from his or her professional discipline”.

Uncertainty
According to Cummings, critical career transitions involve a psychological state of 
uncertainty. Saving valuable time is − consistently with Watkins’ view (see § 3.2) − 
an important responsibility for both the manager and the organization. Cummings: 
“There is a going away from, a going into transition and a going towards, anything that 
you face psychologically. The critical element of moving in any career transition is − from 
the company’s point of view − to minimize the amount of time. (…) Because that’s the 
moment of disorientation, it’s the moment of doubt, uncertainty. (…) If that time could 
be compressed, the company is saving money and increasing productivity. So there is an 
economic gain there”.

Art of letting go and not meddling in the details
Appels: “Nothing is worse than keeping meddling in the details of the work that should be 
done by others. These managers lack the skills to let things go and act in a wider perspective. 
For the business it is essential to concentrate on the larger picture”.



149

Results of pilot studies

Question 2:
Which factors increase the chance of making a critical career transition successfully?

Use of competence profi les
According to Gouwens, competence profiles are useful instruments in preparing for 
critical career transitions. “Within the high potential programme, we applied a competence 
profile. The profile of the division director was the starting point. We evaluated our high 
potentials with the help of the profile. How do they score compared to the competence profile? 
Are they able to be a new division director in two years? We combined the competence 
profile with an assessment center and a 360-degree feedback process”. 

Veenendaal confirms that competence profiles can be valuable instruments, but 
emphasizes that competence profiles have some disadvantages. Veenendaal: “Using 
competence profiles could lead to endlessly filling in boxes and developing a large number of 
profiles. Let’s say, we want to start up a new business in China (by the way CSM is already 
doing business in China), then we would use a profile that is appropriate for this particular 
level of responsibility, but we would add several specific competences that are necessary for 
doing business in China. But we don’t have a competence profile for every job”.

Managerial capabilities and leadership
According to Van Noordt, the success of a critical career transition depends to a significant 
extent on the capabilities of the individual manager. Van Noordt: “We attach importance 
to leadership. That is why we invest a lot in leadership. For some managerial jobs, or maybe 
all managerial jobs, it is not important whether a manager has knowledge of the specific 
field in which he or she works or not. What counts is being the right leader, having charisma, 
being enthusiastic, having guts, and being brave”.

Veenendaal also states that the capabilities of a manager should be taken into account in 
the event of a possible transition: “The more management potential, the more risks that 
can be taken during the transition. Combining a vertical [upward, GM] and a horizontal 
move is attainable for ‘high flyers’” In this context, In Appels’ view, some competences 
can scarcely be developed (don’t try to teach a duck how to climb a tree). Appels: “ducks 
are wonderful animals, they are fantastic swimmers, but if you need a tree climber, then it 
is not clever to look for ducks. In fact, the same applies when we talk about management”. 
Moreover, Gouwens emphasizes that “most of the people are supported during their 
transition, in particular the people who say they need it. Support is okay, but it is no 
guarantee of success”.
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Motivated people
Gouwens states that it is important to involve the people with whom a person is going to 
work in the selection process. Van Noordt: “The placement of individuals in positions of 
responsibility should not be the result of a rushed and forced process. The decision should 
be made after careful consideration. (…) That is the only way to motivate people. So never 
appoint someone without having the guarantee that this person is highly motivated”.

Matching job content and manager’s competences
According to Gouwens, Veenendaal and Van Noordt, the competences of the manager 
and the competences required for the specific job should match. Gouwens: “I think that 
the person and the job should be well matched”. Veenendaal: “Every situation and every 
market require their own set of competences in addition to a more universal set of leadership 
competences. On the basis of these competences we try to find a good match and look for 
possible gaps. (…) Although we have a lot of data in our computers, it takes more than a 
computer program. (…) These decisions are not to be made overnight”. 

Van Noordt further states that the universal leadership profile does not exist. Van 
Noordt: “A universal profile is hard to develop. What we do have is an overall leadership 
profile. This profile contains several more general leadership skills like coaching, courage, 
enthusiasm, inspiration, motivation, and so on”.

Mentoring
In Reitsma’s view, mentoring is an important factor that could increase the chance of 
making a success of a critical career transition. Reitsma: “One of the things I believe in is 
what we did with our mid-career recruits, MBA graduates and people who move up: give 
them a mentor. ‘Mentor’ is a charged term; what I mean is a couple of persons who are really 
hand-picked. So, someone who knows both the candidate (the mentee) and the mentor is 
responsible for linking them. (…) Because these transitions are discontinuous and critical 
from both an organizational and career perspective, having a mentor or ‘sparring partner’ 
helps the mentee in the event of new career opportunities. For example, ‘this is what Unilever 
offered me, now what? (…)’ That is worth gold. Because don’t underestimate the loneliness 
of people who come from outside the organization and have to make such a decision”.

Stable private and family life
A stable private and family life is important during transition periods. As discussed in 
section 2.6.3.2, non-work based support, from spouses for example, is an aspect of career 
support (Gordon & Whelan-Berry, 2004) and interpersonal support (Becker & Moen, 
1999). Veenendaal confirmed this during the interview: “I think that somebody’s private 
life is another factor. If a person is making a major career transition while that person’s 
private life is far from stable or their partner does not stand behind them, that person could 
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feel very isolated. So a good home front is very important when making a critical career 
transition. The partner should stand behind you. It should be a joint adventure, or in case 
of a family, a family adventure”.

4.2.4. Conclusions from pilot study 1

On the basis of interviews with HRM managers with final responsibility at Dutch 
multinationals, a member of the Human Resources staff at a University Medical Center 
in the Netherlands, and two consultants in the field of leadership development, the 
following empirical rules have been formulated. According to these ‘empirical experts’, 
the chance of making a successful critical career transition increases if (see also Melker 
& Van der Sluis, 2007a):

 - the manager’s private situation permits the transition, e.g., the support of the life 
partner is required in the event of a critical career transition;

 - the decision to make the transition has been mutually agreed between the manager 
and the organization. Forced transitions may result in a diminution of a person’s 
motivation;

 - the manager concerned does not feel hindered by stress and loneliness, factors that 
significantly reduce the chance of a successful critical transition.

 - the manager is accompanied by a mentor or coach during his or her career 
transition;

 - the content of the new job matches the manager’s competencies; Some managerial 
competencies are barely capable of being developed: ‘don’t try to teach a duck how 
to climb a tree’.

4.3. Pilot study 2: (Former) CEOs

4.3.1. Objectives and research questions

In addition to the HR experts, three current and former CEOs were asked to reflect on 
their personal experiences with critical transitions during their careers. Two of the three 
CEOs (Bouw and Storm) climbed the corporate ladder mainly within the same company, 
while the third (Verwaayen) made several intercompany − or intraorganizational − 
transitions (see also § 2.3.4) in the course of his managerial career. The second pilot 
study tried to answer two research questions:

 - What are the consequences for (top) managers as they climb the organizational 
ladder?

 - Which factors increase the chance of a successful critical career transition?
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4.3.2. Method

Sample:
Three current and former CEOs were interviewed (the ages, positions/job titles and the 
names of the organizations are those at the time of the interviews):

 - Professor Pieter Bouw (65), former president of the Board of Management of KLM 
Royal Dutch Airlines and Swiss International Airlines, currently professor emeritus 
at the University of Twente;

 - drs. Ben Verwaayen (54), CEO of British Telecom, former CEO of Alcatel Lucent, 
partner at Keen Venture Partners;

 - drs. Kees Storm (64), former CEO of insurance company Aegon.

The three interviewees were selected using purposive sampling, a non-probability 
sample strategy. With this method, the sample should consist of current and fformer 
CEOs of a large organization, a ‘super organization’ in the terminology of Jaques’ time-
span approach (Jaques & Clement, 1991), in the strategic domain (Popper & Gluskinos, 
1993); see § 2.7.3. The sample should also consist of at least one CEO who had made 
several interorganizational upward career transitions and at least one CEO who had 
climbed the corporate ladder mainly within –the same company. The three CEOs were 
recommended by one of the PhD supervisors. 

Procedure:
The researcher invited the three chief executive officers (CEOs) to participate in the study 
by e-mail. All of them agreed to participate in the study. Meetings were then arranged 
with each of them and the questionnaire was sent to them in advance by e-mail. It was 
agreed that the interview would last between 1 and 1½ hours. The interviews took place 
between October 2006 and November 2006. During the semi-structured interviews, the 
researcher took notes of the CEOs’ answers and comments. The interviews were digitally 
recorded with the experts’ permission and transcribed by the researcher. The transcripts 
were submitted to the interviewees for their approval. All three CEOs gave their consent 
for the use of the transcripts for the purposes of this study. Because the interviews were 
conducted in Dutch, the quotes used in this thesis were translated by the researcher and 
were also submitted to the CEOs for approval.

Instrument:
The questionnaire contained the same items as those used in the first pilot study (see § 
4.2 and Appendix F).
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4.3.3. Results

Question 1:
What are the consequences for top managers as they climb the organizational ladder?

According to the CEOs, vertical career progression has several consequences, which 
are discussed below.

Shock for both the manager and his/her environment
Although the literature on career transitions devotes attention to the extent to which 
reality shocks occur (e.g., Louis, 1980b and Nicholson & West, 1988b), this symptom is 
regarded as part of the transition process being made by the ‘transitioner’ or ‘newcomer’. 
In fact, according to Verwaayen, it is not only transitioners who are confronted with 
shocks: “Every transition can be regarded as a shock wave for both a person and his 
environment. So, not only the person gets a promotion, the team gets a new ‘boss’. This 
is as bad for the team as for the new boss himself. Therefore, getting the team to work is 
much more important than the speed at which the manager has the knowledge himself. 
And the lower in the organization, the more the knowledge aspect plays a role, but the 
team should always prevail”.   

Verwaayen’s transition from KPN in the Netherlands to Lucent Technologies in the 
United States is a good example of a reality shock: “Look, I arrived at New York Airport 
and was carrying my suitcase while my family was still in Holland and I thought: ‘I don’t 
know anybody here in this large country, absolutely nobody. In Holland, I was a captain of 
industry, and now I am Mr. absolutely nobody. Fantastic!’ I will go to the office tomorrow 
morning. I hadn’t even seen the office before. Well, I entered the office, I stumbled upon 
Carly Fiorina. She said: ‘who the heck are you that you think that you are my boss?’ Good 
morning to you too! Nice!”.

Looking beyond the horizon to get things done
Bouw emphasizes the need to ‘look beyond the time horizon’ when ascending in the 
hierarchy. According to Bouw, “the higher you climb the organizational ladder, the wider 
and further your horizon should be. (…) I never worked on the development of career, I 
was always fascinated by new things. I was attracted to the complexity of problems and 
the will to find solutions together, a people manager I would say. Over time, I experienced 
that the best way to add value is through looking beyond the horizon, knowing the context 
in which the work is to be done, being aware of the current changes”.

Making exceptions
Bouw: “When moving to a higher level in the organizational hierarchy, the importance of 
making exceptions increases. That is an important leadership skill. And, of course, having 
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the guts to take responsibility for it. So, the higher your position in the hierarchy, the more 
room to move, at least that is what people expect from you”.

Bouw also discussed the relative importance of the organizational hierarchy: “A hierarchy 
consists of certain formal arrangements, but does not exist to really get things done. Getting 
things done is the result of expert power and not the result of hierarchic power”.

Increasing complexity of problems
Like Jaques (1989, 1990; see § 2.7), Bouw points out that the level of complexity of 
managerial problems increases as one climbs the organizational ladder. Bouw: “The 
higher your position in the hierarchy, the more complex the problems are. (…) This 
increasing complexity is related to the number of factors that you have to take into account, 
both externally and internally. Of course the influence of external factors increases. As an 
executive president, you are much more sensitive to the financial markets than a manager 
that is responsible for the cargo. Climbing the organizational ladder results in much more 
factors that become variable, that is what we call complexity. (…) And that is the primary 
goal of a leader in a large organization: enabling people to achieve their objectives and to 
do their work better, despite the complexity”.

Question 2:
Which factors increase the chance of making a critical career transition successfully?

Like what you are doing and be prepared to learn
Verwaayen: “Objectively seen, my transition from Lucent Technologies to British Telecom 
turned out to be the biggest transition in my career. From the position of executive vice-
president of a company with 1,500 men to the position of CEO of an organization, a public 
company with 40,000 to 45,000 people. Of course, that was my largest step. But I didn’t 
experience it like that at all. This is what I like, so it also has to do with the things you 
like”. In addition, Verwaayen mentioned having fun in the new position, “in the sense of 
having fun and taking yourself not that seriously”.

Storm: “The transition from financial director to general manager was an exciting one. 
Being general manager implied standing in front of the troops. But because I really liked 
that, it was going very well. (…) Being prepared to learn, that is very important”.

Personality
Verwaayen: “For making a successful transition, your personality is the most important 
factor. And your communication skills and self-confidence. (…) Furthermore you need a 
certain degree of maturity and some sense of perspective to see things in their proper context”.
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Storm: “The most important factor, the defining factor, for your career is your personality. 
The personality structure, the personality you are, is more important than your study and 
your c.v., although these are not unimportant”. 

(Self-)assessment and listening to others
Storm: “I think that a manager who aspires to a new job has to make the transition on the 
basis of the fact that he thinks he will succeed. Therefore, an in-depth (self-)assessment and 
your friends can contribute to this. It is the responsibility of the organization to be aware of 
the belief that a person meets the requirements of the new job. So, it is a joint responsibility 
of the organization and the manager. Several times during my career I appointed persons 
who were capable in my perception. Eventually, these people turned out to be unsuitable 
for the job. In that case, you made a mistake together. (…) Why do career transitions go 
wrong? That is when people do not listen carefully to themselves. Being rushed by the wife 
who has the wrong impression of her husband. They keep nagging their partner to climb 
the corporate ladder and to do better, while this often leads to their unhappiness”.

Gaining former experiences: creating a ‘platform’
According to Storm, gaining various experiences is an important career success factor 
for managers, a so-called platform for career transitions in the (near) future. “My most 
important remark is: create your platform for coming transitions from which you can 
jump. I think it is important to be fit. You need to be in an optimistic mood and take the 
opportunities as they come. These experiences don’t have to be restricted to work experiences 
− experience can be gained outside the work situation. Without being aware of it, former 
experiences can contribute greatly to the success in future jobs”.

Being self-confi dent, fl exible and optimistic
Bouw emphasized the importance of being self-confident, flexible and optimistic during 
critical career transitions. About his transition to the new role of president of the Board 
of Management of KLM Royal Dutch Airlines, Bouw said: “I was available and I was 
self-confident. When the Board [of Directors, GM] asks you for a specific job, you have to 
be very strong to say no. I never wondered whether a job was ‘good for my career’ or not. 
That never played a role. (…) Being flexible and optimistic, and putting the company first 
are important success factors”.

Standing for your people
Storm: “When you think that you are a great leader being able to stand in front of the troops, 
but if the troops don’t think so, then it becomes difficult. That is important for this study: 
that other people think that you are capable as well. (…) To make a successful transition, 
you should know for sure that you are able to do it”.



Chapter 4

156

Although there is a strong temptation for managers to focus on themselves, Bouw says 
that ‘managers in transition’ should be “standing for your people, doing what is good for 
them, aligning this to the organizational goals, and taking responsibility for that. (...) And 
in addition, knowing what you are talking about, being well-informed, being able to look 
beyond the horizon, and translating what you see there into manageable ‘pictures’; for 
many people highly visionary things are completely unusable. (…) And the better you do 
this, the less you have to do yourself, that is easy, isn’t it?”.

Focus on your visible contribution to the company
Bouw: “The success of a transition starts with achieving the results of the own organizational 
unit. Do the results meet the expectations which are set by the higher management? (…) So 
it is a matter of asking yourself: What do I contribute to the company? (…) So, not a single 
organization, not a single department, no single activity is a goal in itself. It is always part 
of a larger whole. It is about how to optimize or maximize the contribution to the larger 
whole and how to make it visible to others. A manager has to serve a useful purpose, a 
department has to serve a useful purpose (…) So, the effectiveness of a career transition is 
determined by the environment”.

4.3.4. Conclusions from pilot study 2

On the basis of the interviews with Pieter Bouw, Ben Verwaayen en Kees Storm, current 
and former CEOs of different multinationals, the following empirical rules have been 
formulated. According to these ‘empirical experts’, the chance of making a successful 
critical career transition increases if managers: 

 - are prepared to learn during the transition period and like what they are doing;
 - have the right personality;
 - are willing to listen to others with respect to their own competences and career 

opportunities; 
 - are self-confident, flexible and optimistic;
 - are aware of former experiences that could contribute to success in future jobs;
 - have a high level of maturity;
 - have well-developed communication skills;
 - are willing and able to stand up for their people (subordinates);
 - are focussed on their visible contribution to the organization

Moreover, making a vertical step in a managerial career implies a shock for both the 
manager and his or her environment, the need to look beyond the (time) horizon to 
get things done, the increasing importance of making exceptions and the increasing 
complexity of problems.
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4.4. Pilot study 3: Top managers of for-profi t organizations

4.4.1. Objectives and research questions

The main objectives of the third pilot study were (1) to identify the criteria for determining 
– in fact, measuring − the success of a critical career transition; (2) to determine the 
length of transition periods and the moment of completion of the transition process , 
and (3) to identify (effective) management development activities during critical career 
transitions. Four top managers in different Dutch for-profit organizations were asked 
to talk about the most recent critical interorganizational transition in their managerial 
careers. This third pilot study tried to answer the following research questions:

 - Which criteria can be used to measure the success of critical transitions in 
managerial careers?

 - How long does it take managers to make a critical transition and when is the career 
transition process completed?

 - What forms of support are effective during critical career transitions?

4.4.2. Method

Sample:
The four top managers were selected using purposive sampling, a non-probability sample 
strategy. The sample criteria were: (1) a recent interorganizational transition (at least 
three months ago and not more than three years ago), (2) an upward move, (3) reaching 
the level of the (top) management team (4) within a (Dutch) for-profit organization.

The sample consisted of top managers who are responsible for a large or medium-sized 
organization − stratum VIII in the terminology of Jaques’ time span approach (Jaques 
& Clement, 1991) − in the strategic domain (Popper & Gluskinos, 1993); see § 2.7.3. 
The four managers who were interviewed (the ages, positions/job titles and the names 
of the organizations are those the time of the interviews) are:

 - Johan Russchen (42), general counsel and member of the executive committee at 
Avebe; previous position: general counsel at Electrabel; made his last job transition 
one year before the interview was conducted.

 - Ing. Jos van den Berg (44), general manager at Repair Care Systems; previous 
position: commercial manager at Auping; made his last transition one year before 
the interview was conducted.

 - Drs. Erik Valks (41), managing director at Intersafe Groeneveld; previous position: 
director of Stöpler Instrumenten & Apparaten B.V.; made his last transition two-
and-a-half years before the interview was conducted.
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 - Karel Hoogenboom (42), managing director of the Dutch subsidiary of Böwe Systec; 
previous position: country operations manager at Xerox; made his last transition 
four-and-a-half months before the interview was conducted.

Procedure:
The researcher invited the four top managers to participate in the study by e-mail. All 
of them agreed to participate in the study. Meetings were then arranged with each of 
them and the questionnaire was sent to them in advance by e-mail. It was agreed that the 
interview would last between 1 and 1½ hours. The interviews took place in June 2007. 
During the semi-structured interviews, the researcher took notes of the manager’s answers 
and comments. The interviews were digitally recorded with the interviewees’ consent 
and transcribed by the researcher. The transcripts were submitted to the interviewees 
for their approval. All three CEOs gave their consent for the use of the transcripts for 
the purposes of this study. Because the interviews were conducted in Dutch, the quotes 
used in this thesis were translated by the researcher and submitted for approval to the 
four managers.

Instrument:
A questionnaire was drawn up for the interviews (see Appendix G), consisting of a brief 
introduction and the questions for the interview. The questionnaire was written after 
the first two pilot studies had been conducted.

4.4.3. Results

Question 1:
What criteria can be used to measure the success of critical transitions in managerial careers?

Eff ectiveness of your own performance
According Russchen, one of the indicators of a successful critical career transition is the 
effectiveness of the manager’s performance: “For me it is important that your initiatives 
your advice are followed. What is done with your ideas and actions? Your contribution 
may comprise simple results like moving the discussion in the management team in the 
desired direction. Doing the right things that lead to some form of action”.

Job satisfaction
According to Russchen, having fun in the new managerial job is an important indicator 
of the success of the career transition: “Job satisfaction is an important criterion. Maybe, 
having fun in your work is more important than your results since going to work reluctantly 
leads to poor performance”.
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Trust
Van den Berg: “The most important indicator is trust. Trust − top-down − of the manage-
ment and − bottom-up − of the employees. (…) Making a career transition without the 
trust of the management and the employees would be doomed to failure”.

Being ‘in control’: ‘grip on the company’ 
Van den Berg: “Grip on the company means a [healthy, GM] financial structure, having 
your personnel in the right place and having a fairly clear vision for the future of the 
organization. (…) Managers should know that they have a grip on the company through 
management reports and the feedback from the employees and from the market”.

Turnover and quality maintenance
Van den Berg: “Although mentioned last, the majority shareholder-directors specified tough 
conditions in terms of turnover and quality maintenance during my transition period. In 
fact, turnover and margin are what it is about”.

Acceptance
Valks: “For me full acceptance is an indicator of the success of a critical transition. (…) 
In my view, acceptance is closely connected to inspiring and fascinating. That people feel 
challenged at work, feel part of a winning team, the feeling that we are working together. 
Then you create momentum within the organization”. 

Customer and employee satisfaction
Hoogenboom: “There are several indicators of transition success, such as employee satisfac-
tion and customer satisfaction, and financial results such as the turnover and the profit of 
the organization. I think all these indicators have an impact. (…) Although as an entre-
preneur you should focus on the financial results of the organization, but I am not saying 
that the other indicators are unimportant (…) because properly motivated employees do 
contribute to better financial results. I think that the turnover is at the top of the list, then 
profit, employee satisfaction and, finally, customer satisfaction”.

Question 2:
How long does it take managers to make a critical transition and when is the career 
transition process complete?

Russchen: approximately 12 months, still in transition
Russchen: “A year has passed since I became general counsel at Avebe. (…) I do not 
consider the transition period to be finished yet. (…) Being part of a team that has final 
responsibility combined with considerable risks is a critical step. (…) During my transition 
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I was the centre of attention. (…) Now and then I note that I lack some knowledge about 
the company or about how things are arranged. I don’t think it will take me much longer 
to complete the transition period. During the job transition period I learned a lot, if only 
because this is a very different business. Before my job transition, I knew nothing about 
commodities and that kind of thing. The role of spokesperson was new too”.

Van den Berg: approximately 6 months, transition period fi nished
Van den Berg: “How long did it take me to make my last job transition? Not that long. That 
was partly the result of the support I received. I got all the information that I needed. Thanks 
to the two majority shareholder-directors I had a complete picture of the organization 
before I started in my new job. This helped to accelerate my transition. The transition 
period lasted about half a year”.

Valks: approximately 18 months, transition period fi nished
Valks: “My last job transition took me (…) a year and a half. That is a bit instinctive, but 
from that moment on you are the figurehead of your organization and it is obvious that you 
are responsible for making important decisions. (…) It is also the moment when you have 
full knowledge of the market and the [strategic, GM] position of your operating companies, 
for example. It’s not to say that I did not add value to the organization until then, quite the 
contrary. But it takes that long to develop your own vision and for it to become clear that 
your vision is having a positive effect. (...) The length of the transition period is directly 
linked to the type of career transition. (…) In my current position I am fully responsible and 
‘a large tree attracts the wind’. As managing director, you are extremely visible. In my view, 
the transition period ends when you are completely accepted not only by the Supervisory 
Board, but also by the [employees of the, GM] organization. Making plans takes only two 
or three months, but that is not the same as being accepted”.

Hoogenboom: approximately 12 months, still in transition
Hoogenboom: “The length of the transition period depends on the level of the new job. 
In the case of a less responsible position in which you able to learn your tasks in less than 
a week, 90 days will do. In my view, the complexity and the responsibilities are critical to 
the time span of the transition. (…) I think that the time that is needed to determine the 
success of the transition is directly related to the complexity of the job and the level of your 
responsibilities. (…) I expect to be in full swing within one year”.

Question 3:
Which forms of support are effective during critical career transitions?

Work based social support or organizational support:
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Coaching
Russchen: “At this managerial level a coach might be effective; sparring with a coach about 
business policy, professional issues, and the stage of the job transition you are in. (…) I am 
convinced that coaching increases the chance of a successful career transition at this level. 
(…) In my case, a course would have been the most effective form of support”.

Valks: “What you actually need during this transition is an internal coach. Someone on 
the inside of the organization. The difficult part is, of course, that this kind of person will 
have more power within the organization”.

Management courses
When it comes to management education and training at the top management level, 
the interviewed managers are circumspect. In their view, management courses are 
particularly appropriate for lower and middle managers. Russchen: “Someone without any 
managerial experience who gets his first managerial job might benefit from a management 
course or training”. 

Van den Berg: “At this level a custom-made management course can be of some value”.

Information about the organization and the new position
Information about the organization, e.g. its vision and mission, the strategy, the 
organizational structure, the organizational culture and the employees, and about 
the job itself, helps managers to make a better start in the new management position. 
According to Van den Berg, his transition period has been shortened as a result of this 
detailed information. Van den Berg: “Before the job change I was very well informed. I 
spoke to several employees in advance and also visited a trade show in England where I 
met a few English colleagues”.

Members of the Supervisory Board
Valks emphasizes that there are several stages in the job transition process. According 
to him, each stage calls for a particular form of support: “During the transition, support 
from the Supervisory Board is absolutely essential. After the transition, their support could 
undermine your credibility. In the latter case, they are still behind the wheel, while you 
should take over the control”.

Peer and network support
According to the interviewees, peer support is the most valuable form of support at the 
level of managers with ultimate responsibility. Van den Berg: “In retrospect, peers − people 
in the same work role − like other entrepreneurs, managers, and managing-directors would 
have been a useful form of support”.
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Sharing ideas, experiences, knowledge and ‘best practices’ with peers from inside and 
outside the organization is regarded as highly educational and interesting. Hoogenboom: 
“Meeting peers outside my own organization is valuable, people who are on the same 
managerial level and talk openly and honestly. (…) What I missed during the transition 
period was the interaction with other general managers within Böwe Systec abroad. That 
is not to say that support is always desirable, but sometimes it is useful to share experiences 
at this managerial level, as I do with friends. (…) Learning together might be valuable”.

Immediate superior
Hoogenboom states that he did not receive formal organizational support during his last 
career transition. “But that is not surprising”, says Hoogenboom, who goes on: “When 
taking the role of general manager, they say ‘it is lonely at the top’. Then you are all on 
your own”. In his view, at the strategic level of organizations, managers bring their wide 
experience to the work and should not be ‘pampered’ anymore: “On the one hand, I can 
consult my immediate superior in Sweden. On the other hand, as a general manager you 
should be sufficiently mature to occupy this position anyway. If you need a pat on the back 
every day, then I believe that you are not the right person for the job”.

Non-work based support or personal social support:

Support from your family
Russchen: “Without the unconditional support of your family, a job transition will become 
very difficult. I think that family problems stand in the way of a successful transition process, 
particularly in the first year after the job change. (…) If you have battles to fight at home 
as well, it is really tiring”.

Hoogenboom: “It is important to be able to express your feelings in this job, but in fact 
that’s important in every kind of job. Of course, expressing your feelings is possible, to some 
extent, within the organization, but on the other hand, you have the final responsibility. 
That means you can’t share everything with your colleagues. These are the issues that you 
give vent to at home”.

Support from friends
Van den Berg: “I have two friends with similar jobs. They are both general managers, 
one in a two-member management board, and the other with final responsibility for a big 
company. That is enormous support in tackling difficult and complex problems”. 



163

Results of pilot studies

4.4.4. Conclusions from pilot study 3

The third pilot study sought to answer three research questions:

1. What criteria can be used to measure the success of critical transitions in managerial 
careers?

2. How long does it take managers to make a critical transition and when is the career 
transition process complete?

3. Which forms of support are effective during critical career transitions?

According to the four top managers, there are several criteria that can be used to measure 
the success of critical career transitions in managerial careers. Table 4.3 summarizes 
the results, including the number of managers that mentioned each specific criterion.

Table 4.3: Criteria for measuring the success of critical transitions in managerial careers. N = number 
of managers that mentioned the specific criterion

Criteria for the success of critical career transitions: the level of… N

- employee job satisfaction

- perceived top-down and bottom-up trust and acceptance

- turnover and profit margin

- personal job satisfaction

- customer satisfaction

- quality maintenance

- being in control

2

2

2

1

1

1

1

The average length of the transition period of the four top managers was approximately 
nine months; two managers (Valks and Van den Berg) estimated the transition period to 
be about six months, the other two managers (Russchen and Hoogenboom) estimated 
their transition periods to be about 12 months. The length of the transition period 
seems to be directly linked to the type of career transition: the higher the managerial 
level, the longer it takes to complete the transition period. In addition, assuming final 
responsibility seems to lead to a significantly longer transition period. At the level of 
top managers, the interviewees mentioned the following forms of support as being 
effective forms of (work based (or organizational support) and non-work based support 
(or personal social support):

Work based support:

 - Coaching;
 - Management courses;
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 - Information about the organization and the new position; 
 - Persons at higher levels, including executive and non-executive directors (members 

of the Supervisory Board);
 - Peer and network support;
 - Immediate superior.

Non-work based support:

 - Support from the manager’s family;
 - Support from the manager’s friends.

4.5. Pilot study 4: Senior managers in civil service

4.5.1. Objectives and research questions

The main objectives of the fourth pilot study were (1) to determine more precisely 
the criteria for measuring the success of critical transitions in managerial careers; (2) 
to determine the length of transition periods on various managerial levels, and (3) to 
identify (effective) management development activities during critical career transitions. 
Nine top managers in various Dutch ministries were asked to talk about their last critical 
intradepartmental (within a ministry) or interdepartmental (between two ministries) 
transition. This final pilot study tried to answer the following research questions:

 - What criteria can be used to measure the success of critical transitions in managerial 
careers?

 - How long does it take managers to make a critical transition? 
 - Which forms of support are provided during critical career transitions?

4.5.2. Method

Sample:
The researcher selected a number of civil servants, in particular managers, in central 
government in the Netherlands were selected using purposive sampling, a non-
probability sample strategy, in close cooperation with the ABD Office (Bureau Algemene 
Bestuursdienst, BABD) in The Hague. The criteria for selecting the sample were:

 - At least four managers who had recently made an intradepartmental career 
transition (i.e., a transition within a Dutch ministry);

 - At least four managers who had recently made an interdepartmental career 
transition (i.e., a transition between two Dutch ministries);
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 - The intradepartmental and interdepartmental career transitions had taken place 
at least three months earlier and not more than three years earlier;

 - Upward moves at several managerial levels; and
 - divided proportionally among the salary scales used in the Dutch civil service for 

the positions concerned.

The final sample consisted of 10 public sector managers, four women and six men. The 
sample is presented in table 4.4.

Table 4.4: Number of respondents (managers in Dutch central government); intradepartmental 
= within one ministry (department), interdepartmental = between two ministries (departments)

Transition (by salary scale): Intradepartmental
transition

Interdepartmental
transition

14 to 15 1 (male) 1 (male)

15 to 16 1 (male) 1 (female)

16 to 17 1 (female) 1 (female)

17 to 18 1 (male) 1 (male)

17 to 19 1 (female) 0

18 to 19 1 (male) 0

In table 4.4 the critical career transitions are arranged according to salary scales: “The 
Dutch [Senior, GM] civil service uses a system of salary scales, which are determined by 
position. The level of the scale indicates the importance of the position and corresponds to 
a certain salary. The ABD [Senior Civil Service, GM] encompasses all officials who are 
integrated line managers at scale 15 and above, as well as a small number of managers 
below that level, who are expected to join the official target group in the near future. The 
most senior positions (secretaries-general, directors-general and inspectors-general) are in 
scale 19, the highest level” (Algemene Bestuursdienst, 2005, p. 6).

The Senior Civil Service presently comprises the 600 highest-ranked civil servants, in 
fact managers, in the Dutch central government (www.algemenebestuursdienst.nl). 
These managers are responsible for their own career and personal growth with support 
from MD professionals at the various ministries and the ABD Office (Bureau Algemene 
Bestuursdienst): “To this end, they organize seminars, conferences and master classes for 
senior officials. [In addition, GM], the office has organized the system of peer supervision 
which gives the members the opportunity to discuss work-related issues with their colleagues 
on an informal basis” (Algemene Bestuursdienst, 2005, p. 12).
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Procedures:
The researcher invited the ten managers to participate in the study by e-mail. Nine of 
the ten managers agreed to participate. Meetings were then arranged with each manager 
individually and the questionnaire was sent to them in advance by e-mail. It was agreed 
that the interview would last about 1 to 1½ hours. The interviews took place between 
October and December 2007.

During the semi-structured interviews, the researcher took notes of the manager’s answers 
and comments. The interviews were digitally recorded with the interviewees’ consent 
and transcribed by the researcher. The transcripts were submitted to the interviewees 
for their approval. All nine respondents gave their consent for the use of the transcripts 
for the purposes of this study. Because the interviews were conducted in Dutch, the 
quotes used in this thesis were translated by the researcher and were submitted to the 
respondents for their approval.

Instrument:
A questionnaire was drawn up for the interview (see Appendix H), consisting of a brief 
introduction and the questions for the interview in Dutch. The questionnaire was written 
after the first three pilot studies had been carried out.

4.5.3. Results

The results of the fourth pilot study are presented in table 4.5 (the transitions within one 
ministry) and table 4.6 (the transitions between two ministries).

4.5.4. Conclusions from pilot study 4

The fourth pilot study answered three research questions:

1. What criteria can be used to measure the success of critical transitions in managerial 
careers?

2. How long does it take managers to make a critical transition? 
3. Which forms of support are provided during critical career transitions?

According to the nine managers, several criteria can be used to measure the success 
of (critical) career transitions in managerial careers. Table 4.7 summarizes the results, 
including the number of managers that mentioned a specific criterion during the 
interviews.

The nine managers mentioned the following forms of support, including both work based 
(or organizational support) and non-work based support (or personal social support):
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Work based support:
 - ABD Candidates Program;
 - Direct supervisor;
 - Training period by the previous director;
 - External coach;
 - Internal coach;
 - Secretary and own employees;
 - Peer support.

Non-work based support:
 - Support from the manager’s family;
 - Support from the manager’s partner;
 - Support from the manager’s (study) friends.

Table 4.7: Criteria for measuring the success of critical transitions in managerial careers. N = number 
of managers that mentioned a specific criterion.

Criteria for the success of a transition: the level of… N

- employee job satisfaction

- personal job satisfaction

- minister’s satisfaction

- quality of product/services

- immediate supervisor’s satisfaction

- Secretary-General’s satisfaction 

- the manager’s added value

- quantity and quality of new legislation

- performance of the own organizational unit

- internal customer satisfaction

- quality of work-life balance

- speed of the development of new legislation

- persuading employees

- solving/preventing political problems

- influencing the organization’s environment

- effectiveness of the own performance

- personal energy

- Director-General’s satisfaction

- compliments or the number of compliments

4

4

3

2

2

2

1

1

1

1

1

1

1

1

1

1

1

1

1



171

Results of pilot studies

4.6. Summary1

As stated in section 2.4, up to now the success of career transitions has not been 
conceptualized or operationalized in the literature (see also Melker & Van der Sluis, 2007a 
and 2007b). If we use the conceptualization of the related term ‘career success’ (see § 
2.4.3), it is logical to determine the success of career transitions on the basis of objective 
or ‘hard’ criteria and ‘subjective or ‘soft’ criteria. The distinction between objective and 
subjective criteria refers to theoretical distinction made by Hughes (1937, 1958) between 
the objective and the subjective career (see § 2.4.6).

During the interviews respondents made an additional distinction. The criteria they 
mentioned reflected two different perspectives: (1) the individual perspective and (2) 
the organizational or stakeholders’ perspective. Criteria from the individual perspective 
reflect the way managers evaluate the success of their own transitions and criteria from 
the organizational or stakeholders’ perspective reflect the way managers experience 
the evaluation of other (relevant) stakeholders, such as their immediate superiors, 
subordinates and customers. 

In figure 4.1, the two dimensions are combined into four categories (quadrants) of criteria 
for the measurement of success of (critical) career transitions. The four quadrants in 
figure 4.1 are discussed below.

1 Th is section is based on the paper ‘In case of a new management challenge… A closer look at critical 
career transitions in managerial careers’ by Melker & Van der Sluis (2007a).

Figure 4.1: Criteria for success of critical career transitions: four quadrants (Melker & Van der Sluis, 
2007a; 2007b).

Objective Subjective

Organizational perspective

Individual perspective

I III

II IV
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Quadrant 1: Objective criteria from the organizational point of view
These are the ‘hard’ criteria on the basis of which organizations might determine the 
success of the career transition, e.g., the turnover growth, the profit growth, the cost level 
and productivity of the part of the organization for which the manager is responsible. 
The quality level, the rate of staff turnover and the level of absence through illness are 
also mentioned as possible ‘hard’ criteria.

Watkin’s (2003) ‘break-even point’ is another example of a hard (economic) criterion 
that could fall into this quadrant, although it can be difficult to determine this point 
precisely in practice. By way of illustration, how can the value that is created be measured 
and how can organizations determine the consumed value during the months after the 
entry? Furthermore, the impact of other variables has to be taken in account, since the 
success of the transition is not the only variable that determines the (hard) economic 
organizational results.

Quadrant 2: Objective criteria from the individual point of view
This quadrant consists of objective criteria on the basis of which the manager can judge 
the success of his or her transition. Examples of these criteria are the level of salary, the 
number of bonuses, and the frequency of absence due to illness during the transition 
period. Obviously, every individual manager consciously or unconsciously chooses 
his or her own objective criteria for determining the success or otherwise of the career 
transition. 

Quadrant 3: Subjective criteria from the organizational point of view
In the third quadrant, the focus is on the organization’s degree of satisfaction with the 
career transition. One of the factors is whether the manager comes from inside or outside 
the organization. For example, is the ‘newcomer’ able to familiarize him- or herself 
with the culture of the new organization? Is he or she able to give up old values and 
develop new mental maps with regard to the new role and the learning opportunities? 
To what extent is the manager accepted by the current management, employees and 
customers? Are they satisfied with the way the manager operates? Is he or she meeting 
their expectations? Does it click between the new manager and his or her employees?

Quadrant 4: Subjective criteria from the individual point of view
The fourth quadrant covers subjective or ‘soft’ criteria which are relevant from the 
individual’s point of view in judging the success of his or her own career transition. 
For example, to what extent have I mastered the new managerial job? Do I have the 
situation under control? Do I feel at ease in my new role? How much effort does it take 
to meet the new expectations? Is the new job really providing new challenges? Am I 
experiencing enough support and appreciation from my new colleagues? How does my 
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family experience the period of transition? To what extent am I able to combine my new 
job with other (social) duties? To what extent does my leisure time suffer under the new 
responsibilities? Do I enjoy my new job? How much time did I need (or do I still need) 
to be valuable to the organization?

Table 4.8 combines the four quadrants in figure 4.1 and the criteria that were mentioned 
during pilot studies 3 and 4. Table 4.8 was used to develop the two five-point Likert scales 
that are used for measuring the objective and the subjective success of career transitions. 
The two scales are discussed in more detail in section 6.4.3.

Table 4.8: Criteria of success combined with the four quadrants

Objective or subjective

Perspective Objective Subjective

Organizational  - Quality of products and services
 - Quantity and quality of new 

legislation
 - Speed of the development of new 

legislation
 - Level of solving or preventing 

political problems
 - Performance of own organizational 

unit including turnover and profit 
margin

 - Supervisor’s satisfaction
 - Employee job satisfaction
 - Internal and external customer 

satisfaction
 - Minister’s satisfaction
 - Secretary-General’s satisfaction
 - Director-General’s satisfaction 

Trust and acceptance

Individual  - Own added value
 - Effectiveness of personal 

performance
 - The number of compliments

 - Personal job satisfaction
 - Quality of work-life balance
 - Level of persuading employees

To conclude, the main results of the four pilot studies have been used in this study to: 
(1) make a selection of developmental or management development activities; (2) assess 
potential criteria for measuring the success of critical career transitions; (3) add relevant 
new elements to the theoretical framework of objective and subjective criteria for career 
success (§ 2.4.3), types of non-work based support (§ 2.6.3.2), the MITRE model (§ 3.3), 
and the Leadership Pipeline model (§ 3.4). In addition, pilot studies 3 and 4 identified 
four categories of criteria for the measurement of the success of (critical) career transitions 
and combined them in a new matrix (figure 4.1). Chapter 5 builds on the results of the 
qualitative pilot studies that were discussed in this fourth chapter.
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5.1. Introduction
This chapter contains a discussion of the research model and the hypotheses on the basis 
of chapter 2 (the theoretical framework), chapter 3 (the practical insights) and chapter 
4 (the four pilot studies). The research model is described in section 5.2, and in section 
5.3 the underlying hypotheses are developed and discussed. The chapter concludes with 
a summary and a summing up of the hypotheses (§ 5.4).

5.2. Research model
The central relations in this thesis were depicted in figure 1.1 (see chapter 1). That figure, 
which in fact constituted the preliminary research model of this study, is based on the 
assumption that the success or effectiveness of critical career transitions is determined by 
the interaction of situational factors and personal factors; see also Chudzikowski, 2009 
and figure 2.3. That assumption is in accordance with several ‘traditional’ managerial 
performance models (Vinkenburg, 1997). By analogy with the ‘traditional’ managerial 
performance models, both situational and personal factors have been used to predict 
objective and subjective career success (see Jansen, 2006 and § 2.4.3). For example, Judge 
et al. (1995) included demographic, human capital, and motivational variables (personal 
factors) as well as several organizational variables (situational factors) in their research 
model. And the study by Lortie-Lussier & Rinfret (2005), which was based on the study 
by Judge et al. (1995), used socio-demographic factors, human capital, mentoring, and 
attitudes towards work as possible determinants of objective and subjective career success.

With regard to career transitions, Ashforth (2001) states that role learning − a specific 
type of managerial learning or managerial development (see § 2.6.3) − is paramount to 
an effective role entry. According to Ashforth, role learning is affected by both situational 
and personal factors. Role learning “consists of a specific set of changes along which role 
(re)making may occur” (Harnisch, 2010, p. 13; see § 2.6.3). In his view, role learning is 
facilitated by three sets of factors: role attributes (in fact, the characteristics of the career 
transition), sources of support, and differences between individuals. The characteristics 
of career transitions, or role attributes, and sources of support, are both situational factors 
and were discussed in section 2.6.3.1 and 2.6.3.2, respectively. Differences between 
individuals, or personal factors, were discussed in section 2.6.3.3. These sets of factors 
provide a useful framework for the conceptual model of this study.

Using the concept of the objective and the subjective career − and the underlying 
theoretical distinction between objective and subjective career success − to explain and 
predict the success of critical career transitions is an important but deliberate choice 
in this dissertation. There are two arguments for using existing studies in the field of 
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career success, despite the differences between careers and critical career transitions 
(see table 5.1).

Firstly, existing studies on career success are taken as the starting point in designing the 
conceptual model and defining the underlying relations and hypotheses. The conceptual 
model of objective and subjective success of critical career transitions used in this study 
is based on the conceptual models of career success by Judge et al. (1995) and Lortie-
Lussier & Rinfret (2005). As with Lortie-Lussier & Rinfret’s (2005) study of career success, 
various predictors of the success of critical career transitions were grouped into ‘blocks’, 
including socio-demographics, human capital, personality traits, characteristics of the 
transition and sources of support. With regard to the underlying relations, the literature 
on the direction of influence between objective and subjective career success was used 
in the conceptual model.

It is assumed that the predictors of objective and subjective career success are relevant 
predictors of the success of critical career transitions as well, since career transitions form 
important or critical periods or events in the course of (managerial) careers. Predictors 
of the success of a career as a whole might be good predictors of the success of transitions 
during a career. For example, adaptability appears to be an important determinant of 
both career success (e.g., Yanjun, Zhou, Ye, Jiang & Zhou, 2016) and the success of 
critical career transitions (e.g., Nicholson & West, 1988; Ashforth, 2001). In addition, 
“attributes are more or less stable across situations and over time” (Ashforth, 2001, p. 203) 
and are presumed to be relatively stable over time (Jansen, 1991; 1996, see § 2.2.3). It is 
therefore assumed that specific personal attributes or dimensions (see table 2.3) affect 
both the success of critical career transitions and the success of the career as a whole.

Table 5.1: Main differences between careers and critical career transitions

Career Critical career transition

Definition Sequence of related work experiences 
and activities, directed at personal 
and organizational goals, through 
which a person passes during his or 
her lifetime, that are partly under 
their personal control and partly 
under the control of others

Process in which a major change of 
formal work role requirements or 
work context (location, organization, 
organizational unit or department) 
takes place during an individual's 
professional career

Stages of phases Exploration, trial, establishment and 
maintenance

Preparation, encounter, adjustment, 
stabilization

Duration Work life 6 - 12 months

Consists of Succession of interrole and
intrarole transitions

Interrole transition
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Taking predictors of career success as good predictors of the outcome of critical career 
transitions means that (1) the predictors of career success are regarded as predictors of 
the success of career transitions and vice versa; (2) predictors of the success of career 
transitions in the early stages of a career are assumed to predict the success of transitions 
in the middle career and career maturity stages as well; and that (3) it is assumed that 
both objective and subjective career success are influenced by the sum of the (perceived) 
success of the career transitions during the career to date. In short, adding predictors 
that have been identified as variables affecting career success to the conceptual model 
could increase the suitability of the conceptual model in this dissertation.

Secondly, during the interviews conducted for the pilot studies (see chapter 4), respond-
ents mentioned both objective and subjective criteria for determining the success of their 
last critical career transition. Since the determinants of objective and subjective career 
success are different (Lortie-Lussier & Rinfret, 2005, see § 2.4.3), using this distinction 
when measure and predict the success of critical career transitions makes it possible to 
arrive at similar but more nuanced findings. In this study, objective and subjective criteria 
of success from two perspectives were combined − the individual and the organizational 
perspective − to distinguish four categories of criteria for measuring the success of criti-
cal career transitions (see figure 4.1).

Figure 5.1 presents the hypothesized model of the success of critical career transitions. 
Consistent with the conceptual model of Judge et al (1994), we assume that both personal 
and situational factors affect the success of critical career transitions.

5.3. Objective and subjective success of the transition
As already mentioned in section 2.4, neither the success or effectiveness of (critical) career 
transitions nor the related criteria of success have been conceptualized or operationalized 
in the literature up to now. In this study, the distinction between the objective and the 
subjective career on the one hand, and objective and subjective career success on the 
other, has been applied. If we use the conceptualization of the related term ‘career success’, 
the criteria for the success of critical career transitions are divided into two groups: (1) 
subjective or ‘soft’ criteria and (2) objective or ‘hard’ criteria (Melker & Van der Sluis, 
2007a and 2007b; see § 4.6).

Both groups of criteria derive from both a theoretical (chapter 2) and a practical point 
of view (chapter 3 and 4). In section 4.4 and 4.5, various subjective and objective criteria 
were elaborated. Subjective (‘soft’) criteria include, for example, the manager’s own job 
satisfaction, internal and external trust and acceptance, the quality of the work-life 
balance, the manager’s level of energy, and employee satisfaction.
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Possible objective (‘hard’) criteria include the degree to which the quality of the 
organization’s output is maintained, the financial results (e.g. net income, turnover, 
cash flow, profit margin, return on investment), the quantity of new legislation and the 
manager’s added value. This last criterion (the manager’s added value) is used by Watkins 
(2003) to determine the break-even point of the transition: in other words, the point at 
which the manager has contributed as much value to the new organization as he or she 
has consumed from it. According to Watkins (2003), during the first three months the 
manager is a net consumer of value. As he or she starts learning and taking action, the 
manager creates value for the organization (Watkins, 2003; see also § 3.2).

Arthur, Khapova & Wilderom (2005), p. 181) state that “the duality and interdependence 
of subjective and objective career success (…) offer a substantial theoretical platform 
for further research”. Arthur et al. (2005) selected 68 reviewed articles to assess the 
relationship between objective and subjective career success. They concluded that 25 
of the 68 articles (37%) consider a one-way influence of objective career success on 
subjective career success. In addition, “13 articles (or 19 per cent) consider the influence 

Figure 5.1: Conceptual model of objective and subjective success of critical career transitions.
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of subjective variables onto objective career success. (…) Twenty-two articles (32 per cent) 
acknowledge the two-way interdependence between subjective and objective career success”.

Several meta-analyses showed correlations between objective and subjective career success 
that were no higher than .30 (Dette, Abele & Renner, 2004; Abele & Spurk, 2009). Although 
there is a consensus that this positive relationship exists, the direction of influence between 
objective and subjective career success has been the subject of debate since the 1990s. 
This debate was briefly summarized by Abele & Spurk (2009), who said that it is ‘easily 
conceivable’ that objective career success affects the way people perceive or experience the 
success of their own careers (see also Boehm & Lyubomirsky, 2008 and Hall, 2002). They 
referred to Nicholson & De Waal-Andrews, who regard a person’s subjective evaluation 
of their own career success as a by-product of objective career success. Abele & Spurk 
discuss a second, and opposite direction of influence: the perceived career success might 
lead to a higher level of objective success by virtue of one’s perception of oneself as more 
self-confident. According to Abele & Spurk (2009, p. 805) “subjective success could make a 
person more self-confident, it could enhance his/her motivation and goal-striving, and these 
motivational effects could lead to more objective success over time”. However, Abele and 
Spurk observe that there is limited empirical evidence for this second direction of influence. 

Abele and Spurk also discuss a third perspective with regard to the direction of influence 
between objective and subjective career success, which is characterized by interdepend-
ence (see also Arthur, Khapova, & Wilderom, 2005; Hall, 2002; Hall & Chandler, 2005). 
From this perspective, objective and subjective career success affect one another. In other 
words, they are regarded as interdependent: “people experience objective reality, create 
understandings and evaluations about what constitutes career success, and then individually 
act on these understandings and evaluations. Based on their actions they attain certain 
outcomes, which lead to modified understandings and evaluations, respective behaviours 
follow, and so forth” (Abele & Spurk, 2009, p. 805). Text box 5.1 illustrates the three 
perspectives schematically.

Perspective 1:
Objective career success → Subjective career success

Perspective 2:
Subjective career success → Motivation and goal striving →  Objective career success

Perspective 3:
Objective career success ↔ Subjective career success

Text box 5.1: Three perspectives on the direction of influence between objective and subjective 
career success.
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Based on their longitudinal study involving 1,930 professionals who had graduated from 
a German university, Abele & Spurk (2009, p. 820) concluded that objective career success 
does influence the subjective evaluation of one’s career, “but only if the subjective success 
assessment is based on a comparative judgment”. The term ‘comparative judgment’ is a 
reference to Heslin’s (2005) conceptualization of subjective career success (see § 2.4.3) 
and was operationalized as a comparison with former graduates. Abele and Spurk (2009) 
further stress that:

 - the influence of objective career success on the subjective experience of career 
success should not be overestimated;

 - the influence of subjective career success on objective career success should not 
be underestimated;

 - subjective career success should not be regarded as a by-product of objective 
attainments;

 - subjective career success has a greater influence on objective career success than 
many other psychological predictors of career success;

 - subjective and objective career success are desirable for both organizations and 
individuals;

 - subjectively successful professionals become objectively more successful.

On the basis of the studies mentioned above, a positive relation between the objective 
and subjective success of transitions is to be expected; see, for example, Bray & Howard 
(1980), Harrell (1969) and Judge & Bretz (1994). Although the direction of influence 
between these variables is of secondary importance, in this study it is assumed that the 
level of objective success of the transition has a direct influence on the level of subjective 
success of the transition. This approach is consistent with Lortie-Lussier & Rinfret’s 
conceptual model of career success that was discussed in section 2.4.3 and summarized 
in figure 2.4. The first hypothesis of this study is therefore as follows:

Hypothesis 1:
The objective success of a critical career transition is positively related to the (perceived) 
subjective success of a critical career transition.

5.4. Personal factors

5.4.1. Socio-demographic factors

Socio-demographic factors include age, marital status and family circumstances (Lortie-
Lussier & Rinfret, 2005). In this study, gender is included as an additional independent 
variable. According to Pfeffer (1983), demographic factors can influence many behavioral 
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patterns and career outcomes, including promotions and salary attainment. Pfeffer 
(1983) therefore concludes that demographic variables should be taken into account 
when investigating the predictors of career success. In addition, “studying 228 salaried 
managers, Dalton [1951, GM] concluded that demographic variables are the most important 
contributor to career success. Demographics have also been found to be important in more 
recent studies. Gould and Penley [1984, GM] found that the demographic variables of age 
and education were significant in explaining the variance in salary progression. The R2 

obtained for age and education was 14.5 percent, making it the highest in their predictor set 
and supporting their hypothesis that an individual’s demographics can have a significant 
impact on career success” (Gattiker & Larwood, 1989, p. 77).

5.4.1.1. Gender
According to Nordholm & Westbrook (1982), gender roles appear to affect one’s capacity 
to manage and change throughout adult life (see also Kirchmeyer, 1998). In that context, 
Dubno (1985) states that male managers are supposed to possess more of the necessary 
traits (or ‘competencies’, see § 2.2.4) than females. According to Bem (1974), for example, 
male managers are generally more instrumental, more assertive and more individualistic, 
whereas female managers are, in general, more expressive and more empathetic. In 
addition, Powell & Butterfield (1989) conclude that masculinity is the socially-preferred 
attribute for managers.

Various studies have suggested that men are objectively more successful in their careers 
than women, e.g., Brett & Stroh, 1997, Eagly & Carli, 2007, Carlson & Swartz, 1988 and 
Lyness & Judiesch, 1999; see also De Wit, 2010. According to Baril, Elbert, Mahar-Potter 
& Reavy (1989), Motowidlo (1982) and Wong, Kettlewell & Sproule (1985), masculinity 
has been associated with career progression and satisfaction among managers of both 
sexes (see also Keys, 1985). “Traditionally, the behavior necessary to achieve success in 
organizations has been considered masculine. However, Bem’s interpretation (1974, 1975) 
of androgyny would suggest that career success should be a function of both masculinity 
and femininity. Androgynous individuals would have a broader range of potential behavior 
from which to select. For example, androgynous individuals could be both assertive and 
sensitive to the needs of others” (Keys, 1985, pp. 33-34). In addition, Baril, Elbert, Mahar-
Potter & Reavy (1989) only found a high degree of femininity to be associated with low 
effectiveness for female supervisors.

Poole, Langan-Fox & Omodei (1993) discuss several studies of objective and subjective 
career success (see also § 5.3), including the study by Keys (1985). In a study among 
87 male and female Certified Management Accountants (CMAs), Keys found that the 
female CMAs had lower salaries, less career experience and lower career expectations 
(e.g., the female CMAs anticipated reaching lower top positions than men and lower 
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expectations for their salary) than their male CMA colleagues (see also Judge et al. 
1995). Nevertheless, the female accountants rated themselves as equally successful as the 
male accountants. In other words, although the women were objectively less successful 
in their careers, their perceived (subjective) career success was equal to the subjective 
career success of the male CMAs. Keys (1985) concluded that “this could be attributed 
to how females evaluate their career success. That is, females may relate success to how 
difficult it is to achieve (i.e., the perceived effort), rather than to the level of the salary they 
obtain. The studies support the idea that for women, such objective criteria as job status and 
salary may not be adequate for describing women’s perceptions of career success” (Poole, 
Langan-Fox & Omodei, 1993, p. 42).

Keys’ (1985) findings are in line with the results of Greenberg & McCarty (1990), who 
found that several studies had shown that women have lower expectations regarding pay 
and promotions than men. “This suggests that female executives may be equally satisfied 
with a lesser level of objective outcomes (…) or, equivalently, more satisfied with an equal 
level of objective outcomes, compared to male executives”. (Judge et al., 1994, p. 12).

One of the explanations for the difference between the objective career success of males 
and females is that women might be less likely to be selected for career development 
programs and other organizational sponsorship (Kanter, 1977; Ng, Eby, Sorensen & 
Feldman, 2005). In other words: “discrimination is said to operate (…) based on employers 
expecting women, on average, to be less productive or to leave the firm sooner than men, 
and thus assigning individual women to lower-level positions than men” (Tharenou, 1997, 
p. 53, cited in Ng et al., 2005). Another possible explanation for the difference is that men 
and women in business are treated on the basis of stereotypes. For example, women are 
believed to attach more importance to their family and less importance to their career 
than men (Keys, 1985). 

By analogy to the studies on gender and career success summarized above, a similar 
difference with regard to critical career transitions between male and female managers 
is to be expected. The next two hypotheses are therefore as follows:

Hypothesis 2a:
Male managers are objectively more successful during a critical career transition than 
female managers.

Hypothesis 2b:
Female managers perceive themselves as equally successful in making a critical career 
transition as male managers.
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5.4.1.2. Age
As discussed at the beginning of this section, Gould and Penley (1984) found that age 
is one of the predictors of objective career success. According to Judge et al. (1994, p. 
6), “one of the most obvious and consistent findings regarding demographic influences is 
that age positively predicts objective [career, GM] success (…) presumably because extrinsic 
outcomes accrue over time”. More specifically, age is a predictor of salary, irrespective 
of gender (Lortie-Lussier & Rinfret, 2005). Furthermore, Chamber (1999) and Sturges 
(1999) found a positive relationship between age and subjective career success. In other 
words, managers are generally more satisfied with their career as they grow older, 
regardless of their gender (Lortie-Lussier & Rinfret, 2005).

Judge et al. (1994) suggest that both age and work experience may act as ‘frames of 
reference’ in evaluating career outcomes, e.g., one’s subjective or perceived career success. 
In that context, they give the example of older and experienced executives who might 
regard a $100,000 salary and four promotions as less satisfying than their younger and/
or less experienced colleagues. This example is consistent with the conclusions of Cox & 
Harquail (1991) and Cox & Nkomo (1991), who, unlike Chambers (1999) and Sturges 
(1999), found empirical evidence for a negative relationship between career satisfaction 
and age.

In addition to the findings of Cox & Harquail (1991) and Cox & Nkomo (1991), it is 
useful to refer to the so-called Peter Principle, named after Laurence J. Peter. The Peter 
Principle states that in a hierarchy every employee (including managers) tends to rise 
to his or her level of incompetence (Peter & Hull, 1969). In the context of age and the 
success of critical career transitions, the Peter Principle might imply that older managers 
have more chance of reaching their level of incompetence than younger managers. In 
that case, the relationship between age and objective and subjective success would be 
negative; see § 6.2.2.1.

Nevertheless, assuming that the relation between age and objective career success will also 
apply to the relation between age and the objective success of critical career transitions, 
this would mean that making a transition at a later age increases one’s chance of an 
objectively successful job move. This positive relation between age and the objective 
success of a critical career transition might be the result of a growing degree of maturity 
as people − managers in this particular case − get older and bring the benefits of greater 
life experience to their work. According to Ben Verwaayen, managers “need a certain 
degree of maturity and some sense of perspective to see things in their proper context” (see 
§ 4.3.3). On the basis of the studies by Gould and Penley (1984) and Judge et al. (1994), 
a positive relationship between age and the objective success of critical career transitions 
is to be expected.
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In addition, if the relationship between age and subjective career success also applies to 
the subjective success of critical career transitions − e.g., Chamber (1999) and Sturges 
(1999) − it would mean that older managers should perceive a critical career transition 
that is equally successful, objectively speaking, as less successful than younger managers. 
The next two hypotheses are therefore formulated as follows:

Hypothesis 3a:
The age of managers is positively related to the level of objective success of a critical 
career transition.

Hypothesis 3b:
The age of managers is negatively related to the level of subjective success of a critical 
career transition.

5.4.1.3. Marital status
The effect of marital status has been studied frequently in the literature on career 
success (e.g., Judge & Bretz, 1994; Pfeffer & Ross, 1982). According to Judge et al. (1994, 
p. 6), a “relatively consistent finding is that married individuals achieve higher levels of 
objective success than unmarried individuals”. Pfeffer & Ross (1982) conclude, on the one 
hand, that spouses often act as ‘resources’ for their partners (assisting with household 
responsibilities, offering emotional support, and for consultation on job-related matters) 
and that marriage could act as a signal to organizations, implying the existence of positive 
attributes in the individual, such as stability, responsibility, and maturity.

On the other, they state that having a spouse with a job outside the home diminishes the 
resources that can be devoted to the manager’s career and that “research has suggested 
that because hours devoted to dependent care and other household responsibilities represent 
time away from work, the time spent on such responsibilities negatively affects career success 
(Bielby & Bielby, 1988). Thus, time devoted to dependent responsibilities should negatively 
predict objective career success” (Judge et al., p. 6). Additionally, several studies (e.g., Judge 
et al., 1995, Lemire and Saba, 2002, Melamed, 1995, Saba & Lemire, 2002, Schneer & 
Reitman, 1995, and Tharenou, 1999) point out that having children and living as one of 
a couple has a favourable effect on the career success of men, particularly if the partner 
does not work. Moreover, having children − like being married − promotes stability in 
employment and professional commitment, regardless of gender (Stroh et al., 1996).

The level of stability in employment and of responsibility could also be used as a criterion 
for allocating sponsorship because organizations may view married individuals as more 
stable and responsible than singles (Pfeffer & Ross, 1982; Ng, Eby, Sorensen & Feldman, 
2005).
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According to Lortie-Lussier & Rinfret (2005), family responsibilities could be regarded 
as a barrier to a woman’s career progression, as noted by Gagnon and Létourneau (1997). 
“In fact, research findings in this area are not conclusive, because a number of women 
are single or childless (Melamed, 1995; Schneer and Reitman, 1995; Tharenou & Conroy, 
1994). While these women generally progress rapidly (Kelly and Marin, 1998), women with 
children may encounter career breaks to the detriment of their promotion (Chambers, 1999; 
Kirchmeyer, 1998)” (Lortie-Lussier & Rinfret, 2005, pp. 609-610).

The relationship between the family situation and subjective career success has also been 
studied frequently, but without producing consistent results (Lortie-Lussier & Rinfret, 
2005). In these studies the focus was on the stability of the family situation. Kirchmeyer 
(1998) and Kossek & Ozeki (1998) found a positive relation between the stability of the 
family situation and the subjective career success for both sexes. As stated in section 
4.2.3, a stable private and family life is important during career transitions. According to 
Chambers (1999), Duxbury & Higgins (2003) and Kossek & Ozeki, (1998), family and 
job responsibilities may conflict, in particular for women as a result of the social division 
of roles, without necessarily affecting their satisfaction (Lortie-Lussier & Rinfret, 2005).

During the interview with Marga Veenendaal, she referred to the role of private and 
family life during critical career transitions: “If a major career transition occurs while the 
private life of the person concerned is far from stable or while the partner does not stand 
behind him or her, then a person could feel very isolated. So a good home front is very 
important when making a critical career transition. The partner should stand behind you. 
It should be a joint adventure, or in the case of a family, a family adventure”. Assuming 
that being married and having children contributes to a more stable family situation, a 
positive relationship between being married and having children on the one hand, and 
subjective career success on the other is to be expected.

On the basis of these earlier studies on career success and the interview with Marga 
Veenendaal, the following hypotheses concerning critical career transitions are 
formulated for this study. Note that being married and living with a partner have the 
same status according to Dutch cultural norms.

Hypothesis 4a:
Managers who are married or living with a partner are objectively more successful during 
their critical career transition than managers who are single.

Hypothesis 4b:
Managers who are married or living with a partner are subjectively more successful 
during their critical career transition than managers who are single.
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Hypothesis 4c:
Managers with children are expected to be objectively more successful during their 
critical career transition than managers without children.

Hypothesis 4d:
Managers with children are expected to be subjectively more successful during their 
critical career transition than managers without children.

5.4.2. Human capital

Human capital refers to individuals’ educational, personal, and professional experience 
(Becker, 1964). The underlying human capital theory suggests that the labor market 
rewards investments individuals make in themselves, and that these investments should 
lead to a higher income (Becker, 1964). According to Gattiker & Larwood (1989), Jaskolka, 
Beyer & Trice (1985) and Judge et al. (1994), education and accumulated experience 
form the basis of the (objective) progress of a career. Several years later, Lortie-Lussier 
& Rinfret (2005) further found that human capital is the most important predictor of 
objective career success, salary and position level, regardless of gender. Therefore, the 
education level, the accumulated managerial experience and the readiness for change 
might also affect the objective success of critical career transitions.

5.4.2.1. Level of education
In the literature, level of education is regarded as a demographic characteristic that 
helps individuals in their career achievements (Gattiker & Larwood, 1989). Judge et 
al. (1994) state that level of education is the human capital attribute that has been the 
subject of the most research. For example, Gould & Penley (1984) found that education 
is positively related to career and salary progress in a corporate hierarchy (see also 
Gattiker & Larwood, 1989). According to Judge et al. (1994, p. 7) “research in the field of 
labor economics and career literature indicates that returns from educational attainment 
in terms of pay and promotions are significant (…) Thus, we predict a positive relationship 
between level of education and objective career success”. Their results obtained from a 
sample of almost 1,400 American executives suggested that educational level predicted 
financial success, one of the indicators of objective career success in this study. These 
results confirmed the previous findings of Jaskolka et al. (1985), Pfeffer & Ross (1982), 
Psacharopoulos (1985) and Whitely et al. (1991).

Lortie-Lussier & Rinfret refer to the studies by Judge et al. (1995) and Mani (1997), and 
conclude that there is a positive – but weak – relationship between human capital and 
subjective career success. “The perception of success by senior American civil servants, 
more positive than that of middle managers, suggests the indirect impact of human capital” 
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(op. cit., p. 610). Analogous to the frame of reference in evaluating career outcomes in 
the case of age and work experience (see § 5.4.1.2), Judge et al. (1994) extrapolated from 
Hulin’s (1991) job satisfaction model to formulate several hypothetical relationships, 
including the relationship between the level of education and subjective career success.

On the basis of the frame of reference, Judge et al. (1994) propose that the level of 
education will negatively predict career satisfaction when outcomes are held constant. 
This negative relationship is based on the assumption that a particular level of objective 
outcomes should be less satisfying as the level of education increases, because of the higher 
expectations that are associated with a higher educational level (Judge et al., 1994). On the 
basis of their survey, Judge et al. (1994) concluded that there was a negative correlation 
between the level of education (defined as the highest educational attainment) and 
career satisfaction, but it was not significant. On the other hand, there did appear to be a 
significant positive correlation between level of education and subjective career success. 
According to Judge et al. (1994), a possible explanation of this significant relationship 
might be that high-quality institutions could develop specific competencies (e.g., personal 
growth) that ‘extend beyond’ the competencies that predict objective career success.

Lang (1985) also found a negative relationship between the level of education of managers 
and their subjective career success. According to Lang (1985), well-educated managers 
were less likely to perceive themselves as having reached a high hierarchic position, 
because of their often extremely high expectations. On the basis of these previous studies 
on career success, the following hypotheses are formulated for this study on critical 
career transitions.

Hypothesis 5a:
The level of education is positively related to the level of objective success of a critical 
career transition.

Hypothesis 5b:
The level of education is negatively related to the level of subjective success of a critical 
career transition.

5.4.2.2. Managerial experience
As discussed in section 2.6.3.3, previous work experience provides so-called interpretive 
schemas for the perception and interpretation of new experiences during the most recent 
career transition (Ashforth, 2001). These interpretive schemas might be helpful in the 
event of new critical career transitions, although the results of empirical studies by Shaw 
et al. (1984), Zahrly & Tosi (1989) and Pinder & Schroeder (1987) are conflicting. Despite 
the lack of scientific evidence, previous work experience might affect the perceived 
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contrast between the previous role and the new role (see § 2.3.8). As Ashforth (2001) 
puts it, previous (managerial) work experience might have an effect on the subjective 
magnitude of a critical career transition. This results in the following hypothesis:

Hypothesis 6a:
The level of managerial work experience is negatively related to the subjective magnitude 
of a critical career transition.

As discussed in section 2.6.3.3, Ashforth (2001) states that previous work experience may 
have led to the development of meta-competencies or skills for sense-making, coping with 
change, and role innovation/role development. These competencies might help managers 
to manage change rather than extrapolating prior views of the world. The confrontation 
with mental maps or paradigms during career transitions was discussed in section 4.2.3.

According to Marga Veenendaal, “the higher the magnitude of the change, the stronger the 
confrontation with the personal mental map would be. Managers find out that their way 
of looking at the world, at the company and at the economy is not the only way”. Charan 
et al. (2001) also state that making a career transition − what they call a career passage, 
a pipeline turn or a critical career crossroads − requires a new way of managing and 
leading, including changing the ‘old’ work values (see § 3.4.1).

According to Kees Storm, former CEO of Aegon, gaining from earlier personal and 
professional experiences is an important success factor for managers in their careers. In 
his opinion, these experiences might contribute to the success of critical career transitions 
(see § 4.3.3). Storm’s view of career success is in line with both the human capital theory 
and the findings of Ashforth (2001), Marga Veenendaal, and Charan et al. (2001).

The effect of managerial experience on career has also been studied in the literature on 
career success. Lortie-Lussier & Rinfret (2005) found that ‘years in management’ is an 
important human capital predictor of objective career success. Additionally, Judge et 
al. (1994) mention several other studies suggesting that job tenure and total time in the 
one’s occupation are positively related to career attainment, including Cox & Harquail 
(1991), Gutteridge (1973), Jaskolka et al. (1985), Judge & Bretz (1994), Pfeffer & Ross 
(1982) and Whitely et al. (1991).

As discussed in section 5.4.1.2, both age and work experience could serve as ‘frames of 
reference’ in evaluating one’s subjective career success. A negative relationship between 
managerial work experience and subjective career success is to be expected.

On the basis of the earlier studies on career transitions and career success and the 
interviews with Kees Storm and Marga Veenendaal, the following hypotheses are 
formulated for this study on critical career transitions.
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Hypothesis 6b:
The level of managerial experience is positively related to the level of objective success 
of a critical career transition.

Hypothesis 6c:
The level of managerial experience is negatively related to the level of subjective success 
of a critical career transition.

5.4.2.3. Readiness for change
In the literature on career transitions, previous empirical studies have focused on how new-
comers proactively gather information and feedback to learn more about their new roles and 
organizational settings (Ashford, 1986; Ostroff & Kozlowski, 1989; Smith & Kozlowski, 1994). 
In particular, psychological readiness is regarded as a key concern in the preparation stage 
(Nicholson & West, 1989), see also § 2.3.6. Psychological readiness refers to the process of 
expectation and anticipation before change (Nicholson & West, 1988). In the first two pilot 
studies (as discussed in chapter 4), several other, more specific forms of ‘readiness’ as one 
climbs the organizational ladder were mentioned by the HR experts and CEOs, including:

 - possession of the skills needed to be successful in the new job, e.g., the ability to 
let things go (Appels) and to pay more attention to the business (Van Noordt);

 - being highly motivated (Gouwens and Van Noordt);
 - dealing with uncertainty (Cummings);
 - the ability to look beyond the time horizon (Bouw);
 - the ability to understand more complex problems (Bouw)
 - being prepared to learn (Storm); and 
 - being self-confident, flexible and optimistic (Bouw). 

Kees Storm further stressed “that other people think that you are capable as well. (…) To 
make a successful transition, you should know for sure that you are able to do it. (…) Why 
do career transitions go wrong? That is when people do not listen to themselves”. 

Evidently, ‘being ready’ to make a critical career change requires more than a process of 
expectation and anticipation before change. In the literature on organizational change, 
readiness for change is regarded as a multi-level construct that an individual, group, unit, 
department, or organizational level can possess to a greater or lesser extent (Weiner, 
2009). On the organizational level, the term ‘readiness for change’ or ‘organizational 
readiness’ refers to the extent to which employees perceive that their organization and its 
members are ready to take on large-scale change initiatives (Eby, Adams, Russell & Gaby, 
2000). Weiner (2009, p. 2) states that “this definition followed the ordinary language use of 
the term ‘readiness,’ which connotes a state of being both psychologically and behaviorally 
prepared to take action (i.e., willing and able)”.
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On the basis of the definition by Armenakis, Harris, & Mossholder (1993, p. 681), 
readiness for change at the individual level can be defined as the individual’s beliefs, 
attitudes, and intentions regarding the extent to which changes are needed and the 
individual’s capacity to successfully undertake those changes − an individual’s beliefs. 
In the specific case of individual managerial job changes, readiness for change refers 
to the extent to which managers are both psychologically and behaviorally prepared to 
make the (critical) career transition (willing and able).

As stated in section 2.6.3.3, (psychological) preparedness and willingness could make 
a positive contribution to a person’s proactive approach to (critical) career transitions 
and personal development (Ashforth, 2001). Since, proactivity is found to be positively 
correlated with both career success (Seibert et al., 1999) and better work performance 
(Thompson, 2005), readiness for change might predict the objective and subjective 
success of critical career transitions. In other words, feeling more competent, more 
confident and highly motivated at the start of the transition period might result in a 
positive transition cycle. The concepts of positive and negative transitions were discussed 
in section 2.4.5. According to Nicholson & West (1989), the content of experience during 
one phase will heavily influence the content of experience at subsequent stages. Therefore, 
the following hypotheses are formulated:

Hypothesis 7a:
The level of readiness for change is positively related to the level of objective success of 
a critical career transition.

Hypothesis 7b:
The level of readiness for change is positively related to the level of subjective success 
of a critical career transition.

5.4.3. Personality traits

5.4.3.1. Adaptability
According to Zhu (2013) and Kantor, Kram & Sala (2008), organizations need both 
leaders and members who are capable of becoming more adaptive: “In other words, 
adaptability will become a critical competency for successful leaders” (Zhu, 2013, p. 458). 
In the literature, various concepts, terms and models are used to describe the construct 
of adaptability (Almahamid, McAdams & Kalaldeh, 2010, see also Murphy & Jackson, 
1999). Almahamid et al. (2010) mention several related terms such as (role) flexibility, 
adaptive performance, adaptive workforce, adaptive capacity, and agility. Other term 
such as employees’ adaptability (e.g., Schmitt & Chan, 2006), career adaptability (e.g., 
Savickas, 1997), and individual adaptability (e.g., Ployhart & Bliese, 2006) are also to 
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be found. According to Burke, Pierce & Salas (2006), adaptability can be achieved on 
three levels: individual, team, and organization. A number of authors, including Ployhart 
& Bliese (2006) and Almahamid et al. (2010), consequently use the term ‘individual 
adaptability’ rather than ‘adaptability’ in reference to the level of their studies. In this 
study ‘adaptability’ also embraces ‘individual adaptability’.

According to Hamtiaux, Houssemand & Vrignaudhe (2013, p. 130) “the majority of 
researchers agree that adaptability is related to change and how people deal with it; that is to 
say, people’s adjustment to changing environments”. For example, Ployhart & Bliese (cited 
in Schmitt & Chan, 2006, p. 4 and in Almahamid et al., 2010, p. 333) define adaptability 
as “an individual’s ability, skill, disposition, willingness and/or motivation to change or fit 
different task, social and environmental features”. And according to Savickas (2005, p. 
51), career adaptability “involves adjusting to vocational development tasks, occupational 
transitions, and personal traumas by solving problems that are usually unfamiliar, often 
ill-defined, and always complex”. The definitions by Ployhart & Bliese and Savickas 
correspond with personal change or personal development, one of the two possible 
adjustment strategies during the third stage of the transition cycle (Nicholson, 1984, 
1986; Nicholson & West, 1988), see § 2.3.6.

Zhu et al. (2013, p. 458) define career adaptability as “the ability to work effectively 
within a variety of changing situations, and with various individuals or groups”, while 
according to Moyers & Coleman (2004, p. 73), career adaptability refers to “whether the 
worker possesses the behavioral repertoire to act, possesses the ability to modify existing 
behaviors, or has the ability to produce new behaviors needed for achieving success and 
relative mastery”. Career adaptability is a hierarchical construct that consists of four global 
dimensions of resources called adapt-abilities: (1) concern, (2) control, (3) curiosity, and 
(4) confidence (Maggiori, Johnston, Krings (2013); Massoudi & Rossier, 2013). According 
to Maggiori et al. (2013, p. 438) “concern consists of the ability to be aware of and to plan 
for a vocational future. Control reflects the perceived personal control over the vocational 
future and the belief about personal responsibility for constructing one’s career. Curiosity 
reflects the tendency to explore one’s environment, for example by exploring possible-selves 
and future scenarios. Finally, confidence is the self-confidence in one’s ability to face and 
to solve concrete vocational and career problems (for example by learning new skills)”.

Career adaptability is a function of the interaction among the worker’s personal 
characteristics, the work tasks, and the task environment (Moyers & Coleman, 2004; 
Almahamid et al, 2010). In the event of critical career transitions, and hence in the 
specific context of this study, these occupational challenges are comparable to Louis’ 
(1982) essential transition tasks (see § 2.3.7). As cited in section 2.3.7, “learning a new 
job is typically no small matter, and learning the ropes of a new ‘system’ with its players, 
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pecking order, norms, values, and symbols [the task environment, GM] is no less demanding 
or essential for effectiveness in the job. While assistance in learning basic job activities 
[work tasks, GM] is routinely offered through career development, similar assistance in 
accomplishing other transition tasks, in learning ‘the system’, is lacking. It is time to focus 
attention on these other transition tasks [‘occupational challenges’, GM] and, more broadly, 
on transition aspects of careers to help individuals and organizations better manage 
transitions” (Louis, 1982, p. 77). 

In the literature on career transitions (e.g., Rudolph, Lavignea & Zacher, 2017; Jiang, 2016; 
Nicholson & West, 1988; Ashforth, 2001; Nicholson, 1987), and during the interviews 
(Reitsma, Veenendaal, Gouwens and Bouw), adaptability, flexibility, personal change 
and adjustment are mentioned frequently as key factors for successful critical career 
transitions. Moreland & Levine (1982) also emphasize the need for adjustment. They state 
that career transitions require people to adjust to new roles and social relations. More 
specifically, transitions require an adjustment to the demands of the new job (in the case 
of intraorganizational and interorganizational transitions) and to the demands of the 
new organizational setting (in the case of interorganizational transitions). Additionally, 
Almahamid et al. (2010) found a significant positive relation between adaptability and 
job satisfaction, and Nicholson (1986), Nicholson & West (1988), and Blenkinsopp & 
Zdunczyk (2005) stress the significance of adjustment and the fine-tuning of adjustments 
during the transition cycle.

Recently, Zacher (2014) also found empirical evidence that career adaptability (see § 2.4.4) 
positively predicts subjective career satisfaction and self-rated career performance above 
and beyond the Big Five personality traits and core self-evaluations, and Tolentino (2004) 
found a positive relation between career adaptability and career optimism. Although 
career adaptability encompasses a longer time span (§ 2.4.4) than the duration of the 
transition cycle and is regarded as a predictor of subjective career success, adaptability 
might predict both the objective and subjective success of critical career transitions. 
Accordingly, the following two hypotheses are formulated:

Hypothesis 8a:
The level of adaptability is positively related to the level of objective success of a critical 
career transition.

Hypothesis 8b:
The level of adaptability is positively related to the level of subjective success of a critical 
career transition.
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5.4.3.2. Interpersonal sensitivity
Mumford et al. (2007), Jacobs & Jaques (1987) and Dai et al. (2011) all state that ‘moving 
from the bottom to the top’ requires increasing interpersonal and conceptual skills (see 
§ 2.9) and, as mentioned in section 2.4.3, Lortie-Lussier & Rinfret (2005) found that 
(self-rated) interpersonal skills are one of the predictors of objective career success for 
men and of subjective career success for both genders.

The literature on career transitions mentions several ‘essential transition tasks’ (Louis, 
1982, see § 2.3.7) or ‘areas’ that newcomers should focus on (Morrison, 1995, see § 
2.6.3). Five of the seven ‘areas’ referred to by Morrison are related to interpersonal skills, 
including: gathering and interpreting information about

 - role expectations;
 - other people and one’s relationships with them;
 - how one is evaluated;
 - the organization’s culture; and
 - the distribution and use of power within the organization.

Moreover, seven of Louis’ (1982) eight ‘essential transition tasks’ require interpersonal 
skills to a greater or to a lesser degree, including building an image or role identity, 
building relationships, constructing a current frame of reference, mapping the relevant 
players, locating oneself in task and social networks, learning the local language and 
decoding the special symbols, and assessing the general state of affairs in the unit.

During the first and second pilot studies (see § 4.2 and § 4.3), the relevance of interper-
sonal skills during critical career transitions was emphasized by several HR experts and 
CEOs. According to Reitsma, managers should see their organizations and their people 
completely differently during and after the transition process, and Appels states that 
“managers should hand over some responsibilities, develop coaching and communication 
skills and learn to deal with conflicts, to set goals, and to give sincere feedback”. Additionally, 
according to Verwaayen, “for making a successful transition, your personality is the most 
important factor. And your communication skills and self-confidence. (…) Furthermore, 
you need a certain degree of maturity and some sense of perspective to see things in their 
proper context”.

Gouwens, one of the HR experts, discussed the importance of political skills during 
critical career transitions. Gouwens: “making the transition from charge nurse to the role 
of member of the division management is a major step. As a charge nurse, cognitive skills 
or reasoning abstractly are difficult. Being a member of the division management requires 
the skill to translate the organizational strategy of the medical center into the divisional 
strategy. That can be quite difficult. (…) Another difficulty is the political aspect at the 
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divisional level. People with experience as –a management consultant, for example, are 
at an advantage compared with others. But success is not guaranteed”. In the literature, 
a political skill is defined as “the ability to effectively understand others at work and to 
use such knowledge to influence others to act in ways that enhance one’s personal and/or 
organizational objectives” (Todd, Harris, Harris & Wheeler, 2009, p. 279; see also Ferris, 
Treadway, Kolodinsky, Hochwarter, Kacmar, Douglas & Frink, 2005).

Todd et al. (2009) suggest that political skill is a conscious and intentional attempt to 
exercise interpersonal influence that results in positive career-related outcomes. Todd et 
al. (2009) studied the individual characteristic of political skill and its connection with five 
different career-related outcomes (total compensation, the number of promotions during 
the career, career satisfaction, life satisfaction, and perceived external job mobility). To 
measure the participants’ perceived levels of political skills, Todd et al. used an 18-item 
scale developed by Ferris et al. (2005) consisting of four dimensions, or subconstructs, 
of political skills: networking ability, interpersonal influence, social astuteness (i.e., social 
cleverness), and apparent sincerity. Todd et al. (2009) found a positive relation between 
political skill and four of the five objective and subjective career-related outcomes, 
including the number of promotions (objective), career and life satisfaction (both 
subjective), and perceived external job mobility (subjective).

The findings by Todd et al. (2009, p. 280) are in line with the results of Seibert et al. (1999, 
see also § 5.4.3.): “Seibert and colleagues demonstrated proactive personality, which has 
been shown to be related to political knowledge, to be an important antecedent of career 
success. That is, some individuals were better at advancing their careers actively by taking 
initiative to improve current circumstances. These ‘skills’ or enduring behaviors enable 
them to acquire information regarding organizational processes represented by formal and 
informal relationships”. Acquiring and interpreting information about other people and 
one’s relationships with them, the organization’s culture, and the distribution and use of 
power within the organization are also mentioned by Morrison (1995) as (‘interpersonal’) 
areas that ‘newcomers’ should focus on. 

The results of the pilot studies and the review of the literature on career success and 
career transitions suggest that interpersonal and political skills, accomplishing a number 
of essential transition tasks, and focusing on different areas of (interpersonal) skills could 
make a positive contribution to the success of critical career transitions. In other words, 
an awareness and understanding of the social context – in other words, the organizational 
context − during a critical career transition might be possible success factors.

In social psychology, perceiving others accurately and engaging in interpersonally 
appropriate behavior is known as ‘interpersonal sensitivity’ (Bernieri, 2001). Interpersonal 
sensitivity is a term that is commonly associated with nonverbal communication 
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(Andrzejewski, 2009). According to Hall, Andrzejewski & Yopchick (2009), interpersonal 
sensitivity is a broad construct that refers to “the ability to sense, perceive accurately, and 
respond appropriately to one’s personal, interpersonal, and social environment”. Carney & 
Harrigan (2003, p. 194) define interpersonal sensitivity (emotional and social) as “the 
ability to accurately assess others’ abilities, states, and traits from nonverbal cues”. According 
to Andrzejewski (2009, p. 15), interpersonal sensibility is generally considered to be a 
valuable trait or competency: “interpersonal sensitivity is a desirable skill to have as it is 
positively associated with many positive traits and outcomes while being inversely related 
to many negative psychosocial variables”.

Jansen (2006) studied the effect of interpersonal effectiveness, a related construct, on 
objective career success. According to Jansen (2006), interpersonal effectiveness (open-
ness to others, sensitivity, sociability) is primary correlated with speed of promotion (the 
time it takes managers to make a transition to a higher managerial level) in the middle 
and late career of managers. Jansen (2006) also found that the relevance of interpersonal 
effectiveness increases during the career. Although there have been only a few studies on 
interpersonal sensitivity and career success/career transitions, interpersonal sensitivity 
could possibly be a predictor of the objective and subjective success of critical career 
transitions. The following two hypotheses are therefore formulated:

Hypothesis 9a:
The level of interpersonal sensitivity is positively related to the level of objective success 
of a critical career transition.

Hypothesis 9b:
The level of interpersonal sensitivity is positively related to the level of subjective success 
of a critical career transition.

5.4.3.3. Ambition
As discussed in section 2.6.3.3, Ashforth (2001) suggests that a high level of achievement 
motivation, need for achievement (nAch) or ‘growth need strength’ (GNS) is positively 
correlated with role learning and with role innovation, since it is the result of a 
predisposition towards self-development. Consequently, role learning and role innovation 
might result in more successful critical career transitions. In the literature on career 
success, ambition is regarded as an important predictor of career success (Dikkers, 
Van Engen & Vinkenburg, 2010; Judge et al., 1994; Ng et al., 2005), “but there is almost 
no research on what ambition is, how it can be measured, and how it is related to career 
outcomes. This lack of interest from researchers may in part be explained by the negative 
connotations of the term ‘ambition’” (Dikkers et al., 2010, p. 565). In addition, Judge & 
Kammeyer-Mueller (2012, p. 758) state that “popular discourse does not always reflect 
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scientific understanding, and apparent dissensus is often clarified by rigorous inquiry. 
However, in the case of ambition, understanding of the concept remains elusive”.

According to Elchardus & Smits (2008, p. 248) “people are considered ambitious when 
they entertain plans and goals for their professional future, are intent on making promotion 
and on realizing a ‘nice career,’ and agree to describe themselves as ambitious”. Spenner & 
Featherman (1978, p. 374) define ambition as “an attitude or a complex of attitudes about 
self in relation to specific sets of objects in achievement situations”. In their view, ambition 
consists of three interdependent components: (a) the cognitive categories that individuals 
use in perceiving role residing and performance (i.e., status, financial reward, intelligent, 
competent, fulfilling), (b) the affective states that may be associated with role residing 
and performance (pride, shame, fear, anxiety), and (c) the behavioral intentions (going 
to school, entering the labor force, raising children) associated with attitude.

In Judge et al.’s conceptual model of career success (1994), (career) ambition is one 
of the ‘motivational variables’. Judge et al. (1994) found that ambitious managers are 
(objectively) more financially successful and get more promotions. Furthermore, they 
found a positive, but not very strong, relationship between ambition and job level. This 
suggests that higher-level managers are more highly motivated to reach higher hierarchic 
levels than lower-level managers, despite the fact that promotion opportunities may 
be more limited for higher-level executives. The findings of Judge et al. (1994) are in 
line with those of Nabi (1999), according to whom (progression) ambition and work 
centrality − the degree of importance that work has to an individual’s identity (Judge et 
al (1994) − are relevant predictors of both objective and subjective career success (see 
also Howard and Bray, 1990 and Jaskolka et al., 1985). 

Hogan & Holland (2003) and Jansen & Vinkenburg (2006) found a positive relationship 
between ambition and career success in management. According to Jansen & Vinkenburg 
(2006), ambition (1) contributes to salary growth and (2) is a constant predictor of 
objective career success. These findings are supported by Jansen (2006), according to 
whom ambition is primarily correlated with promotion speed in the mid-career phase 
of managers.

As cited in Nabi (1999), Judge et al. (1994, p. 11) state that progression ambition and work 
centrality tend to “influence the internal standards by which career success is judged. Thus, it is 
likely that these variables act as frames of reference in evaluating job and career outcomes”. This 
frame of reference was discussed in section 5.4.1.2 (age), 5.4.2.1 (level of education), and 
5.4.2.2 (managerial experience). Judge et al. (1994) did indeed find a negative relationship 
between ambition and the two indicators of subjective career success (career satisfaction 
and job satisfaction) in their study. Lortie-Lussier & Rinfret (2005) also concluded that 
ambition negatively predicts subjective career success for both genders (see § 2.4.3).
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This suggests that ambition (like age, level of education and managerial experience) is 
used as a frame of reference in evaluating career outcomes by executives. According to 
Judge et al. (1994) and Nabi (1999), the explanation for this is that ambitious employees, 
including executives, tend to have career aspirations that are unrealistically high and 
which result in a feeling of being less successful about their own career and career 
progression.

In contrast to Judge et al. (1994), Lortie-Lussier & Rinfret (2005), and Nabi (1999), 
Dikkers et al. (2010) found a positive relationship between ambition and subjective 
career success (i.e., career satisfaction) in their study of 212 Dutch working parents 
from different organizations. However, this contradictory finding is “fully mediated by 
the utilization of flexible work-home arrangements (…) and work hours (…). Apparently, 
ambitious parents work more hours per week (and use more flexible arrangements), 
and therefore have high job levels and career satisfaction”. Therefore, the following two 
hypotheses are formulated:

Hypothesis 10a:
The level of ambition is positively related to the level of objective success of a critical 
career transition.

Hypothesis 10b:
The level of ambition is negatively related to the level of subjective success of a critical 
career transition.

5.4.3.4. Conceptual skills
Jaques’ levels of work were discussed in detail in section 2.7. According to Jaques (1990), 
a jump in responsibility − in fact, an interrole critical career transition − can be regarded 
as a sudden change in the quality and quantity of managerial work. As managers move 
higher in the managerial hierarchy, problems become more complex and “so does the 
complexity of the mental work required to handle it. It is this suddenly increased level of 
necessary mental capacity, experience, knowledge, and mental stamina that allows managers 
to add value to the work of their subordinates. What they add is a new perspective, one 
that is broader, more experienced, and most important, one that extends further in time” 
(Jaques, 1990, p. 132).

In his interview (§ 4.3.3), Pieter Bouw (like Jaques (1980) pointed out that the level of 
complexity of managerial problems increases as one climbs the organizational ladder. 
Bouw: “The higher your position in the hierarchy, the more complex the problems are. (…) 
This increasing complexity is related to the number of factors that you have to take into 
account, both externally and internally”. Bouw also emphasized that there is a need to look 
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beyond the time horizon as you climb the hierarchy: “the higher you climb the organizational 
ladder, the wider and further your horizon should be. (…) Over time, I experienced that the 
best way to add value is by looking beyond the horizon, knowing the context in which the 
work is to be done, being aware of the current changes”. In addition, Reitsma also stresses 
the importance of being aware of the increasing complexity that comes with vertical 
progression: “Someone who takes a substantially new responsibility, should look completely 
differently to his organization, to the people who are working for him and are confronted 
with a new type of problems to be solved. If you are aware of this, then it means that there is 
a serious need to get used to the idea that someone must make such a big jump”.

By combining Jaques’ time-span approach (§ 2.7), Bouw’s view on vertical managerial 
career transitions, Keil & Cortina’s cusp model (§ 2.8), Mumford’s leadership skills 
strataplex (§ 2.9), Louis’ typology of career transitions (§ 2.3.4), and Brousseau’s linear 
career concept (§ 2.5.1), the progressive series of steps (the traditional career, § 2.3.1) 
can be regarded as climbing the corporate pyramid (i.e., hierarchy) by making qualitative 
jumps in managerial performance after an (interrole) critical career transition (the 
bifurcation or splitting point) to a higher managerial level associated with (1) a more 
complex mixture (set) of inconsistent tasks or roles and (2) a longer time span. 

Cognitive skills are fundamental management competencies that are required for a large 
portion of management activities (Mumford et al., 2007; see § 2.9) and, according to 
Moore & Rudd (2005), conceptual skills can be regarded as the “thinking skills” needed 
by managers: “conceptual skills are perhaps most important at top management levels 
where policy decisions, long-term planning, and broad scale actions are required (Hicks & 
Gullett, 1975; Katz, 1955)”. According to Northouse (2004, p. 38), conceptual skills refer to 
“the abilities to work with ideas and concepts”. and Yukl (1989, p. 191) defines conceptual 
skills as “general analytical ability, logical thinking, proficiency in concept formation and 
conceptualization of complex and ambiguous relationships, creativity in idea generation 
and problem solving, ability to analyze events and perceive trends, anticipate changes, and 
recognize opportunities and potential problems”. 

Ng et al. (2005) expected to find positive relationships between cognitive ability and 
objective and subjective career success. In the literature on career success (e.g., Dreher 
& Bretz, 1991), they found evidence that cognitive skills are positively related to skill and 
knowledge acquisition, and cognitive skills should therefore also be positively related to 
career success (Ng et al., 2005). In their meta-analysis, Ng et al. (2005) found a positive 
relationship between cognitive ability and the level of salary, a criterion of objective career 
success. Nevertheless, Ng et al. (2005, p. 388) “did not meta-analyze the relationships 
between cognitive ability and other career [objective and subjective, GM] success measures 
because of the lack of available studies”.
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In another meta-study, Judge, Colbert & Ilies (2004) found only a moderate correlation 
between intelligence and a number of objective and subjective measures for leadership 
effectiveness (perceived leadership emergence, perceived effectiveness, perceived group 
performance, perceived individual effectiveness, and objective effectiveness); see also 
Jansen (2006) and Hulin (1990). In addition, Jansen (2006) concluded that promotion 
speed is primary correlated with intelligence in the early career. On the basis of the 
previous studies on career transitions, career success, leadership skills, and catastrophe 
models, and the interviews with Pieter Bouw, the following hypotheses are formulated 
for this study on critical career transitions:

Hypothesis 11a:
The level of conceptual skills is positively related to the level of objective success of a 
critical career transition.

Hypothesis 11b:
The level of conceptual skills is positively related to the level of subjective success of a 
critical career transition.

5.5. Situational factors

5.5.1. Characteristics of the career transition

In section2.3.2 a critical career transition was defined as ‘the process in which a major 
change of formal work role requirements or work context (location, organization, 
organizational unit or department) takes place during an individual’s professional career’. 
In this context, the term ‘major’ can be interpreted objectively and subjectively (Melker 
& Van der Sluis, 2007). More specifically, as stated in section 2.3.8, the objective and 
subjective magnitude (or the degree of role contrast) of (critical) career transitions are 
based on two interrelated components: the extent of the objective newness and the extent 
of the subjective newness (Louis, 1980a, 1980b). This difference between the objective 
and subjective magnitude is an element of the conceptual model of this study (see figure 
5.1). The influence of these two forms of magnitude is discussed in section 5.5.1.2 and 
5.5.1.3, respectively, but first the (hypothesized) relationship between the objective and 
the subjective magnitude is described in section 5.5.1.1.

5.5.1.1. Th e objective and subjective magnitude of the transition
The relationship between the objective and subjective magnitude of career transitions 
was discussed in section 2.3.8. According to Louis (1980a, p. 331), “generally, it takes 
longer to make the transition to an entirely unfamiliar role or situation than to one that 
is somewhat familiar. Despite efforts by some transitioners to anticipate role differences, it 
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can be expected that in most cases, the greater the extent of objective newness, the greater 
the greater the extent of subjective newness”. Louis (1980a) did not test this assumption 
empirically, but four years later Latack did find empirical evidence; Latack (1984) found 
that objective and subjective measures correlate positively (see § 2.3.8). 

During the interview with HR expert Marga Veenendaal (see § 4.2.3), she mentioned 
the issue of the confrontation with the individual’s own mental maps during critical 
career transitions. In doing so, she touched on the relationship between the objective 
and subjective magnitude of transitions. Veenendaal: “The higher the magnitude of the 
change, the stronger the confrontation with the own mental map would be. Managers find 
out that their way of looking at the world, at the company and at the economy is not the 
only way”. Veenendaal further stated that critical career transitions require a person 
to master new competencies, revise previous insights and unlearn current managerial 
behavior. A positive relationship between the objective and the subjective magnitude 
of critical career transitions is to be expected. The following hypothesis has therefore 
been formulated:

Hypothesis 12a:
The objective and the (perceived) subjective magnitude of a critical career transition 
are positively related.

5.5.1.2. Th e objective magnitude of the transition
Latack’s (1984) operationalization of the magnitude of transitions was discussed in 
section 2.3.8. Latack (1984) used Hall’s (1979) conceptual schema to assess the objective 
magnitude of intraorganizational career transitions. She found that the objective 
magnitude of this type of transition is a predictor of job-related stress: “career transitions 
may be stressful because they require adjustment to change and involve the assumption 
of new roles which may tax adaptive capacities. (…) A change to a job very similar to the 
previous job should, other things equal, be less stressful than a change to a job which is 
radically different” (Latack, 1984, p. 300).

Bruce & Scott (1994) also found that the objective magnitude of transitions is positively 
related to adjustment problems during the transition and negatively related to eagerness 
for the event and its perceived desirability (see § 2.3.8). Moreover, Latack (1984) found 
that major changes (in Ashforth’s terms, high-magnitude transitions) can lead to 
reevaluation or rearrangement of an individual’s personal life, e.g., divorce, behavior 
changes in family members. In this context, Latack (1984, p. 313) concluded that “major 
career transition precipitates personal life instability rather than vice versa”.

While the studies by Latack (1984) and Bruce & Scott (1994) show negative aspects or 
outcomes of high-magnitude transitions, Ashforth (2001) stresses that these types of 
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transitions are often associated with (positive) occupational challenges and force them 
to test their skills, prove their distinctiveness and express their identity and courage (see 
also § 2.3.8). According to Veenendaal (see § 4.2.3), occupational challenges should be 
matched to the manager’s capabilities: “the more management potential, the more risks 
can be taken during the transition. Combining a vertical [upward, GM] and a horizontal 
move is attainable for ‘high flyers’”.

The hypothesized combination of both positive and negative outcomes makes it fairly 
difficult to determine or predict the exact relationship between the objective magnitude of 
the transition and the objective and subjective success of the transition. This corresponds 
Ashforth’s (2001, p. 88) finding that “transitions usually have both positive and negative 
qualities”. The impact of the magnitude of the transition on its difficulty and valence was 
discussed in section 2.3.8; see figure 2.2 which shows a negative relationship between the 
magnitude of the transition and the net or overall valence for the individual.

Although the empirical studies focus on the subjective outcomes (e.g., stress, adjustment 
problems, courage), the following two hypotheses are formulated:

Hypothesis 12b:
The objective magnitude of a critical career transition is negatively related to the level 
of objective success of a critical career transition.

Hypothesis 12c:
The objective magnitude of a critical career transition is negatively related to the level 
of subjective success of a critical career transition.

As discussed in section 2.7.3, Jaques (1990) found a universal basic structure of ‘levels of 
work’ or ‘strata of role’ for all organizations. These strata are based on ‘real managerial 
and hierarchical boundaries’ at time spans of three months, one year, two years, five 
years, ten years, twenty years, and fifty years. According Jaques, between the strata there 
are sharp discontinuities in task complexity, the breadth and duration of accountability 
(Jaques, 1990), and the importance of wisdom (Jaques & Clement, 1991).

Consequently, in the case of a critical career transition to a higher level of work, what 
managers should add “is a new perspective, one that is broader, more experienced, and most 
importantly, one that extends further in time” (Jaques (1990, p. 132). From the negative 
point of view, a jump in responsibility might lead to an increase in the level of job-related 
stress, instability in the personal life, adjustment problems, less eagerness to pursue the 
transition and a weaker perception of its desirability, while from the positive point of view, 
this jump might lead to new challenges, possibilities to express one’s identity, courage 
and distinctiveness. By analogy with Ashforth’s arguments concerning ‘valence’ and the 
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magnitude of career transitions, a negative relationship between the change in Jaques’ 
stratum of role and the success of career transitions is to be expected. In other words, 
career transitions that include a ‘jump’ to a higher level of work’ or ‘stratum of role’ might 
be less successful than career transitions that take place within the same stratum or career 
transitions to a lower stratum. The two following hypotheses are therefore proposed:

Hypothesis 12d:
The level of progression in Jaques’ ‘levels of work’ is negatively related to the level of 
objective success of a critical career transition.

Hypothesis 12e:
The level of progression in Jaques’ ‘levels of work’ is negatively related to the level of 
subjective success of a critical career transition.

5.5.1.3. Th e subjective magnitude of the transition
As discussed in section 2.3.2, Leibowitz & Schlossberg (1982) argue that whether a career 
transition is regarded as a critical career transition is determined by the person (the 
transitioner) experiencing it: “it is not the transition per se that is critical, but how much it 
changes one’s roles, relationships, routines, and assumptions” (Schlossberg, 2004, pp. 3-4). 
According to Leibowitz & Schlossberg (1982), a critical career transition occurs if the 
event necessitates (1) a change in the individual’s assumptive world (e.g., assumptions 
about oneself and others), and/or (2) a change in the individual’s relationships (e.g., 
relationships to new colleagues). Veenendaal also emphasized that managers in transition 
are confronted with their ‘mental maps’ or paradigms (see § 4.2.3): “The higher the 
magnitude of the change, the stronger the confrontation with the personal mental map 
would be. Managers find out that their way of looking at the world, at the company and 
at the economy is not the only way”.  

According to Latack (1984), previous studies in the field of performance in learning 
situations suggested that stress might inhibit job performance during career transitions. 
Latack (1984) also expected a positive relationship between the subjective (or perceived) 
magnitude of career transitions, job-related stress, role ambiguity (the lack of clarity and 
predictability of the outcomes of one’s behavior, see § 2.6.3.1), and role overload (work 
demands exceed personal and workplace resources, see § 2.6.3.1).

Nevertheless, Latack (1984) found a negative (and significant) correlation between the 
subjective magnitude of career transitions and role overload. “Rather than feeling more 
overloaded by a major career transition, these employees are less prone to such perceptions 
than their colleagues who make minor transitions or no transition at all. The correlation 
between [the subjective, GM] magnitude of career transition and role ambiguity is [negative, 
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but, GM] nonsignificant” (Latack, 1984, p. 309). And surprisingly, the subjective magnitude 
of career transitions and job-related stress were negatively (but not significantly) related. 
And as stated in section 2.6.3.1, Kahn et al. (1964) found that role ambiguity and role 
conflict are conditions that result in stress and anxiety. Rizzo et al. (1970, p. 151) state 
that role “ambiguity should increase the probability that a person will be dissatisfied with 
his role, will experience anxiety, will distort reality, and will thus perform less effectively”.

In contrast, Ashforth (2001) and Schlossberg (2004) emphasize the negative aspects 
of a (perceived) high-magnitude transition. Ashforth (2001, see § 2.6.3.1) states that 
perceived role complexity, role ambiguity, role overload, and role conflict might also 
hamper (managerial) learning, while Schlossberg (2004, pp. 3-4) states that “the bigger 
the change, the greater the potential impact and the longer it may take to incorporate the 
transition and move on”. In other words, in their opinion a higher perceived or subjective 
magnitude might lead to a less successful transition.

Despite the lack of more (recent) empirical evidence, and even contradictory findings, a 
negative relationship between the subjective magnitude of critical career transitions and 
their success is expected. The two following hypotheses have therefore been formulated:

Hypothesis 12f:
The subjective magnitude of a critical career transition is negatively related to the level 
of objective success of a critical career transition.

Hypothesis 12g:
The subjective magnitude of a critical career transition is negatively related to the level 
of subjective success of a critical career transition.

5.5.2. Sources of support

As stated in section 2.6.3.2, “instrumental and expressive social support of peers, mentors, 
managers, and family and friends may greatly facilitate role transitions. (…) These sources 
may provide guidance that is tailored to the idiosyncratic concerns and learning styles of 
the newcomers” (Ashforth, 2001, pp. 189-190). In the same section, the distinction was 
made between ‘work based’ social support (or ‘organizational support’) and ‘non-work 
based’ social support (or ‘personal social support’). This difference is incorporated in the 
conceptual model in this study (see figure 5.1). The influence of both forms of support 
will be discussed in section 5.5.2.1 and 5.5.2.2, respectively.

5.5.2.1. Organizational support
As stated in section 2.6.3.2, support at work can come from the organization at large 
(e.g., training, mentoring, coaching, socialization programs), immediate supervisors, and 
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co-workers (Chuang, 2010). Several forms of organizational support were mentioned in 
the first and third pilot studies (see chapter 4):

- Mentoring. According to Reitsma, mentoring is an important factor that could 
increase the chance of making a successful critical career transition: “because 
these transitions are discontinuous and critical both from organizational and career 
perspective, having a mentor or ‘sparring partner’ helps the mentee in case of new 
career opportunities”. 

- Internal and external coaching. Russchen: “I am convinced that coaching increases the 
chance of a successful career transition at this level”. Valks: “What you actually need 
during this transition is an internal coach. Someone on the inside of the organization”.

- Management courses. Management courses seem to be especially suitable for lower 
and middle managers. Russchen: “Someone without any managerial experience who 
gets his first managerial job might benefit from a management course or training”. 

- Peer and network support. It emerged from pilot study 3 that peer support is the 
most valuable form of support at the level of managers with ultimate responsibility. 
Sharing ideas, experiences, knowledge and ‘best practices’ with peers from inside 
and outside the organization is regarded as highly educational and interesting.

- Immediate superior. Valk: “On the one hand, I can consult my immediate superior in 
Sweden. On the other hand, as a general manager you should be sufficiently mature 
to occupy this position anyway. If you need a pat on the back every day, then I believe 
that you are not the right person for this job”.

The study by Charan et al. (2001) cited in chapter 3, mentioned several development 
activities during the different ‘critical career passages’ in their ‘leadership pipeline model’, 
including formal training, internal and external coaching, support groups, hands-on 
learning or on-the-job training, mentoring, peer learning and peer feedback, forums 
and networks. These development activities were summarized in table 3.2 (see § 3.4.2). 
Although the specific content of the activities differs, most of the development activities 
at the various ‘critical career stages’ are quite similar, including formal training, peer 
learning, coaching, and receiving feedback. Logically, the organizational context in which 
the development activities take place will differ according to the hierarchical level of the 
transition. For example, during the transition ‘from managing managers to functional 
manager’ the functional manager is supposed to meet other functional managers within 
his or her own organization, while a new CEO should meet other CEOs outside the 
organization (Charan et al., 2001).

As discussed in relation to the career (development) literature in section 2.6.3.2, Nabi 
(2001) found that personal support from co-workers contributes positively to women’s 
intrinsic job success (IJS), while peer support is particularly effective for men’s intrinsic 



Chapter 5

206

job success and perceived career success, the two indicators of subjective career success in 
Nabi’s study. In addition, organizational support has been associated with less absenteeism 
(Eisenberger et al., 1986), less occupational turnover and less job-related stress (Buunk 
& Verhoeven, 1991), less role conflict and role ambiguity, an improved fit in terms of 
work load, complexity, utilization of abilities, and with unwanted overtime (Pinneau, 
1975, 1976). Furthermore, support from immediate managers is found to contribute to 
less work-family conflicts and less absenteeism among employees with children under 
the age of five (Goff et al., 1990), while Ducharme & Martin (2000) found a positive 
correlation between social support from peers and job satisfaction among every type 
of worker. According to Lortie-Lussier & Rinfret (2005), moreover, the support of a 
mentor contributes positively to male managers’ vertical career progression, one of the 
indicators of objective career success in their study. 

In the literature on career transitions and socialization, organizational support is 
associated with the creation of a positive climate for role learning (Ashforth, 2001; Louis, 
1983). And as discussed in section 2.6.3.2, informal and supportive daily interactions 
with peers and (senior) co-workers seem to be the most effective sources of support 
with respect to socialization processes. In contrast to peer support, mentor relationships 
were not viewed as particularly helpful during socialization processes (see also table 
2.19). Supervisors and immediate managers also seem to be more important during 
interorganizational transitions than during intraorganizational transitions because of 
(1) their direct role as a source of information, (2) their indirect role as ‘role models’ 
(Ostroff & Kozlowski, 1992), and (3) their feedback with regard to the new role and the 
organizational setting. In brief, the pilot studies, the literature on career development, 
career success, career transitions and (organizational) socialization suggest a positive 
relationship between the various sources of organizational support and the success of 
(critical) career transitions. Despite the absence of more specific empirical studies in the 
field of (critical) career transitions, the following hypotheses are formulated:

Hypothesis 13a:
The extent to which managers are supported during a critical career transition by sources 
of organizational support, including mentoring (H13a-1), the immediate manager or 
superior (H13a-2), internal coaching (H13a-3), external coaching (H13a-4), management 
education (H13a-5), formal management training (H13a-6), socialization or introduction 
programs (H13a-7) and support groups or peer learning (H13a-8), is positively related 
to the objective success of a critical career transition.

Hypothesis 13b:
The extent to which managers are supported during a critical career transition by sources 
of organizational support, including mentoring (H13a-1), the immediate manager or 
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superior (H13a-2), internal coaching (H13a-3), external coaching (H13a-4), management 
education (H13a-5), formal management training (H13a-6), socialization or introduction 
programs (H13a-7) and support-groups or peer learning (H13a-8), is positively related 
to the subjective success of a critical career transition.

5.5.2.2. Personal social support
The literature (chapter 2) and the pilot studies (chapter 4) both indicate that a stable 
private and family life are important during transition periods. As discussed in section 
2.6.3.2, non-work based support, such as the support of the spouse, contributes to career 
support (Gordon & Whelan-Berry, 2004) and to interpersonal support (Becker & Moen, 
1999). This was confirmed during the four pilot studies (see chapter 4). For example, 
Veenendaal stated that “if a major career transition is being made while the private life of 
that person is far from stable or while the partner does not stand behind him or her, then 
a person could feel very isolated. So a good home front is very important when making 
a critical career transition. The partner should stand behind you. It should be a joint 
adventure, or in case of a family, a family adventure”. Russchen further emphasized the 
role of the manager’s own family: “without the unconditional support from your family, 
a job transition will become very difficult. I think that family problems stand in the way 
of a successful transition process, particularly in the first year after the job change. (…) If 
you have battles to fight at home as well, then it’s really tiring”. 

In the literature, non-work based social support is associated with mitigation of job-
related stress, fewer work-family conflicts, better overall well-being, and a higher level 
of life satisfaction (see § 2.6.3.2). Biernat & Wortman (1991) found that women are 
generally satisfied with the support of their husband, and Bures & Henderson (1995) 
concluded that spousal support significantly influences job satisfaction and stress. But 
family, friends and neighbors are also valuable sources of support for women who are 
constantly vacillating between the demands of work and home. In the context of career 
transitions, Heppner et al. (1994) found that non-work based support is positively related 
with the subjective outcomes of control and confidence, and with career progress during 
career transitions as an objective outcome. Additionally, according to Heppner et al. 
(1994), non-work based social support is negatively correlated with the level of stress 
during career transitions. The two following hypotheses have therefore been formulated:

Hypothesis 14a:
The extent to which managers are supported during a critical career transition by a 
partner, husband or wife (H14a-1) or friends/acquaintances (H14a-2) is positively related 
to the objective success of a critical career transition.
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Hypothesis 14b:
The extent to which managers are supported during a critical career transitions by a 
partner, husband or wife (H14b-1) or friends/acquaintances (H14b-2) is positively related 
to the subjective success of a critical career transition.

5.6. Summary
The hypotheses discussed in this chapter are all summarized in table 5.2. The various 
hypotheses are tested in chapter 7 (§ 7.4.2). 

Table 5.2: Summary of the hypotheses

No Hypothesis:

1 Relation objective and subjective success:
The objective success of a critical career transition is positively related to the (perceived) 
subjective success of a critical career transition.

2a

2b

3a

3b

4a

4b

4c

4d

Socio-demographics:
Male managers are objectively more successful during a critical career transition than 
female managers.

Female managers perceive themselves as equally successful in making a critical career 
transition as male managers.

The age of managers is positively related to the level of objective success of a critical career 
transition.

The age of managers is negatively related to the level of subjective success of a critical 
career transition.

Managers who are married or living with a partner are objectively more successful during 
their critical career transition than managers who are single.

Managers who are married or living with a partner are subjectively more successful during 
their critical career transition than managers who are single.

Managers with children are expected to be objectively more successful during their critical 
career transition than managers without children.

Managers with children are expected to be subjectively more successful during their critical 
career transition than managers without children.

5a

5b

6a

Human capital:
The level of education is positively related to the level of objective success of a critical 
career transition.

The level of education is negatively related to the level of subjective success of a critical 
career transition.

The level of managerial work experience is negatively related to the subjective magnitude 
of a critical career transition.

Table 5.2 continues on next page
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Table 5.2: Continued

No Hypothesis:

6b

6c

7a

7b

Human capital (continued):
The level of managerial experience is positively related to the level of objective success of 
a critical career transition.

The level of managerial experience is negatively related to the level of subjective success 
of a critical career transition.

The level of readiness for change is positively related to the level of objective success of a 
critical career transition.

The level of readiness for change is positively related to the level of subjective success of 
a critical career transition.

8a

8b

9a

9b

10a

10b

11a

11b

Personality traits:
The level of adaptability is positively related to the level of objective success of a critical 
career transition.

The level of adaptability is positively related to the level of subjective success of a critical 
career transition.

The level of interpersonal sensitivity is positively related to the level of objective success 
of a critical career transition.

The level of interpersonal sensitivity is positively related to the level of subjective success 
of a critical career transition.

The level of ambition is positively related to the level of objective success of a critical 
career transition.

The level of ambition is negatively related to the level of subjective success of a critical 
career transition.

The level of conceptual skills is positively related to the level of objective success of a 
critical career transition.

The level of conceptual skills is positively related to the level of subjective success of a 
critical career transition.

12a

12b

12c

12d

12e

12f

Characteristics of the career transition:
The objective and (perceived) subjective magnitude of a critical career transition are 
positively related.

The objective magnitude of a critical career transition is negatively related to the level of 
objective success of a critical career transition.

The objective magnitude of a critical career transition is negatively related to the level of 
subjective success of a critical career transition.

The level of progression in Jaques’ ‘levels of work’ is negatively related to the level of 
objective success of a critical career transition.

The level of progression in Jaques’ ‘levels of work’ is negatively related to the level of 
subjective success of a critical career transition.
The subjective magnitude of a critical career transition is negatively related to the level of 
objective success of a critical career transition.

Table 5.2 continues on next page
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Table 5.2: Continued

No Hypothesis:

12g
Characteristics of the career transition (continued):
The subjective magnitude of a critical career transition is negatively related to the level of 
subjective success of a critical career transition.

13a

13b

14a

14b

Sources of support:
The extent to which managers are supported during a critical career transition by sources 
of organizational support, including mentoring (H13a-1), the immediate manager or 
superior (H13a-2), internal coaching (H13a-3), external coaching (H13a-4), management 
education (H13a-5), formal management training (H13a-6), socialization or introduction 
programs (H13a-7) and support groups or peer learning (H13a-8), is positively related to 
the objective success of a critical career transition.

The extent to which managers are supported during a critical career transition by sources 
of organizational support, including mentoring (H13a-1), the immediate manager or 
superior (H13a-2), internal coaching (H13a-3), external coaching (H13a-4), management 
education (H13a-5), formal management training (H13a-6), socialization or introduction 
programs (H13a-7) and support groups or peer learning (H13a-8), is positively related to 
the subjective success of a critical career transition.

The extent to which managers are supported during a critical career transition by a partner, 
husband or wife (H14a-1) or friends/acquaintances (H14a-2) is positively related to the 
objective success of a critical career transition.

The extent to which managers are supported during a critical career transition by a partner, 
husband or wife (H14b-1) or friends/acquaintances (H14b-2) is positively related to the 
subjective success of a critical career transition.
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6.1. Introduction
The four pilot studies were discussed in chapter 4, including the research methods used. 
The pilot studies represented the qualitative part of this study. This chapter describes 
the quantitative part of the study. First, the sample and the data collection procedures 
are discussed (§ 6.2), followed by a description of the different measures that were used 
for the quantitative part of the study in section 6.3. These measures are summarized 
in figure 5.1, which shows the hypothesized model for explaining and predicting the 
success of career transitions.

6.2. Samples
The initial research design was based on drawing a large sample of managers from one 
not-for-profit organization. This not-for-profit organization uses a system of five salary 
scales, which are determined by managerial position and level: the position on the 
scale indicates the importance of the position and corresponds to a certain salary. The 
initial research design was based on these different scales and the (critical) transitions 
to another (higher) scale, particularly at the level of upper middle management and top 
management. The original intention was also to analyze both intraorganizational and 
interorganizational transitions.

Because of a ‘strategic reorientation’ by this organization, the research design had to 
be revised and alternative options for data collection were explored. The design of the 
study was changed and the research was complemented with transitions in the ‘hands-
on domain’ (Jaques & Clement, 1991), the lower and middle management levels. At 
this stage of the research, the Netherlands Foundation for Management Development 
(NFMD) was contacted in November 2009 and asked to supply the names of member 
organizations and representatives who might be interested in this study and the eventual 
results. The NFMD responded to the request by providing a list of 25 organizations in 
nine sectors: healthcare (1 organization), construction and engineering (2 organizations), 
business services and finance (4 organizations), public utilities (4 organizations), human 
resource services (3 organizations), industry (3 organizations), research and education (3 
organizations), public sector (3 organizations), and trade and logistics (4 organizations).

Ten of these organizations were selected for the study on the basis of three criteria: (1) 
size, (2) the number of managerial levels, and (3) the number of managerial positions. 
These ten organizations were written to in November 2009, and ten days after the letter 
was sent, their representatives were called to explain the study and the contribution 
the organizations were being asked to make. Further agreements were made with the 
representatives of two organizations, which resulted in two independent samples (sample 
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1 and 2). Sample 1 consisted of managers working for a large construction and engineering 
company with its headquarters in the Netherlands. The second sample comprised Dutch 
managers in a global energy consultancy company, also headquartered in the Netherlands. 
Sample 1 and sample 2 focused on intraorganizational career transitions within and up 
to the lower and upper-middle management levels.

After conducting the first two quantitative studies (sample 1 and sample 2), two further 
samples were added to the study: sample 3 and sample 4. Sample 3 consisted of a number 
of Dutch managers in profit and non-profit organizations, who were invited to take part 
in consultation with a Dutch-based HR consultancy firm that specializes in executive 
search, executive interim management and high-potential search. This sample focused 
on interorganizational career transitions within and up to the top management level. The 
fourth sample was arranged through a business school in the Netherlands and focused 
on both intraorganizational and interorganizational transitions within and up to the 
lower management level, the lower and the upper-middle management levels and the 
top level. Table 6.1 summarizes the member base of the four samples. An ‘x’ indicates 
the managerial level of the managers who were invited to participate in the study.

Table 6.1: The focus of the four samples regarding managerial level and intra- or interorganizational 
transitions

Managerial level
Intra/

interorganizational

Sample Lower Lower middle Upper middle Top Intra Inter

1 x x x x

2 x x x x

3 x x x

4 x x x x x x

As an encouragement to potential respondents, the invitations to complete the online 
survey mentioned that 100 copies of the Dutch management book ‘Strategie maakt het 
verschil’ (‘Strategy makes the difference’) would be distributed among the respondents 
who completed the online questionnaire. Interested respondents were asked to send 
an e-mail to the researcher. As promised, 100 copies of the book were distributed to 
respondents.

The questionnaire was based on the conceptual model that was discussed in the fifth 
chapter (see also figure 5.1) and contained of five related sections:
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1. Introduction;
2. Individual characteristics: demographic information, education and managerial 

experience level, readiness for change, and some personality traits;
3. Characteristics of the career transition: the objective and subjective magnitude or 

newness of the transition;
4. The sources of support during the most recent career transition;
5. The success of the transition: the objective and subjective success of the career 

transition.

The data were collected using ThesisTools, an online tool for collecting and analyzing 
research data. As mentioned in the previous paragraph, the methods used are discussed 
in section 6.3.

6.2.1. Sample 1: Construction and engineering company

As already mentioned, the representative of the Dutch construction and engineering 
company, the head of the Department of Human Resource Development (HRD), was 
contacted in November 2009. In consultation with the head of the HRD department, it 
was decided to follow two steps for the quantitative study: (1) conducting preparatory 
interviews, and (2) conducting the online survey.

6.2.1.1. Preparatory interviews

Procedure:
The preparatory interviews were conducted in March 2010. The head of the HRD 
department invited six managers to take part in the interviews. She arranged individual 
meetings with each of the managers and the questionnaire was sent to them by e-mail in 
advance. All of the managers agreed to participate in the study and the interviews lasted 
1 to 1½ hours. During the semi-structured interviews, the researcher made notes on 
the manager’s answers and comments. The interviews were digitally recorded with the 
managers’ consent and the results were summarized by the researcher.

The main goals of the interviews were (1) to determine the critical career transtions 
within the organization, (2) to identify effective sources of organizational (work based) 
support and personal (non-work based) support (see also § 2.6.3.2) that were available 
for managers inside and outside the company, and (3) to provide a brief (confidential) 
advisory report for the organization based on the experiences of the respondents.

Results:
According to the respondents, it is the transition from ‘doing’ to ‘facilitating’ or ‘leading’ 
that makes career transitions critical. Until the emphasis is on managing operational 
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activities, transitions are less critical. In contrast to the first-line management or 
supervisor level, the higher managerial levels demand a different set of competencies 
from managers within the organization, including the art of letting go (see also § 4.2.3), 
facilitating projects and people, and allowing people to make mistakes and to learn 
from their failures.

In addition, the respondents emphasized the importance of their family’s involvement 
during the transition process, particularly in the case of high-magnitude transitions. 
According to one of the respondents “high-magnitude transitions are demanding and 
might be stressful. These transitions might be at the expense of family life. Therefore, it 
is very important to pay attention to one’s personal situation before offering someone the 
prospect of a new managerial job”. 

6.2.1.2. Online survey

Procedure:
The invitation to complete the online survey was sent to every (former) participant in 
the initial management program (IMP), a program that has been offered to employees 
entering their first managerial job in the company for more than fifteen years. The 
invitation to complete the online survey was written by head of the Department of Human 
Resource Development (HRD) and sent by e-mail in April 2011. The online survey was 
conducted over a period of three weeks, with a reminder being sent to the respondents 
one week after the initial invitation. Completing the survey took about 20 minutes.

Sample:
There were 202 managers invited to contribute to the study. They had all participated 
in the IMP during the preceding fifteen years. Their ages ranged from 25 to 55 and 
they were working at various managerial levels within the organization, ranging from 
the supervisor to division management level. Only managers who had made a recent 
transition (not more than three years and not less than three months previously) to a 
new managerial position within the company were asked to fill out the questionnaire. 
The managers were also asked to focus on their most recent career transition.

6.2.2. Sample 2: Global energy consultancy company

The representative of the global energy consultancy company, one of the Training & 
Development consultants, was contacted in November 2009. In consultation with the 
representative, it was decided to take the following two steps for the quantitative study: 
(1) preparatory interviews, and (2) an online survey.
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6.2.2.1. Preparatory interviews

Procedure:
The preparatory interviews were conducted in March and April 2010. Three managers 
were sent an e-mail by the Training & Development consultant inviting them to take part. 
The consultant arranged individual meetings with each manager and they were sent the 
questionnaire in advance. All of the managers agreed to participate in the study and the 
interviews lasted between one and two hours. During the semi-structured interviews 
the researcher took notes on the manager’s answers and comments. The interviews were 
digitally recorded with the managers’ consent and the results were summarized by the 
researcher.

The main goals of the interviews were (1) to determine the critical career transtions 
within the organization, (2) to identify effective sources of organizational (work based) 
support and personal (non-work based) support (see also § 2.6.3.2) that were available 
for managers inside and outside the company, and (3) to provide a brief (confidential) 
advisory report for the organization based on the experiences of the respondents.

Instrument:
A questionnaire was developed for the semi-structured interviews, consisting of a brief 
introduction and the questions for the interview. The questionnaire was drawn up on 
the basis of a review of the scientific literature on career transitions, career development, 
career success, management development and role learning.

Results:
The energy consultancy company concerned is characterized by a relatively flat organiza-
tional structure. The number of professionals is relatively high. This makes it a challenge 
to keep people with managerial ambitions motivated and creates the need for managers to 
have sufficient technical knowledge of the specific field in which they − and their teams or 
departments − work. According to the respondents, being well-informed about and familiar 
with the market conditions is an important requirement for managers to be effective and 
successful in this organization: “My managers understand what this is technically about”. 
Additionally, customers expect managers to have knowledge of substantive issues. Most 
of the managerial positions were therefore held by former professionals. 

Ascending in the hierarchy implies (1) moving further away from the (operational) 
content of the work (see also § 4.2.3), and (2) the need to build one’s own organizational 
context. According to one of the respondents, there is always the risk of the so-called 
Peter Principle, which states that in a hierarchy every employee tends to rise to his own 
level of incompetence (Peter & Hull, 1969, see also § 5.4.2.1). 
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The respondents further stated that the transition from professional to the position 
of project manager is a relatively small step. This observation is consistent with the 
conclusion of the respondents in the Dutch construction and engineering company (see § 
6.2.1.1). Their explanation for this was that both the professional and the project manager 
are task-oriented and focused on the overall result of the project. Additionally, in the 
energy consultancy company project management is regarded as a form of continuous 
assessment: it is known from past experience that project managers who are successful 
and might be capable of reaching higher management positions emerge spontaneously.

According to the respondents, one of the most important factors in making a successful 
career transition is being introduced to important networks. Being familiar with 
stakeholders (customers and other relevant organizations) helps managers to facilitate 
the transition process.

6.2.2.2. Online survey

Procedure:
The invitation to complete the online survey was sent to the Dutch managers within the 
energy consultancy company who had made a recent transition to a new managerial 
position following a reorganization that had been carried out on 1 January 2011. The 
survey was part of the evaluation of the reorganization process and was inspired by the 
desire to increase the transparency of the reorganization outcomes and to improve the 
effectiveness of the (work based) support of transition processes.

The Training & Development consultant wrote the invitation to complete the online 
survey and sent it out by e-mail in October 2011. The online survey was conducted over 
a period of three weeks, with a reminder being sent to the respondents two weeks after 
the initial invitation. Completing the survey took about 20 minutes.

Sample:
The number of Dutch managers asked to contribute to the study was 35. These managers 
were working at various managerial levels within the organization, ranging from the 
supervisor to the upper middle management level. As in the case of the first sample, 
only managers who had made a recent transition (not more than three years and not 
less than three months previously) to a new managerial position within the company 
were asked to fill out the questionnaire. The managers were asked to focus on their most 
recent career transition.
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6.2.3. Sample 3: HR consultancy fi rm

As mentioned in section 6.2, the third sample consisted of managers in various Dutch 
for-profit and not-for-profit organisations who were invited to take part in the study 
in consultation with a Dutch-based HR consultancy firm that specializes in executive 
search, executive interim management and high-potential search. This sample focused on 
interorganizational career transitions. In May 2011, the consultancy firm’s Management 
Development & Assessment manager was contacted by the researcher by e-mail. Whereas 
the first two samples focused primarily on intraorganizational transitions (see § 6.2.1 
and § 6.2.2), the third sample focused on interorganizational transitions by upper middle 
managers and top managers. Because the third sample consisted of managers from 
different organizations, preparatory interviews were less meaningful. Furthermore, the 
pilot studies (see § 4.4) included comparable managers who had recently made a critical 
interorganizational career transition. The managers who were invited to take part had 
been selected and recruited by the HR consultancy firm.

Only managers who had made a recent transition (not more than three years and not less 
than three months previously) to a new managerial position, were invited to complete 
the questionnaire. Furthermore, the managers were asked to focus on their most recent 
career transition.

Procedure:
The invitation to complete the online survey was sent out by e-mail by the Management 
Development & Assessment manager in July 2011. The online survey was conducted 
over a period of three weeks, with a reminder being sent out two weeks after the initial 
invitation. The survey took about 20 minutes to complete.

Sample:
There were 28 managers invited to contribute to the study. These managers were working 
at various managerial levels within different organizations, ranging from upper middle 
management level (department management) to top management level (members of 
boards of directors and directors).

6.2.4. Sample 4: Business school alumni

The fourth sample consisted of alumni of a Dutch business school. The business school 
offers several part-time education programs taught in Dutch, including an executive 
MBA, an entrepreneurial MBA, and a business administration program for healthcare 
managers. In contrast to the first three samples, the fourth sample did not focus solely 
on interorganizational or intraorganizational career transitions. The course manager of 
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the business school was contacted by the researcher in March 2012. Because this fourth 
sample, like the third sample, consisted of managers and professionals from various 
organizations, preparatory interviews were less meaningful.

Procedure:
The invitation to complete the online survey was sent out by e-mail by the course 
manager in July 2011. The online survey was conducted over a period of three weeks, 
with a reminder being sent out two weeks after the initial invitation. The survey took 
about 20 minutes to complete.

Sample:
There were 187 alumni of the business school who were asked to contribute to the study. 
All 187 of them had taken classes in ‘Management and Organization’ with the researcher 
during their education program in the period 2001-2011. The alumni were working at 
various managerial and non-managerial levels in different organizations, ranging from 
the professional (non-management) level to top management level (member of the 
board of directors). The business school could not provide specific information about 
the number of managers and non-managers.

6.3. Total sample and response rates
The total response rate for this study was 57.3%. Table 6.1 shows the total sample for the 
study. Of the 452 people invited to respond, 259 started to fill out the online questionnaire, 
see also table 6.2.

Table 6.2: Total sample, sub samples and response rates

Sample Organization Sent Response Total

1 Construction and engineering company 202 112 55%

2 Global energy consultancy company 35 27 77%

3 HR consultancy firm 28 12 42%

4 Business school alumni 187 108 58%

Total 452 259 57%

As mentioned in the previous sections, only managers who had made a recent transition 
(not more than three years and not less than three months previously) to a new managerial 
position were asked to fill out the questionnaire. 73 respondents (28%) had started in 
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their current management job more than three years previously; 26 respondents had 
started less than three months before the invitation was sent. 

Because of the specific settings of ThesisTools, these 99 respondents (73 + 26) could 
not answer the questions and the following message appeared: “Thank you very much 
for your time! If this text appears directly after filling in question 1 or 2, then your last 
transition took place too recently (less than three months ago) or too long ago (more 
than three years). In both cases, the data are unfortunately not suitable for this study”. 
Ultimately, 160 respondents met the requirements and 151 of them started to fill in 
the questionnaire; 138 completed the full questionnaire. In other words, 13 of the 151 
respondents only answered some of the questions and the data from these 13 respondents 
could not be used as reliable research data.

Table 6.3 provides a complete overview of the periods since the respondents had started 
in their current managerial job.

Table 6.3: Overview of respondents in relation to the period since they started in their current 
managerial job

Sample

Period 1 2 3 4 Total

> 3 years 35 (31%) 5 (19%) 0 (0%) 33 (31%) 73 (28%)

2 - 3 years 10 (9%) 3 (11%) 1 (8%) 30 (28%) 44 (17%)

1 - 2 years 18 (16%) 4 (15%) 6 (50%) 19 (18%) 47 (18%)

6 months - 1 year 16 (14%) 14 (52%) 1 (8%) 9 (8%) 40 (15%)

3 months - 6 months 13 (12%) 1 (4%) 4 (33%) 11 (10%) 29 (11%)

< 3 months 20 (18%) 0 (0%) 0 (0%) 6 (6%)* 26 (10%)

Total 112 (100%) 27 (100%) 12 (100%) 108 (100%) 259 (100%)

6.4. Measures
In section 6.2 the different elements of the online questionnaire were mentioned. This 
section discusses the various elements of the questionnaire in more detail, in particular 
the measures that have been used in the study. Consistent with the conceptual model of 
Judge et al (1994), both personal and situational factors are assumed to affect the success 
of (critical) career transitions. The various independent and dependent variables were 
shown in section 5.2 (see figure 5.1).
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6.4.1. Indicators of personal factors

6.4.1.1. Demographic information
The respondents were asked to provide information about their age, their gender, and 
their marital status. They were asked to give their age at the time they completed the 
questionnaire. By asking the respondents when their last (critical) career transition took 
place, their age at the time of that transition could be determined.

The following question was used to gather information about marital status and family 
situation: ‘What was your marital status during your last career transition?’ Respondents 
could choose from four answers: (1) married or living with partner with children living 
at home, (2) married or living with partner without children living at home, (3) single 
with children living at home, or (4) single without children living at home.

6.4.1.2. Educational level and managerial experience
To determine their level of education, respondents were asked to mention the highest 
level of education they had completed. The possible answers were based on the Dutch 
education system and included (in descending order): university, HBO (higher 
professional education), vwo (pre-university education), MBO (secondary vocational 
education), havo (senior general secondary school), mavo (lower general secondary 
education), and LBO (primary education).

The level of job experience was measured by three items:

1. the number of years of managerial experience;
2. the number of managerial positions held so far, including the current position;
3. the number of organizations in which a person had gained managerial experience, 

including the current organization.

The first item − the number of years of managerial experience − is based on the measure 
used McDaniel, Schmidt & Hunter (1988) for their study into the relationship between 
job experience and job performance. They (1988, p. 328) measured job experience by 
asking their respondents to report the number of months they had worked in their 
present occupation, regardless of employer: “experience was measured by asking ‘How 
much experience have you had in your present occupation? Include time with both your 
present and your previous employers’”. The second and third items were added to include 
the manager’s experience with previous career transitions.

6.4.1.3. Readiness for change
As stated in section 5.4.2.3, readiness for change at the individual level has been defined 
as the individual’s beliefs, attitudes, and intentions regarding the extent to which changes 
are needed and the individual’s capacity to successfully undertake those changes. This 
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definition is based on Armenakis, Harris, & Mossholder (1993, p. 681). Weiner (2009, p. 
2) further states that “the term ‘readiness’ (…) connotes a state of being both psychologically 
and behaviorally prepared to take action (i.e., willing and able)”. In the specific case of 
individual managerial job changes and for the purposes of this study, readiness for change 
refers to the extent to which managers are both psychologically and behaviorally prepared 
to make the (critical) career transition (willing and able). More specifically, readiness for 
change relates to possessing the skills necessary to be successful in the new job, being 
highly motivated, being able to deal with uncertainty, the ability to look beyond the time 
horizon, understanding more complex problems, being prepared to learn, being self-
confident, flexible and optimistic. These different skills and features make readiness for 
change − by analogy to readiness to change in the literature on organizational change − a 
multi-level construct at the individual level. 

In fact, by using Weiner’s definition there is an overlap with ‘ambition’ (being highly 
motivated) and ‘conceptual skills’ (the ability to look beyond the time horizon, 
understanding more complex problems), two other constructs, personality traits 
or competencies (see § 2.2.2 and 2.2.4) in this study. Furthermore, measuring self-
confidence, eagerness to learn, flexibility and optimism would require the inclusion of 
additional items in the questionnaire. Adding more constructs would require adding 
more items, which was regarded as undesirable because of the additional time it would 
take respondents to complete out the questionnaire.

Instead of using a broad definition of this construct, the focus in this study is on the 
respondents’ assessment of their (1) knowledge and skills, (2) overall competence, (3) 
familiarity with the job requirements, (4) time needed to get ready for the new job, and 
(5) colleagues’ confidence in their suitability for the new job. To measure readiness for 
change, five items have been formulated by using a 5-point Likert scale (see text box 6.1 
and Appendix I, part A3).

6.4.1.4. Personality traits
Four different personality traits have been discussed and measured in this study: (1) 
adaptability, (2) interpersonal sensitivity, (3) ambition, and (4) conceptual skills. Each 
personality trait has been measured on the basis of five items, each of which was measured 
using a five-point Likert scale. Respondents were asked to indicate their own level of 
agreement with a set of five statements: 1 = totally disagree, 2 = disagree, 3 = neutral, 4 
= agree, and 5 = totally agree. The 20 items were randomized to prevent bias due to the 
ordering of the items.
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Adaptability:
As mentioned in section 5.4.4.1, various concepts, terms and models are used to describe 
the construct of adaptability. In this study ‘adaptability’ refers to ‘individual adaptability’. 
Adaptability is often measured by (Hamtiaux, Houssemand & Vrignaud (2013, p. 131):

 - self-assessment scales in which participants are asked to indicate their level of 
agreement with various statements;

 - self-evaluation of their own capacities/strengths;
 - indicating their experience, interest and effectiveness according to adaptability 

statements;
 - or by hetero-assessment performed by superiors or experts.

In the area of career adaptability, recent international research has found evidence of 
a four-dimensional structure of the career adaptability construct (concern, control, 
curiosity and confidence) rather than a structure of five dimensions (concern, control, 
curiosity, cooperation and confidence) (Hamtiaux, Houssemand & Vrignaud, 2013). 
These dimensions were defined in section 5.4.4.1.

In the literature, different scales are used to assess the level of (career) adaptability. 
The Career Adapt-Abilities Scale Form 2.0 (the CAAS) is one example. This scale was 
developed by Savickas & Porfeli (2012) and contains 24 items to determine individual 
career adaptability, using four subscales based on the four-dimensional structure. Every 
item is rated employing a scale from 1 (not strong) to 5 (strongest). The alpha coefficients 
of the four subscales ranged from .75 to .86 for the French version and from .86 to .88 
for the German version. Hamtiaux et al. (2013) emphasize that the CAAS is a widely 
applied scale within vocational psychology.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

When I started in my current position…

1. I had enough knowledge and skills for this job.
2. My colleagues had confidence in my suitability for this position.
3. I felt competent for this position.
4. I was familiar with the requirements of the job.
5. I had enough time to get ready for the job.

Text box 6.1: ‘Readiness for change’ scale.
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Another adaptability scale was developed by Ployhart & Bliese (2006). This scale is based 
on Ployhart & Bliese’s conceptualization of adaptability, the I-DAPT (IA) model, which 
includes eight dimensions of adaptive performance. Ployhart and Bliese (2006) regard 
adaptability “as being unspecific to the situation and thus residing within the individual, 
influencing every type of performance” (Hamtiaux et al., 2013, p. 131). This is in line with 
Jansen’s ‘grid of dimensions and situations’ (see § 2.2.2). Ployhart & Bliese (2006) describe 
individual adaptability (IA) as a second-order eight-dimensional construct. The scale 
consists of 55 items, distributed among the following dimensions or subscales: crisis 
(6 items), cultural (5 items), work stress (5 items), interpersonal (7 items), learning (9 
items), physical (9 items), creativity (5 items), and uncertainty (9 items). 

For the present study, the scale chosen is that of Seegers (2008). There are two reasons 
for this choice. The first is that Seegers’ definition of adaptability is consistent with the 
definition of ‘critical career transition’. Seegers (2008, p. 74 and p. 161) defines adaptability 
in terms of observable behavior as “acting appropriately by expedient adaptation to 
changing environments, tasks or responsibilities and to different people”. More precisely, 
Seegers (2008) uses the terms ‘adapting to change’ and ‘aanpassingsvermogen’ instead of 
‘adaptability’; the Dutch term ‘aanpassingsvermogen’ refers to the English term ‘adaptability’. 
In section 2.3.2, a critical career transition was defined as the process in which a major 
change of formal work role requirements or work context (location, organization, 
organizational unit or department) takes place during an individual’s professional career. 
This definition emphasizes the change in the social and physical environment and the 
formal work role(s). Additionally, both Seegers’ study and this study focus on leadership 
and managerial learning behavior, and Seegers’ (2008) behavior indicators were developed 
from that point of view. Seegers’ behavior indicators therefore appear to be appropriate and 
relevant as items for measuring adaptability in this specific professional/vocational context.

The second reason is pragmatic in nature. Because of the extensiveness of the ques-
tionnaire and the need to take account of the limited amount of time available to the 
respondents, the number of items was restricted. One of the decisive factors was that 
Seegers used only five items. 

To operationalize several leadership competencies, including adaptability, Seegers (2008) 
identified five ‘behavior indicators’ per competency. He defines behavior indicators as 
‘short sentences that describe observable behavior’. The internal consistency of Seegers’ 
five items for measuring adaptability, Cronbach’s Alpha, is acceptable. Seegers (2008) 
found a Cronbach’s Alpha of .69. He used a 360-degree feedback questionnaire, including 
a five-point Likert scale, to measure 18 different leadership competencies. Seegers (2008, 
p. 161) used the following five items or ‘behavior indicators’ to measure adaptability 
(see text box 6.2):
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Seegers’ first and third behavior indicator both contain two (related) ‘short sentences to 
describe observable behavior’: (1) staying effective when tasks change unexpectedly and 
finding a suitable role for oneself in a new environment, and (2) familiarizing oneself 
with cultures in a new environment and working effectively with new people. For the 
present study, Seegers’ two behavior indicators have been adapted in order to attain 
more unambiguous items. Because respondents in this study were asked to indicate 
to what extent the behavior indicators (i.e., statements) applied to them, the phrase “I 
characterize myself as a person who...” was added (see text box 6.3) and the phrasing of 
the final item (Adjusts goal to achieve best possible results) was reversed.

1. Stays effective when tasks change unexpectedly; finds suitable role for self in new environ-
ment.

2. Associates effectively with people at various levels in organizations.
3. Familiarizes self with culture in new environment, works effectively with new people.
4. Accepts unfamiliar aspects of prevailing culture and tries to learn from them.
5. Adjusts goal to achieve best possible results.

Text box 6.2: ‘Adaptability scale’ developed by Seegers (2008).

Please indicate to what extent the following statements apply to you. Please rate your answers 
according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

I characterize myself as a person who...

1. stays effective when tasks change unexpectedly.
2. associates effectively with people at various levels in organizations.
3. works effectively with new colleagues.
4. accepts aspects of prevailing cultures and adapts easily to these cultures.
5. has difficulty adjusting goals if necessary. (phrasing is reversed).

Text box 6.3: ‘Adaptability’ scale.

Interpersonal sensitivity:
In section 5.4.4.2, interpersonal sensitivity (IS) was defined as “the ability to sense, 
perceive accurately, and respond appropriately to one’s personal, interpersonal, and social 
environment” (Andrzejewski, 2009, p. 15). Interpersonal sensitivity is a broad construct 
(Hall et al., 2009). Itis associated with nonverbal communication (Andrzejewski, 2009), 
which can include both perceiving others accurately and engaging in interpersonally 
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appropriate behavior (Bernieri 2001, see Hall et al., 2009). Several tests have been 
developed for measuring interpersonal sensitivity.

For example, in their meta-analyses Hall et al. (2009) discussed 215 studies that used 
different measures to assess interpersonal sensitivity. Most of these studies used the 
PONS (Profile of Nonverbal Sensitivity) test (Rosenthal, Hall, DiMatteo, Rogers, & 
Archer, 1979); some studies used shorter versions of the same test. The PONS test is 
a multi-channel test of accuracy in decoding affective nonverbal cues (face, body, and 
voice tone) and contains 220 auditory and visual segments to which viewers are asked to 
respond (Knapp, Hall & Horgan, p. 68): “Each scene is presented to viewers in 11 different 
cue channels, representing the single or combined channels of face, body, and two different 
kinds of content-masked speech. (…) A decoder obtains a score for particular channels 
and combinations of channels and combinations of channels in addition to a total score”. 

Other measures of interpersonal sensitivity are the Interpersonal Perception Task (IPT; 
Costanzo & Archer, 1989), the Diagnostic Analysis of Nonverbal Accuracy (DANVA; 
Nowicki & Duke, 1994) and the Japanese and Caucasian Brief Affect Recognition Test 
(JACBART; Matsumoto & Ekman, 1988). The Interpersonal Perception Task focuses on 
the recognition of pure emotions (happiness, sadness, fear, and anger) and consists of 
thirty brief scenes showing people in various interactions; each scene is preceded by a 
question about the interaction taking place. The DANVA contains several tests, including 
tests of facial, vocal, and postural expressions of various expressors, and the more recent 
JACBART test uses photos of facial expressions of white American and Japanese adults 
that are shown for a fraction of a second.

For this study, the methods mentioned above were not appropriate for assessing the 
interpersonal sensitivity of the respondents, i.e., managers who had recently made 
a critical career transition. Consequently, the alternative scale of the Seegers’ (2008) 
self-report measure was used. Like Seegers’ (2008) adaptability scale, his interpersonal 
sensitivity scale contains five behavior indicators that are rated with the same five-point 
Likert scale. These indicators are based on Seegers’ definition of interpersonal sensitivity. 
Seegers (2008, p. 164) defines interpersonal sensitivity as “showing recognition, concern and 
openness in personal contact regarding the feelings, attitudes and motives of others; providing 
to understand one’s own influence on others and taking it into account in one’s behavior”. 
Moreover, Seegers (2008) did not mention the Cronbach’s Alpha for this construct.

The following five items were used to assess the level of interpersonal sensitivity (Seegers, 
2008, 164):

1. Lets others speak, does not interrupt.
2. Shows interest in other viewpoints and/or takes others’ viewpoints into account.
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3. Shows awareness of the own position within groups without being too dominant.
4. Regularly expresses praise and criticism towards others, without tension.
5. Pays attention to others’ feelings.

In the present study, respondents were asked to indicate to what extent the behavior 
indicators (i.e., statements) applied to them. The phrase “I characterize myself as a person 
who...” was added to each item (see text box 6.4).

Please indicate to what extent the following statements apply to you. Please rate your answers 
according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

I characterize myself as a person who...

1. lets others speak without interrupting.
2. shows interest in other viewpoints and takes others’ viewpoints into account.
3. shows awareness of the own position within groups without being too dominant.
4. regularly expresses praise and criticism towards others, without tension.
5. pays attention to others’ feelings.

Text box 6.4: ‘Interpersonal sensitivity’ scale.

An additional critical remark has to be made with regard to self-report measures. Accord-
ing to Riggio & Riggio (2001), self-report measures to assess interpersonal sensitivity 
have both advantages and disadvantages. On the one hand, self-report measures are 
relatively easy to administer, and make it possible to assess a broad range of sensitivity-
related constructs. On the other hand, they argue that researchers are dependent 
on the respondents’ skills in evaluating their own interpersonal behavior. Another 
potential problem with self-assessment of interpersonal sensitivity concerns socially 
desirable responses (Riggio & Riggio, 2001). Because of the high level of education of 
the respondents (see chapter 7), it is assumed that the respondents were able to evaluate 
their interpersonal behavior.

Ambition:
As stated in section 5.4.4.3, ambition is regarded as an important predictor of career 
success. Although the number of studies on this subject is relatively small (Dikkers et al., 
2010; Judge & Kammeyer-Mueller, 2012), several measures have been used in relatively 
recent studies. For example, Elchardus & Smits (2008) used five Likert items (Cronbach’s 
Alpha = 0.83) based on their own description of ambition. According to them (2008, 
p. 248), “people are considered ambitious when they entertain plans and goals for their 
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professional future, are intent on making promotion and on realizing a ‘nice career’, and 
agree to describe themselves as ambitious”. Elchardus & Smits (2008) used the following 
items, i.e., statements, to assess the level of ambition:

1. I have lots of plans for my professional future;
2. I can describe myself as ambitious;
3. Professionally I have a number of goals I definitely want to realize;
4. I want a job in which I can get promotion;
5. I think I will be able to realize a nice professional career.

On the basis of their self-report measure, Elchardus & Smits (2008) found that 60% of 
their respondents described themselves as ambitious with regard to their career. Elchardus 
& Smits (2008) also used an alternative method to measure the level of ambition, asking 
respondents whether they expected to improve their financial situation in the future.

For their seven-decade longitudinal study involving 717 high-ability individuals, Judge 
& Kammeyer-Mueller (2012) used a four item measure to assess the level of ambition 
of their respondents. Two of the items were self-reported, and the other two items were 
other-reported. For example, participants were asked to indicate whether they had “a 
definite purpose in life” and the parents of each participant were asked to evaluate the 
degree to which the participant was ambitious or was “characterized by ambition, drive, 
and willingness to work in order to attain success” (Judge & Kammeyer-Mueller, 2012, p. 
7). The Cronbach’s Alpha of the four-item scale was .72.

Another recent self-reported (career) ambition scale was developed by Dikkers et al. 
(2010) and was based on two other scales that were developed by Van Vianen (1999) 
and Portegijs, Hermans & Lalta (2006). Dikkers et al. (2010) used a nine-item scale. 
Respondents were asked to indicate to what extent the nine items (i.e., statements) applied 
to them. Two of these statements were (see also Grijpstra, 2010): “I have the ambition 
to develop myself to get a higher function” and “I am ambitious”. The reliability of the 
ambition scale was 0.88.

For this study, the scales of Elchardus & Smits (2008), and Dikkers et al. (2010) have 
been combined. The scale was evaluated by the three PhD supervisors for content and 
face validity prior to data collection. The respondents were asked to indicate which of 
five statements applied to them: “I characterize myself as a person who...”. As discussed 
in relation to the previous scales (readiness for change. adaptability and interpersonal 
sensitivity), respondents rated their answers on a scale ranging from 1 = totally disagree 
to 5 = totally agree. For more details, see text box 6.5.
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Conceptual skills
Although the importance of conceptual skills for managers is frequently emphasized in 
the literature (e.g., Robbins, 2000; Mumford et al., 2007; Katz, 1955), validated measures 
of conceptual skills are relatively scarce. Items to assess the level of conceptual skills have 
therefore been derived from a number of definitions that were found in the literature.

In section 5.4.4.4, conceptual skills were described as “general analytical ability, logical 
thinking, proficiency in concept formation and conceptualization of complex and ambiguous 
relationships, creativity in idea generation and problem solving, ability to analyze events 
and perceive trends, anticipate changes, and recognize opportunities and potential 
problems” (Yukl, 1989, p. 191). According to Kaifi & Mujtaba (2010, p. 130), conceptual 
skills “include the ability to analyze a situation and distinguish between cause and effect”. 
In the managerial context, conceptual skills are considered to be skills that managers 
must have to think and to conceptualize about abstract and complex situations, to see 
the organization as a whole, to understand the relationships among various parts and 
to visualize how the organization fits into its broader environment (Robbins, 2000).

According to Northouse (2004, p. 38), conceptual skills refer to “the abilities to work 
with ideas and concepts”. On the basis of this definition, Northouse (2004) developed a 
self-report scale to measure conceptual skills. Northouse (2004) used several items that 
are scored with a five-point Likert scale: 1 = Not true; 2 = seldom true; 3 = occasionally 
true; 4 = somewhat true; and 5 = very true: 

 - I enjoy working with abstract ideas;
 - Seeing the big picture comes easy to me;
 - I am intrigued by complex organizational problems.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

I characterize myself as a person who...

1. wants to reach the top at work.
2. regards the career as important for his/her personal development.
3. finds challenging work very important.
4. is focused on reaching a high position.
5. is career progress-oriented.

Text box 6.5: ‘Ambition’ scale.
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Another other-reported scale for assessing the level of conceptual skills was developed by 
Enright & Powers (1991). Well-trained raters were asked to compare the conceptual skills 
of students (the ratees) with other students they had known. Enright & Powers (1991) 
also used a five-point Likert scale ranging from ‘significantly less able’ to ‘significantly 
more able’. For more details, see text box 6.6.

Compared with other students I have known, this student is:

1 = Significantly less able; 2 = Slightly less able; 3 = Neither more nor less able; 4 = Slightly 
more able; 5 = Significantly more able

A student possessing this trait:

1. is unlikely to accept assumptions without questioning them.
2. usually avoids making generalizations from insufficient evidence.
3. can integrate and synthesize ideas.
4. pays attention to important details.
5. is able to detect patterns and to generalize from them.

Text box 6.6: ‘Conceptual skills’ scale developed by Enright & Powers (1991).

For the present study, the definitions of Yukl (1989) and Kaifi & Mujtaba (2010) and the 
scales of Northouse (2004) and Enright & Powers (1991) were combined (see text box 6.7). 
The scale was evaluated by the three PhD supervisors for content and face validity prior 
to data collection. The respondents were asked to indicate which of the five statements 
applied to them (“I characterize myself as a person who...”) and rate their answers on a 
scale ranging from 1 = totally disagree to 5 = totally agree.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

I characterize myself as a person who...

1. is able to see problems in a broader context.
2. is able to make a distinction between issues of major and minor importance.
3. is able to see patterns and the interrelationship of ideas or elements quickly.
4. finds new solutions by combining existing ideas.
5. does not lose himself/herself in details when faced with complex problems.

Text box 6.7: ‘Conceptual skills’ scale.
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6.4.2. Indicators of situational factors

As discussed in the previous chapter and illustrated in figure 5.1, two groups of situational 
factors have been measured in this study: (1) the characteristics of the career transition, 
and (2) sources of support. The methods used to measure these two groups of variables 
are discussed in this section.

6.4.2.1. Characteristics of the career transition

Objective magnitude of the transition
Three independents methods or measures have been used in the present study to 
determine the objective magnitude of the critical career transition. They are described 
below.

Measure 1: change in the manager’s income
The first objective measure is based on the assumption that the magnitude of the 
transition is reflected by an increase or decrease in the manager’s income. For example, 
an increase in the income of more than 25% might indicate that the magnitude of the 
career transition is greater than that of a transition that is accompanied by an increase of 
5%. The respondents were asked to indicate the extent to which their most recent critical 
career transition affected their income (including bonuses, etc.). Respondents could 
choose from the options shown in table 6.4. The seven options have been scored from -3 
to +3 for the purpose of analysis. These scores are assumed to represent an ordinal scale.

Table 6.4: The coded effect on income (including bonuses) of the last critical career transition

Options: Score:

Increase of more than 25% 3

Increase of 15% - 25% 2

Increase of 5% - 15% 1

Between a decrease of 5% and an increase of 5% 0

Decrease of 5% - 15% -1

Decrease of 15% - 25 percent -2

Decrease of more than 25 percent -3

The wording of the question represented a deliberate attempt to avoid asking the 
respondents to indicate their income in absolute terms, which the respondents might 
have regarded as an inappropriate question.
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Measure 2: Ranking along the dimensions novelty, learning and transfer
As discussed in section 2.3.8, the magnitude of the contrast of a career transition “is 
determined by the number of core peripheral features that differ between the role identities 
and the extent of the differences, where core features are weighted more heavily” (Ashforth 
(2001, pp. 28-29). In the same section, Latack’s (1984) operationalization of the magnitude 
of the contrast of intraorganizational transitions was described. Latack’s operationalization 
does not cover all types of career transitions covered in this study. More specifically, Latack’s 
‘unit weighting schema’ does not include interorganizational transitions and despite several 
efforts by the researcher, Hall’s conceptual schema was not available.

The study by Nicholson & West (1988) provides a solution for determining the magnitude 
of a critical career transition in a relatively objective manner. Table 2.6 (see § 2.3.3) ranks 
the different types of career transitions according to three characteristics:

a. novelty: the difference in tasks, skills and methods;
b. learning: the need to develop major new skills; and
c. transfer, i.e., the opportunity to use previously acquired skills. 

As stated in section 2.3.3, there is no clear relationship between the rankings of the three 
basic descriptive dimensions of a job change (Nicholson & West, 1988). Despite the lack 
of correlations between the three characteristics, the three ‘dimensions of job changes’ 
might be reliable indicators of the objective magnitude of career transitions. Given 
their number of respondents (N = 2,260), measuring the objective magnitude of the 
transition on the basis of the three characteristics appears to be the most valid method. 
Therefore, all the transitions reported by the respondents are ranked according to the 
characteristics novelty, learning, and transfer. Note that the implication of this method 
is that the dimension ‘branch of industry’ (Did your last transition include a move to 
another branch of industry?) is not included.

More specifically, all of the respondents in the present study were asked to describe their 
last career transition in terms of:

- employer: did the last career transition involve a change of employer?;
- status: did the last career transition involve a change in status (up, down, no change);
- function: did the last transition include a move to another functional area (e.g., 

from marketing to operations)?

In the case of the dimensions ‘novelty’ and ‘learning’, it is assumed that the higher the 
score, the greater the magnitude of the transition. For example, the greatest novelty 
in terms of tasks, skills and methods is experienced when making a drop-out shift 
(novelty rank 1). In contrast, a high ranking on the dimension ‘transfer’ implies that 
the magnitude of the job change is small. Evidently, the more opportunities managers 
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have to use previously acquired skills, the less difficult the transition is (and the smaller 
its magnitude).

In addition, the respondents were asked to characterize their previous and current 
managerial or non-managerial positions. These positions were grouped according to the 
different managerial levels shown in table 6.5. In the terms used by Nicholson & West, 
a change of status involves a change of managerial position. For example, the transition 
from a department management position to a business unit (BU) management position 
is regarded as an upward career change; the transition from a division management 
position to a business unit management position is defined as a downward career change.

Table 6.5: Managerial levels and managerial positions

Managerial level: Positions or jobs:

Top management - Chairman of the Board/CEO
- Member of the Board of Directors
- Director

Upper middle management - Division manager/Executive vice president
- (Business) unit manager/BU president

Lower middle management - Department manager

Lower management - Project manager
- First-line manager or supervisor

Professional level - Professional/employee

Measure 3: Jaques’ time-span measurement
The third measure for assessing the objective magnitude of a critical career transition is 
based on Jaques’ time-span measurement (Jaques, 1989, 1990; see § 2.7.3). Respondents 
were asked to indicate the target completion time of the longest task or project for which 
they were responsible in both their last job and their current job. Using Jaques’ time spans 
of three months, one year, two years, five years, ten years and twenty years (see tables 
2.21 and 2.22), the respondents could select from six options: (1) less than 3 months, (2) 
three months to one year, (3) one year to two years, (4) two to five years, (5) five to ten 
years and (6) more than ten years. The score for the six options are shown in table 6.6.

These scores are assumed to represent an ordinal scale. To determine the objective 
magnitude of a critical career transition, the difference between the scores was calculated. 
For example, in the case of a transition involving a change in the target completion 
time from four months (score of 2) to one-and-a-half years (score of 3), the objective 
magnitude of the transition is 3 - 2 = + 1. Evidently, if the target completion time 
decreases, a negative score would indicate a ‘low-magnitude transition’. 
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Subjective magnitude of the transition
As discussed in section 2.3.8, Latack (1984) developed a perceptual measure to assess how 
respondents perceived the transition. The internal consistency of Latack’s scale was .63 (N 
= 109). Unfortunately, Latack’s (1984) paper provides neither specific information about 
the number of items she used for her scale nor a precise and/or complete formulation of 
the items. Only one item was mentioned in the paper: ‘When I moved to this job, it felt 
like a big change’. Therefore, a new scale has been developed to measure the subjective 
magnitude of career transitions for the purposes of this study.

Six items have been used to measure the subjective magnitude of career transtions. These 
items combine several characteristics of people’s perceptions of critical career transitions. 
The respondents were asked to indicate which of five statements applied to them and 
to rate their answers on a scale from 1 = totally disagree to 5 = totally agree. The items 
were specifically based on:

 - Latack’s (1984) study of the effect of career transitions on work stress: ‘When I 
moved to this job, it felt like a big change’;

 - Ashforth’s (2001) definition of role contrast (the number of core and peripheral 
features of the role identity that changes);

 - Nicholson & West’s (1988) three characteristics of career transitions: novelty (the 
difference in tasks, skills and methods), learning (the requirement to develop major 
new skills); and transfer (i.e., the opportunity to use previously acquired skills);

 - Furnham & Bochner’s study of people’s perceptions of the culture shock experienced 
during career transitions between countries with wide differences in value systems 
and beliefs (see also Ashforth, 2001);

 - Louis’ (1980b) three conceptual categories of people’s entry experiences, including 
the contrast or the subjective newness (those differences that emerge in the 
newcomer’s perceptual field as personally significant; see § 2.3.6) and surprise 

Table 6.6: The coded time spans (based on Jaques, 1990)

Options: Score

Less than 3 months 1

3 months - 1 year 2

1 - 2 years 3

2 - 5 years 4

5 -10 years 5

More than 10 years 6
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(differences between the newcomer’s anticipations and actual experiences in the 
organization);

 - Leibowitz & Schlossberg’s (1982) definition of a critical career transition. According 
to Leibowitz & Schlossberg “whether or not an event is classified as a [critical, GM] 
career transition is determined by the person experiencing it. It is not the transition 
per se that is critical, but how much it changes one’s [formal, GM] roles, relationships, 
routines, and assumptions” (Schlossberg, 2004, pp. 3-4).

This scale was evaluated by the three PhD supervisors for content and face validity prior 
to data collection. For more detail, see text box 6.8.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

1. I experienced a big difference between the tasks of my previous and my current position.
2. During the transition I was confronted with a substantial change of the organisational 

culture.
3. During the transition I realised that moving to the new management position was a big 

change in my career.
4. During the transition I realised that the opportunity to apply previously acquired skills in 

my current work was limited.
5. The transition to my current position has resulted in a substantial increase in workload.
6. Making the last transition was a desired step in my career.

Text box 6.8: ‘Subjective magnitude of the transition’ scale.

6.4.2.2. Sources of support
The respondents were asked to indicate the extent to which they had received support 
from various sources, both organizational or work based support and personal social 
support or non-work based support (see also § 5.5.2.1 and § 5.5.2.2). The questionnaire 
included the sources of support that were mentioned most frequently during the 
interviews conducted for this study. 

The respondents were also explicitly asked to indicate to what extent they were supported 
during their last critical career transition. For more detail, see text box 6.9. Asking whether 
they were supported or not (yes or no) would have yielded less insight into the amount of 
support they received. The first eight alternatives are sources of organizational or work 
based support, the last two (partner or spouse and friends/acquaintances) are sources 
of non-work based support.
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Respondents were asked to rank the amount of support they experienced using a five-
point Likert scale: 1 = To a very small extent; 2 = To a small extent; 3 = To some extent; 
4 = To a great extent; 5 = To a very great extent or N/a = Not applicable (= 0).

Please indicate to what extent you received the following forms of support during your last career 
transition. Please rate your answers according to the following scale:

1 = To a very small extent; 2 = To a small extent; 3 = To some extent; 4 = To a great extent; 5 = 
To a very great extent; N/a = Not applicable (= 0)

1. Mentoring
2. My immediate superior
3. Internal coaching
4. External coaching
5. Management education or course
6. Management training
7. Socialization or introduction program
8. Support groups or peer learning
9. Partner or husband/wife
10. Friends/acquaintances

Text box 6.9: ‘Sources of support’ scale.

6.4.3. Objective and subjective success of the transition

Objective success of the transition:
Two criteria for measuring the objective success of career transitions were derived from 
table 4.8: the manager’s contribution to (1) the product or service quality level, and (2) the 
financial results of the unit, department or team the manager was responsible for. Managers 
were asked to indicate to what extent two statements applied to them (see text box 6.10) 
using a five-point Likert scale ranging from 1 = totally disagree to 5 = totally agree.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

1. During my transition period, I contributed positively to the product/service quality level 
of my unit/department/team. 

2. During my transition period, I contributed positively to the financial results (turnover, cost 
level etc.) of my unit/department/team.

Text box 6.10: ‘Objective success of critical career transitions’ scale.
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The respondents were asked to indicate which of the two statements applied to them 
and to rate their answers on a scale ranging from 1 = totally disagree to 5 = totally agree. 
This scale was evaluated by the three PhD supervisors for content and face validity prior 
to data collection.

Although the financial results and the quality level of the product or service are relatively 
objective performance (management) indicators, indicating their own contribution to 
these levels demands realistic and objective assessment skills from the respondents. In 
that sense, the two indicators or criteria are relatively objective, but the impact of other 
variables should be taken in account by the respondents, since the success of the transition 
is not the only variable that determines the organization’s (hard) economic results.

Subjective success of the career transition:
For the measurement of the subjective success of critical career transitions, nine criteria 
were derived from figure 4.5 (see text box 6.11). Managers were asked to indicate the 
extent to which two statements applied to them using a five-point Likert scale ranging 
from 1 = totally disagree to 5 = totally agree. This scale was also evaluated by the three 
PhD supervisors for content and face validity prior to data collection.

Please indicate to what extent the following statements apply to you. Please rate your answers 
according the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

1. I am satisfied with my last transition.
2. I enjoyed making my last transition.
3. Making the last transition was accompanied by a lot of stress and uncertainty (reversed item).
4. During the transition period it seems to me that I quickly added value to the organization.
5. The transition period has made a positive contribution to my current performance.
6. My immediate superior is satisfied with my last transition.
7. It took too much time to acquire the necessary competencies for my new job. (reversed item)
8. My subordinates are satisfied with my last transition.

Text box 6.11: ‘Subjective success of critical career transitions’ scale.
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7.1. Introduction
In this chapter, the results of the online survey are discussed, starting with the main 
characteristics of the sample and a description of the statistical reliability of the constructs 
used in this study (readiness for change, adaptability, interpersonal sensitivity, ambition, 
conceptual skills, the subjective magnitude of the transition, and the objective and 
subjective success of the career transition) in section 7.2. In section 7.3 the correlation 
matrix is explained and the hierarchical regression analysis that was carried out is discussed 
in section 7.4. The hypotheses that were formulated in chapter 5 are tested in section 7.5.

7.2. Descriptive statistics

7.2.1. Main characteristics of the sample

The average age of the 138 respondents was 41.7 years. More than 75% (78.3%) of the 
respondents were male and fewer than 25% (21.7%) were female. Almost 88% (87.7%) 
of the respondents had a partner (married or otherwise) and 30.4% of the respondents 
had one or more children living at home. Over half of the respondents had a higher 
professional education (53.6%), and almost 40% of the respondents held an academic 
degree. Table 7.1 shows the characteristics of the total sample including demographical 
information (age, gender, and marital status) and information about the level of education 
and experience of the 138 respondents. For more details, see Appendix J.

Table 7.2 shows the average age of the four samples. The highest average age was 45.32 
years (the global energy consultancy company), the lowest average age was 38.46 (the 
construction and engineering company). Table 7.2 also shows the number of respondents 
in each sample that completed the entire online survey.

The respondents were asked to mention both their current and previous managerial 
levels. At the time of the online survey, almost 44% of the 138 respondents (60 of the 138 
respondents) held a lower management position and 47.8% held a middle management 
position (i.e., 30.4% were in a lower middle management and nearly 18% in an upper 
middle management position). 8% of the respondents held a top management position. 
Eight of the twelve top managers were in the third sample (the HR consultancy firm). 
For more details, see table 7.3.

Nicholson and West’s (1988) classification of job changes is discussed in section 2.3.3. 
Their types are based on the three descriptive dimensions of a job change: (1) change of 
employer; (2) change in status; and (3) change in function. Table 7.4 shows the averages 
scores on objective and subjective success per type of job change, including the standard 
deviations. The sixth type of job change (out-lateral) was not represented in this study.
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The average objective success of the 105 intraorganizational (or intracompany) transitions 
(job change types 1, 3, 4, 9, 10 and 12) was 3.67; the average subjective success was 3.59. 
The average objective success of the 33 interorganizational (or intercompany) transitions 
(job change types 2, 5, 7, 8 and 11) was 3.91; the average subjective success was 3.82. For 
more details, see table 7.5. 

Table 7.1: Characteristics of the sample (N = 138)

Variable N % Mean Modus SD

Age 41.7 45 7.24

Gender
- Male
- Female

108
30

78.3
21.7

Marital status:
- Married or living with partner with 

children living at home
- Married or living with partner without 

children living at home
- Single with children living at home
- Single without children living at home

33

88

9
8

23.9

63.8

6.5
5.8

Highest level of education:
- University
- Higher professional education (HBO)
- Pre-university education (vwo)
- Secondary vocational education (MBO)
- Senior general secondary school (havo)
- Lower general secondary education (mavo)
- Primary education (LBO)

52
74

0
3
9
0
0

37.7
53.6

0.0
2.2
6.5
0.0
0.0

Managerial experience:
- Years of managerial experience
- Number of managerial positions
- Number of organizations in which the 

manager has managerial experience

7.58
2.82
1.80

3
2
1

6.21
1.84
1.06

Table 7.2: Average ages of the four samples

Sample Organization N % Mean SD

1 Construction and engineering company 50 35.10 38.46 6.50

2 Global energy consultancy company 20 14.57 45.65 6.82

3 HR consultancy firm 12 7.95 43.00 4.92

4 Business school alumni 56 42.38 42.91 7.41

Total 138 100.00 41.70 7.24
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With the mean scores and the standard deviations for the objective success and subjective 
success in table 7.5, the average objective and subjective success of the intraorganizational 
and interorganizational transitions appear to differ significantly: the average objective 
and subjective success of the interorganizational transitions are significantly higher 
than the average success of the intraorganizational transitions (p = .0293 and p = .0230, 
respectively; 2-tailed, confidence level 95%) in spite of the change of work context 
(location and organization).

Table 7.3: Number of respondents per managerial level in each sample

Sample

Managerial level 1 2 3 4 Total

Top management 0 0 8 4 12

Upper middle management 7 3 1 13 24

Lower middle management 11 11 3 17 42

Lower management 32 6 0 22 60

Total 50 20 12 56 138

Table 7.4: Objective and subjective success per type of job change (N = 138)

Objective success Subjective success

No. Types of job change: N Mean SD Mean SD

1 In-spiralling 16 3.69 0.68 3.66 0.51

2 Out-spiralling 7 3.64 0.90 3.68 0.66

3 In-lateral 12 4.00 0.98 3.89 0.59

4 Promotion 49 3.71 0.55 3.53 0.65

5 Out and up 7 4.36 0.48 4.09 0.46

6 Out-lateral 0 - - - -

7 Drop-out shift 2 3.75 0.35 4.01 0.53

8 Out-transfer 13 4.07 0.84 3.81 0.76

9 Job reorder 17 3.50 0.68 3.76 0.55

10 Drop shift 5 3.30 0.45 3.08 0.29

11 Out-demotion 4 3.13 1.11 3.57 0.72

12 In-demotion 6 3.42 1.36 3.29 1.18

Total/average 138 3.73 0.75 3.65 0.65
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The respondents were also asked to indicate (1) to what extent they were supported by a 
number of developmental activities (extent of support), and (2) to what extent the various 
developmental activities would have been helpful during their last career transition. Table 
7.6 shows the results for each developmental activity, and table 7.7 shows the extent of 
support and the effectiveness of the different developmental activities per managerial 
level (top management, upper middle management, lower middle management, and 
lower management).

Table 7.5: Objective and subjective success of intra- and interorganizational transitions

Objective success Subjective success

Types of job change: N Mean SD Mean SD

Intraorganizational 105 3.67 0.71 3.67 0.648

Interorganizational 33 3.91 0.85 3.82 0.654

Table 7.6: Extent of support and effectiveness of developmental activities (minimum score = 0, 
maximum score = 5, N = 138)

Extent of support Effectiveness

Developmental activity: Mean SD Mean SD

Mentor 1.33 1.325 1.98 1.723

Immediate superior 2.91 1.306 3.33 1.406

Internal coach 1.07 1.297 1.99 1.724

External coach 0.99 1.375 1.47 1.671

Management education or course 1.84 1.735 2.11 1.815

Management training 1.54 1.648 2.35 1.758

Socialization or introduction program 0.95 1.303 1.64 1.630

Support groups or peer learning 1.36 1.561 2.30 1.737

Partner or husband/wife 2.81 1.659 2.55 1.768

Friends and acquaintances 2.36 1.494 2.03 1.561

Table 7.8 shows the extent of the support and the effectiveness of the developmental 
activities per type of status change: upward in the hierarchy, downward in the hierarchy 
and no (status) change. The support of the immediate superior is regarded as the most 
effective of the various developmental activities, regardless of the type of status change. 
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In addition, management education is more effective in the event of upward changes 
than in the case of a downward change in status or ‘no change’. 

Finally, table 7.9 shows that statistically, the change of the target completion time (see 
§ 2.7, in particular § 2.7.3) has no effect on the objective success, the subjective success 
or the subjective magnitude of the transition.

Table 7.8: Extent of support and effectiveness of developmental activities per type of status change 
(minimum score = 0, maximum score = 5)

Change of managerial level or status change

Upward 
(N = 79)

No change 
(N = 48)

Downward 
(N = 17)

Developmental activity: Extent Effect Extent Effect Extent Effect

Mentor 1.34 2.20 1.24 1.48 1.38 2.00

Immediate superior 2.96 3.57 2.88 2.95 2.69 3.06

Internal coach 1.06 2.18 0.83 1.60 1.56 2.19

External coach 1.11 1.77 0.86 1.05 0.75 1.12

Management education or course 2.20 2.63 1.24 1.24 1.56 1.88

Management training 1.75 2.65 1.31 1.81 1.25 2.44

Socialization or introduction 
program

0.78 1.67 1.02 1.45 1.63 2.06

Support groups or peer learning 1.33 2.41 1.31 1.90 1.75 2.81

Partner or husband/wife 2.90 2.89 2.71 2.00 2.56 2.25

Friends and acquaintances 2.44 2.37 2.29 1.50 2.25 1.88

Table 7.9: Change of target completion time, success of the transition and the subjective magnitude

Objective 
success

Subjective 
success

Subjective 
magnitude

Change of target 
completion time: N Mean SD Mean SD Mean SD

Decrease 30 3.53 0.909 3.48 0.751 3.38 0.556

No change 59 3.73 0.733 3.73 0.630 3.35 0.754

Increase 49 3.84 0.647 3.65 0.614 3.43 0.750
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7.2.2. Statistical reliability of the constructs

Eight different scales were used in this study. Table 7.10 presents the statistical reliability 
of the constructs (readiness for change, adaptability, interpersonal sensitivity, ambition, 
conceptual skills, the subjective magnitude of the transition, and the objective and 
subjective success of the career transition).

Table 7.10: The statistical reliability of the constructs, including Cronbach’s Alpha

Constructs Mean SD N Items Alpha

Personal factors:
- Readiness for change
- Adaptability
- Interpersonal sensitivity
- Ambition
- Conceptual skills

3.74
3.95
3.89
3.77
4.13

.688

.445

.477

.590

.503

138
138
138
138
138

5
5
5
5
5

.81

.70

.71

.82

.79

Characteristics of the transition:
- Subjective magnitude of the transition 3.39 .709 138 5 .83

Outcome measures
- Objective success of the career transition
- Subjective success of the career transition

3.728
3.646

.750

.655
138
138

2
8

.69

.83

The adaptability and interpersonal sensitivity scales were developed and used by Seegers 
(2008), see § 6.4.1.4. Seegers (2008) found a Cronbach’s Alpha of .69 for his adaptability 
scale and a Cronbach’s Alpha of .71 for his interpersonal sensitivity scale. As table 7.10 
shows, the alpha scores were almost identical in this study: .70 for the adaptability scale 
and .71 for the interpersonal sensitivity scale. As mentioned in section 6.4.1.4, two 
behavior indicators (or items) were modified in order to attain more unambiguous items 
to measure the adaptability construct. Despite these two minor adjustments, the alpha 
score of the adaptability scale did not improve. 

The internal consistency of the two items to measure the objective success of a career 
transition is just acceptable (the Cronbach’s Alpha is .69). The internal consistency of 
the other constructs is acceptable (adaptability, interpersonal sensitivity, conceptual 
skills) or good (readiness for change, ambition, subjective magnitude of the transition 
and subjective success of the career transition). For further details of the constructs, 
see Appendix K. 

Appendix K shows that deleting items would not have increased the reliability or internal 
consistency of the constructs to a substantial extent. Deleting the fifth item (“I had enough 
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time to get ready for the job”) of the ‘readiness for change’ construct would have produced 
an internal consistency of .82 rather than .81, which is only a small increase. Similarly, 
removing the fourth item of the interpersonal sensitivity construct (“I characterize myself 
as a person who regularly expresses praise and criticism towards others, without tension”), 
the sixth or seventh item of the subjective success construct (“My immediate superior 
is satisfied with my last transition” and “It took too much time to acquire the necessary 
competencies for my new job”, respectively) would have increased the Cronbach’s Alpha 
score only slightly. Furthermore, deleting one of the two items of the objective success 
construct would have led to the objective success of career transitions being measured 
by a single item, which is highly undesirable.

7.3. Correlation matrix
Before a hierarchic regression analysis was performed, the correlation between the 
variables was determined using the Pearson correlation analysis. The Pearson correlation 
matrix and the matrix of p-values   (one-tailed) with a total of 32 variables are presented 
in Appendices L and M. The objective and subjective success of the career transition are 
the dependent variables (see figure 5.1). Relevant findings are:

 - There is a strong correlation between the objective and subjective success of a 
career transition (r = .576, p < .001);

 - The correlation between gender and the objective success of the career transition is 
significant. Contrary to hypothesis 2a (§ 5.4.1.1), female managers are objectively 
more successful than their male counterparts (r = .18, p = .017);

 - Despite the lack of any clear relationship between the three dimensions of a job 
change − novelty, learning and transfer − (Nicholson & West, 1988; see § 2.3.3), 
‘novelty’ (the difference in tasks, skills and methods) was found to be positively 
correlated with ‘transfer’ (the opportunity to use previously acquired skills): r 
= .477, p < .0001. Obviously, the greater the difference in the tasks, skills and 
methods in the new job, the fewer opportunities there are to use previously acquired 
skills. ‘Learning’ and ‘transfer’ are also negatively correlated (r = -.298, p < .001): 
the greater the number of major new skills that need to be developed, the fewer 
opportunities there are to use previously acquired skills;

 - The number of years of managerial experience, the number of managerial positions, 
and the number of organizations in which a manager has had managerial experience 
are mutually and significantly correlated (all p-values < .001);

 - The level of managerial experience (years of managerial experience, the number of 
managerial positions and the number of organizations in which a person has had 
managerial experience) is positively and significantly correlated with the subjective 
success of career transitions (all p-values   < .05);
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 - The number of organizations in which a manager has had managerial experience 
is a predictor of objective success (r = .1444, p = .0111);

 - ‘Readiness for change’ is positively correlated with both the objective (r = .195, p 
< .05) and subjective success of career transitions (r = .481, p < 0.001);

 - Three of the four personality traits (adaptability, ambition and conceptual skills) 
are positively correlated with both the objectieve and subjective success of career 
transitions (all p-values < .001);

 - ‘Readiness for change’, ‘adaptability’, ‘interpersonal sensitivity’, ‘ambition’ and 
‘conceptual skills’ are mutually and significantly correlated (all p-values < .05);

 - Change of income, ‘learning’ and ’transfer’ as indicators of the objective magnitude 
of the transition are significantly correlated with the subjective magnitude of the 
transition, which means that an increase in income, the requirement to develop 
major new skills and fewer opportunities to use previously acquired skills are 
factors that lead to transitions being perceived as more critical by the transitioner;

 - There seems to be no relationship or only a weak relationship between task 
completion time or time span (Jaques, 1990) and the success of career transitions 
(both objective and subjective) (r = .116, p = .088, and r = .111. 097, respectively). 
The same applies for the correlation between the change of income and the objective 
and subjective success of the transition (r = .029, p = .369, and r = -.36; p = .337, 
respectively);

 - There is a positive correlation between the length of the transition period and the 
subjective (or perceived) magnitude of the career transition (r = .373, p < 0.001). 
In other words, the more critical managers perceive the transition to be, the more 
time managers need to make the transition;

 - All forms of organizational and personal social support are positively correlated 
with both the objective and subjective success of career transitions, although only 
five of the twenty correlations are significant. The correlation between objective 
success and education (r = .14, p = .05), and friends (r = .191, p = .012) is significant. 
Subjective success is significantly correlated with the support of the immediate 
superior (r = .14, p = .03), peers and network support (r = .219, p = .005, and the 
partner or husband/wife (r = .177, p = .019).

Because of the positive and significant mutual correlations between ‘readiness for 
change’, ‘adaptability’, ‘interpersonal sensitivity’, ‘ambition’ and ‘conceptual skills’, a factor 
analysis was carried out in SPSS using principal axis factoring and Oblimin with Kaiser 
normalization. The factor analysis was used to determine the underlying constructs by 
analyzing the corresponding 25 items. The factor analysis showed that the structure of 
the (expected) constructs is quite unambiguous (see Appendix L), although conceptual 
skills and adaptability overlap for the most part.
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Conceptual skills and adaptability were nevertheless treated as independent constructs 
in this study for three reasons: (1) the adaptability scale is an existing scale that was 
developed separately from this study; (2) both Cronbach’s Alpha scores are acceptable 
(adaptability, .70 and conceptual skills, .79) and (3) adaptability refers to a social personal 
quality or competency, while conceptual skills relate to analytical skills (see also table 2.3). 

In addition, because of the high correlation coefficients (.605, .614, and .823) between the 
predictors ‘number of years of managerial experience’, ‘number of managerial positions’, 
and the ‘number of organizations in which a manager has managerial experience’, the 
last two independent variables were not included in the hierarchical regression analysis. 
The results from the hierarchical regression analysis are presented and discussed in the 
next section.

7.4. Results from the hierarchical regression analysis

7.4.1. Introduction

After the analysis of the correlations between the remaining 30 variables, a hierarchical 
regression analysis was performed. In a hierarchical regression, several sets (‘blocks’) 
of predictors (or independent variables) are added to the regression model in stages 
and the change in R2 is determined. As with Lortie-Lussier and Rinfret’s (2005) study 
on career success, several predictors of objective and subjective success were entered in 
several sets or ‘blocks’:

1. Socio-demographics;
2. Human capital;
3. Personality traits;
4. Characteristics of the transition;
5. Sources of support; and for predicting the subjective success the
6. Objective success of the transition.

These six ‘blocks’ correspond with the conceptual model of the objective and subjective 
success of career transitions that was discussed in chapter 5 (see figure 5.1). As explained 
in section 6.2, the total sample comprised four separate subsamples (n = 50, n = 20, n = 
12 and n = 56, see also table 7.2). Because of the possibility of bias in the analysis, sample 
2, sample 3 and sample 4 were added as control variables. As shown in Appendices O and 
P, the samples do not have a significant effect on the objective and the subjective success 
of career transitions (all p-values > .05). The main results of the hierarchical regression 
analysis are summarized in table 7.11.
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Table 7.11: Results of the hierarchical regression analysis

Variable: Objective success Subjective success

1. Socio-demographics:
Gender .133 -.012
Age -.201 * -.124
Marital status .236 * -.095
Family situation -.030 -.044

ΔR2 .126 ΔR2 .089

2. Human capital:
Level of education -.268 ** -.069
Managerial experience .109 -.051
Readiness for change .105 .350 ***

ΔR2 .073 ΔR2 .231

3. Personality traits:
Adaptability .007 .146 *
Interpersonal sensitivity -.148 .020
Ambition .045 .044
Conceptual skills .286 * -.116

ΔR2 .074 ΔR2 .053

4. Characteristics of the transition
Objective magnitude:

Change in income -.003 .037
Novelty -.216 * .053
Learning .156 .066
Transfer .123 -.028
Target completion time .063 .061

Subjective magnitude .034 -.095
Duration -.074 -.163 *

ΔR2 .032 ΔR2 .050

5. Support:
Mentor -.088 -.110
Immediate supervisor .031 .092
Internal coach -.011 .043
External coach -.104 .077
Education .177 .051
Training -.047 -.045
Introduction program .104 -.017
Peers .074 .108
Partner -.058 .131
Friends .122 -.139 *

ΔR2 .053 ΔR2 .062

6. Objective success
Objective success .474 ***

ΔR2 .144

R2 .358 .629
F 1.905 ** 5.571 ***

* p<.05, ** p<.01, *** p<.001
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The F-values and p-values (F = 1.905, p = .008 and F = 5.571, p = .000) show that the 
conceptual model predicts both outcome variables, the objective and the subjective 
success, respectively. In other words, these values indicate a significant relationship 
between the set of predictors and the dependent variables. In addition, the two R2-
values show that the model explains almost 36% and 63%, respectively, of the degree of 
variance in the objective and subjective success of career transitions, respectively. (1) 
Gender, (2) marital status, (3) the level of education, (4) conceptual skills and (5) novelty 
are significantly related with the objective success, while (1) readiness for change, (2) 
adaptability, (3) the duration of the transition, (4) support from friends, and (5) the 
objective success of the transition are significantly related with the subjective success 
of the transition. Table 7.11 presents the standardized beta coefficient (β) for each 
variable. In addition, the ΔR2 was determined for each of the six ‘blocks’ of variables. 
The ΔR2-value indicates the change in the R2 that occurs when a specific set or ‘block’ 
of predictors is added. In the case of objective success, the largest change in R2 occurred 
when the first block was added to the analysis (socio-demographic variables), with an 
R2 change of .126 (p = .013). In the case of subjective success, the biggest change in R2 
came from adding the ‘human capital block’, with an R2 change of .231 (p = .000). For 
the two ANOVA tables, see Appendix Q.

7.4.2. Hypotheses

7.4.2.1. Relationship between objective and subjective success 
In section 5.3, the relationship between objective and subjective career success was 
discussed. For this study it was assumed that the level of objective success of the transition 
has a direct influence on the level of subjective success of the transition. The average 
score for objective success was 3.73, with a standard deviation of .750. The average score 
for subjective success was 3.65, with a standard deviation of .655.

A positive relationship was expected between the objective and subjective success of 
career transitions (hypothesis 1). The standardized beta coefficient (β) of .474 (p = .000) 
shows a significant positive relationship between the objective and subjective success of 
career transitions (see table 7.11 and Appendix P). In addition, a strong correlation was 
found in the Pearson correlation matrix: r = .576, p < .001 (see Appendices M and N). 
Hypothesis 1 is therefore confirmed.

7.4.2.2. Socio-demographics

Gender
Male managers were expected to be objectively more successful during their career 
transitions than female managers (hypothesis 2a). The opposite was found in this study. 
The average score of the female managers (n = 30) on objective success was 3.983; the 
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average score of the male managers (n = 108) was 3.657. The relationship between gender 
and the objective success of career transtions is not significant (p = .089). Hypothesis 
2a is therefore rejected.

Hypothesis 2b, concerning the subjective success of male and female managers, was 
formulated as follows: female managers perceive themselves as being as successful as 
male managers in making a career transition. Perception refers to the subjective success 
of career transitions. Although the average score of the female managers was higher than 
that of the male managers (3.707 compared with 3.632), the difference is not significant: 
p = .869 (2-tailed). Hypothesis 2b is therefore confirmed.

Age
This study found a negative relationship between objective success and age. Hypothesis 
3a suggested a positive relationship between age and objective success, but a significant 
negative relationship was found (β = -.201, p = .048). Hypothesis 3a is therefore rejected. 
Furthermore, while a negative relationship between age and subjective success was 
expected (hypothesis 3b), a positive but not significant relationship was found: β = .124 
and p = .091. Hypothesis 3b is therefore also rejected.

Marital status and family situation
Having a partner (married or not married) is positively related with the objective success 
of career transitions (β = .236 and p = .015). The average score on objective success of 
managers with a partner is 3.76, while managers without a partner have an average 
score of 3.53. Hypothesis 4a is therefore confirmed. Having a partner is not significantly 
related with the subjective success of transitions (β = -.095, p = .264), so hypothesis 4b 
− managers who are married or living with a partner are subjectively more successful 
during their career transtions than managers who are single − is rejected.

Having children living at home does not affect the objective and subjective success of 
critical career transitions. The standardized beta coefficients are -.030 and -.044 (p-values 
of .365 and .254). In other words, hypothesis 4c − managers with children are expected 
to be objectively more successful during their career transitions than managers without 
children − and hypothesis 4d − managers with children are expected to be subjectively 
more successful during their career transitions than managers without children − are 
both rejected.

7.4.2.3.  Human capital

Level of education
A positive relationship between the level of education and the objective success of career 
transitions was expected (hypothesis 5a). On the contrary, a negative − and significant − 
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relationship was found between the level of education and the objective success of career 
transitions (β = -.268 and p = .003). Hypothesis 5a was therefore rejected.

As explained in section 5.4.2.1, a negative relationship between the level of education 
and the level of subjective success was expected (see hypothesis 5b). However, in this 
study the relationship between level of education and the level of subjective success 
was found to be negative but not significant (β = -.069 and p = .179). Hypothesis 5b is 
therefore also rejected.

Managerial experience
As discussed in section 6.4.1.2, managerial experience was measured with three items: (1) 
the number of years of managerial experience, (2) the number of managerial positions 
held so far, including the current position, and (3) the number of organizations in 
which a person has had managerial experience, including the current organization. As 
explained in section 7.3, only the number of years of managerial experience was added 
to the hierarchical regression analysis. Nevertheless, hypothesis 6a was tested using 
Pearson’s correlation coefficients and the corresponding p-values (appendices M and 
N), the other two items being included in the analysis. Appendices M and N show that 
only the number of years of managerial experience is significantly − and as expected 
negatively − correlated with the subjective magnitude of the transition (r = -.078; p = 
022). Hypothesis 6a is therefore partially confirmed.

In section 7.3 a positive and significant correlation between managerial experience and 
objective and subjective success was reported: years of managerial experience, the number 
of managerial positions and the number of organizations were positively correlated 
with subjective success and the number of organizations was positively correlated with 
objective success (see also Appendix M). Nevertheless, focusing on the number of years 
of managerial experience, the hierarchical regression analysis showed that managerial 
experience is not significantly related with the objective (β = .109; p = .162) or subjective (β 
= -.051; p = .276) success of career transitions. Hypotheses 6b and 6c are therefore rejected.

Readiness for change
Readiness for change was defined as the individual’s beliefs, attitudes, and intentions 
regarding the extent to which changes are needed and the individual’s capacity to 
successfully undertake those changes. Appendices M and N show that readiness for 
change is positively correlated with both the objective (r = .195, p < .05) and subjective 
success of career transitions (r = .481, p < 0.001). Despite these findings, a significant 
relationship between readiness for change and the subjective success was only found after 
carrying out the hierarchical regression analysis (β = .350, p = .000). Hence, hypothesis 
7a is rejected and hypothesis 7b is confirmed.
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Appendices M and N further show a significant negative correlation between readiness 
for change and the subjective magnitude (r = -.155, p = .034). However, the regression 
analysis does not support this finding (β = -.120, p = .90), although a negative relationship 
was found.

7.4.2.4. Personality traits

Adaptability
In the Pearson correlation matrices (see appendices M and N), a significant positive 
relationship was found between adaptability and both objective (r = .244, p = .002) and 
subjective (r = .344, p = .000) success. These findings are in line with hypotheses 8a and 
8b (see § 5.4.3.1). However, the hierarchical regression analysis shows that adaptability 
is only positively − and significantly − related with the subjective success of career 
transitions (β = .146, p = .039). The relationship between adaptability and the objective 
success of transitions is positive (β = .007), but the p-value is far from significant (.473). 
Hypothesis 8a is therefore rejected, while hypothesis 8b can be accepted.

Interpersonal sensitivity
Neither the Pearson correlation scores nor the results of the hierarchical regression 
analyses show a significant relationship between interpersonal sensitivity and the success 
of career transitions. The relationship between interpersonal sensitivity and objective 
success is almost significant, but even negative (β = -.148, p = .078). Both hypotheses 
(9a and 9b) are therefore rejected.

Ambition
In section 7.3, the Pearson correlation matrices suggested a significant positive correlation 
between ambition and both the objective and subjective success of career transitions 
as expected in section 5.4.3.3 (see hypotheses 10a and 10b). However, the regression 
analysis shows no significant relationships: the standardized beta coefficients were 
.045 (objective success) and .044 (subjective success), the p-values were .332 and .289, 
respectively. Hypotheses 10a and 10b are therefore rejected.

Conceptual skills
Appendix M shows a positive correlation between the level of conceptual skills and the 
objective success of career transitions (r = .329 and p = .000). Table 7.11 confirms this 
positive relationship (β = .286 and p = .018).

No significant relationship was found between the level of conceptual skills and subjective 
success: the standardized beta coefficient (β) was -.116 and the p-value was .121. Contrary 
to the results of the hierarchical regression analysis, the Pearson correlation suggested 
a significant positive relationship between conceptual skills and the subjective success 
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of transitions: r = .340, p = .000. On the basis of the more advanced regression analysis, 
hypothesis 11a, which posited a positive relationship between conceptual skills and 
objective success, is confirmed, and hypothesis 11b, which posited a positive relationship 
between conceptual skills and subjective success, is rejected.

7.4.2.5. Characteristics of the transition
As explained in section 6.4.2.1, three independent methods were used in this study to 
measure the objective magnitude of critical career transitions: (1) ranking according 
to the dimensions of novelty, learning and transfer; (2) the change in the manager’s 
income; and (3) Jaques’ time span measurement. These three methods were used to 
test hypotheses 12a to12g.

Relationship between objective and subjective magnitude
The relationship between the objective and subjective magnitude of career transitions 
was discussed in the second chapter (see § 2.3.8). Latack (1984) found empirical evidence 
for a positive correlation between the objective and subjective magnitude of career 
transitions. Hypothesis 12a − the objective and the (perceived) subjective magnitude 
of career transitions are positively related − was formulated on that basis. As already 
mentioned, three independent methods were used to measure the level of objective 
magnitude. The Pearson correlation scores were used to test hypothesis 12a.

Appendices M and N show that there are significant correlations between the subjective 
magnitude and (1) the change in income (r = .142, p = .048); (2) the dimension ‘learning’ 
(r = .264, p = .001); and (3) the dimension ‘transfer’ (r = -.166, p = .026). Surprisingly, 
for ‘transfer’ the correlation is negative and significant, which means that having greater 
opportunities to use previously acquired skills in the new managerial role is perceived as 
increasing the magnitude of the transition. Another remarkable finding is that there is no 
significant relationship between the change in task completion time and the subjective 
magnitude (r = .058, p = .249). Hypothesis 12a is therefore only partially confirmed.

Objective magnitude: change in the manager’s income
In section 5.5.1.2, a negative relationship between the objective magnitude and the 
objective and subjective success was expected (see hypotheses 12b and 12c). In other 
words, it is assumed that (1) an increase in income expresses an increase in task 
complexity and a jump in responsibility (see also § 2.3.5), and (2) the objective and 
subjective success of the transition are negatively correlated with the difference between 
the old and the new role (the magnitude of the transition).

Neither the Pearson correlation scores (objective success: r = .029 and p = .369; subjective 
success: r = -.036 and p = .337) nor the regression analysis (objective success: β = -.003 
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and p = .486; subjective success: β = .037 and p = .300) show a significant relationship 
between the change in the manager’s income and the success of the transition.

Objective magnitude: dimensions of job change: novelty, learning and transfer
Table 7.11 shows that the objective success of career transitions is only related with the 
first of Nicholson and West’s (1988) dimensions of job change: the novelty of the transition 
(β = -.216; p = .024). As expected, this relationship is negative: the larger the number of 
major new skills that need to be developed, the more difficult it is to make the transition, 
and the smaller the probability of objective success. In addition, the Pearson correlation 
scores support the conclusion that there is no correlation or only a weak correlation 
between the objective magnitude and the success of the transition. None of the three 
dimensions − novelty, learning and transfer − is significantly correlated with objective 
or subjective success, although five of the six r-coefficients in the Pearson correlation 
matrix are negative (-.081, -.058, .043, -.018, -.044, and -.045).

On the basis of the regression analysis and the Pearson correlation scores, the support for 
hypotheses 12b and 12c is weak. The novelty (the difference in tasks, skills and methods) 
seems to be the only predictor of objective success. Hypothesis 12b is therefore partly 
accepted, while hypothesis 12c is rejected.

Objective magnitude: task completion time
Hypotheses 12d and 12e suggest a negative relationship between the change in Jaques’ 
‘stratum of role’ and the success of career transitions. Both the Pearson correlation 
matrices and the hierarchical regression analysis show that the change of completion time 
is not significantly related with the level of objective or subjective success of transitions, 
although the p-values in the correlation matrix are slightly higher than .005 (.088 and 
.097, see Appendix N).

In addition, a negative relationship was expected, whereas the correlation matrices and 
the regression analysis report a positive but not significant relationship with objective (β 
= .063, p = .237) and subjective success (β = .061, p = .182). For this reason, hypothesis 
12d − the level of progression in Jaques’ ‘levels of work’ is negatively related to the level 
of objective success of career transitions − and hypothesis 12e − the level of progression 
in Jaques’ ‘levels of work’ is negatively related to the level of subjective success of career 
transitions − are rejected.

Subjective magnitude
By analogy with the reasoning used to support hypotheses 12b and 12c, a negative 
relationship between the subjective magnitude and the objective and subjective success 
of the transition was expected. Neither the regression analysis (see table 7.11) nor the 
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Pearson correlation scores (see appendices M and N) show a significant relationship 
between the subjective magnitude and the objective and subjective success of the 
transition. Hypotheses 12f and 12g are therefore rejected.

7.4.2.6. Sources of support

Organizational support
The Pearson correlation matrices show four significant − positive − correlations between 
developmental activities and objective and subjective success: (1) immediate superior 
- subjective success (r = .160, p = .030); (2) management education - objective success 
(r = .14, p = .050); (3) support groups or peer learning - objective success (r = .166, p = 
.026); and (4) support groups or peer learning - subjective success (r = .219, p = .005).

However, the more advanced hierarchical regression analysis shows that none of the eight 
developmental activities (mentor, immediate superior, internal coach, external coach, 
management education or course, management training, socialization or introduction 
program, support groups or peer learning) are significantly correlated with the objective 
or subjective success of career transitions (see table 7.11). Surprisingly, seven of the 
relationships are actually negative, but not significant. Hypotheses 13a and 13b − 
including the eight sub-hypotheses − are therefore rejected.

Personal social support
The two types of social support (1) partner, husband or wife, and (2) friends or 
acquaintances, were expected to have a positive effect on the objective and the subjective 
success of transtions (hypotheses 14a and 14b, see § 5.5.2.2). The Pearson correlation 
matrices show three significant and positive relationships: (1) partner and objective 
success (r = .152, p = .037); (2) partner and subjective success (r = .177, p = .019; and 
(3) friends and subjective success (r = .191, p = .012).

Despite the three significant relationships in the Pearson correlation matrices, only 
one relation was found to be significant after carrying out the hierarchical regression 
analysis. The extent of support by friends (β = -.139, p = .035) was significantly but 
negatively related with the subjective success of critical career transitions, although a 
positive relationship had been expected. That is why hypotheses 14a and 14b, including 
the eight sub-hypotheses, are rejected.

7.5. Summary
All of the hypotheses tested in this chapter are summarized in table 7.12.
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Table 7.12: Summary of the tested hypotheses

No Hypothesis:
Confirmed 
or rejected

1
Relationship between objective and subjective success:
The objective success of a critical career transition is positively related to the 
(perceived) subjective success of a critical career transition.

Confirmed

2a

2b

3a

3b

4a

4b

4c

4d

5a

5b

6a

6b

6c

7a

7b

Socio-demographics:
Male managers are objectively more successful during a critical career 
transition than female managers.

Female managers perceive themselves as being as successful as male mangers 
in making a critical career transition.

The age of the managers is positively related to the level of objective success 
of a critical career transition.

The age of the managers is negatively related to the level of subjective success 
of a critical career transition.

Managers who are married or living with a partner are objectively more 
successful during their critical career transition than managers who are single.

Managers who are married or living with a partner are subjectively more 
successful during their critical career transition than managers who are single.

Managers with children are expected to be objectively more successful during 
their critical career transition than managers without children.

Mangers with children are expected to be subjectively more successful during 
their critical career transition than managers without children.

The level of education is positively related to the level of objective success 
of a critical career transition.

The level of education is negatively related to the level of subjective success 
of a critical career transition.

The level of managerial work experience is negatively related to the subjective 
magnitude of a critical career transition.

The level of managerial experience is positively related to the level of objective 
success of a critical career transition.

The level of managerial experience is negatively related to the level of 
subjective success of a critical career transition.

The level of readiness for change is positively related to the level of objective 
success of a critical career transition.

The level of readiness for change is positively related to the level of subjective 
success of a critical career transition.

Rejected

Confirmed

Rejected

Rejected

Confirmed

Rejected

Rejected

Rejected

Rejected

Rejected

Partly 
confirmed

Rejected

Rejected

Rejected

Confirmed

8a
Personality traits:
The level of adaptability is positively related to the level of objective success 
of a critical career transition.

Rejected

Table 7.12 continues on next page
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Table 7.12: Continued

No Hypothesis:
Confirmed 
or rejected

8b

9a

9b

10a

10b

11a

11b

Personality traits (continued):
The level of adaptability is positively related to the level of subjective success 
of a critical career transition.

The level of interpersonal sensitivity is positively related to the level of 
objective success of a critical career transition.

The level of interpersonal sensitivity is positively related to the level of 
subjective success of a critical career transition.

The level of ambition is positively related to the level of objective success of 
a critical career transition.

The level of ambition is negatively related to the level of subjective success 
of a critical career transition.

The level of conceptual skills is positively related to the level of objective 
success of a critical career transition.

The level of conceptual skills is positively related to the level of subjective 
success of a critical career transition.

Confirmed

Rejected

Rejected

Rejected

Rejected

Confirmed

Rejected

12a

12b

12c

12d

12e

12f

12g

Characteristics of the career transition:
The objective and the (perceived) subjective magnitude of a critical career 
transition are positively related.

The objective magnitude of a critical career transition is negatively related 
to the level of objective success of a critical career transition.

The objective magnitude of a critical career transition is negatively related 
to the level of subjective success of a critical career transition.

The level of progression in Jaques’ ‘levels of work’ is negatively related to the 
level of objective success of a critical career transition.

The level of progression in Jaques’ ‘levels of work’ is negatively related to the 
level of subjective success of a critical career transition.

The subjective magnitude of a critical career transition is negatively related 
to the level of objective success of a critical career transition.

The subjective magnitude of a critical career transition is negatively related 
to the level of subjective success of a critical career transition.

Partly 
confirmed

Partly 
confirmed

Rejected

Rejected

Rejected

Rejected

Rejected

13a
Sources of support:
The extent to which managers are supported during a critical career transition 
by sources of organizational support, including mentoring (H13a-1), the 
immediate manager or superior (H13a-2), internal coaching (H13a-3), 
external coaching (H13a-4), management education (H13a-5), formal 
management training (H13a-6), socialization or introduction programs 
(H13a-7) and support-groups or peer learning (H13a-8), is positively related 
to the objective success of a critical career transition.

Rejected

Table 7.12 continues on next page
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Table 7.12: Continued

No Hypothesis:
Confirmed 
or rejected

13b

14a

14b

Sources of support (continued):
The extent to which managers are supported during a critical career transition 
by sources of organizational support, including mentoring (H13a-1), the 
immediate manager or superior (H13a-2), internal coaching (H13a-3), 
external coaching (H13a-4), management education (H13a-5), formal 
management training (H13a-6), socialization or introduction programs 
(H13a-7) and support-groups or peer learning (H13a-8), is positively related 
to the subjective success of a critical career transition.

The extent to which managers are supported during a critical career transition 
by a partner, husband or wife (H14a-1) or friends/acquaintances (H14a-2) 
is positively related to the objective success of a critical career transition.

The extent to which managers are supported during a critical career 
transitions by a partner, husband or wife (H14b-1) or friends/acquaintances 
(H14b-2) is positively related to the subjective success of a critical career 
transition.

Rejected

Rejected

Rejected
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8.1. Introduction
The goal of this study is to gain a greater insight into the factors that determine the success 
of critical transitions in managerial careers. More specifically, its purpose is to identify 
the characteristics of transitions − in particular the magnitude of the transition − and 
the characteristics of the ‘manager in transition’ that explain and predict the success 
of career transitions. In addition, the study analyzes the effectiveness of management 
development activities (e.g., coaching, mentoring, training, education etc.) in enhancing 
the possibility that critical career transitions in managerial careers will be successful. 
The main research question in this study is therefore two-fold. First, what are the factors 
that determine the success of critical career transitions in managerial careers? And second, 
which management development activities are most effective during a transition process? 
The main research question was explored on the basis of the following specific questions:

 - What is management and what is meant by a management role?
 - What is a career?
 - What is a critical career transition and what types can be distinguished?
 - What are the main stages in the process of a critical career transition?
 - When is the process of a critical career transition completed?
 - Which managerial levels or layers can be distinguished and what are the main job 

elements at each level?
 - How can the magnitude of critical career transitions be defined and operationalized?
 - What is meant by a successful critical career transition and what criteria can be 

used to measure the success?
 - What is meant by management development (MD) and which management 

development activities can be distinguished?

In chapter 5 (see figure 5.1), a conceptual model designed to answer the main research 
questions is described. It is based on the assumption that the success of a critical career 
transition is determined by both personal factors (e.g., socio-demographic aspects and 
personality traits) and context-bound or situational factors (e.g., characteristics of the 
transition and sources of support).

The focus of this study is on critical transitions in managerial careers. Management is 
defined as “the process of working with and through individuals and groups and other 
resources to accomplish organizational goals” (Hersey & Blanchard, 1993, p. 5). The 
study covers transitions at the levels of lower management, middle management and 
top management and transitions within and between organizations, between (business) 
functions and upwards and downwards in the hierarchy.
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The conceptual model in this study makes a distinction between the objective and 
the subjective success of critical career transitions. The first part of the main research 
question of the research is therefore formulated more precisely as: what are the factors 
that determine the objective and subjective success of critical career transitions in 
managerial careers? In answering this part of the main question, a distinction is made − 
in accordance with the studies by Judge et al. (1994) and Lortie-Lussier & Rinfret (2005) 
− between demographic, human capital and organizational factors. The organizational 
(or situational factors) include both the characteristics of the critical transition itself 
and the various forms of support. With regard to the characteristics of the critical career 
transition, the study identified the impact of the magnitude of the transition on the 
objective and subjective success of critical career transitions.

The objective magnitude of critical career transitions was measured using three inde-
pendent methods: (1) determining the change in the manager’s income; (2) ranking 
the transition in terms of the dimensions novelty, learning and transfer; and (3) 
Jaques’ time span measurement. Respondents to the survey carried out for this study 
were asked to assess their perception of the extent of ‘newness’ they experienced (the 
subjective magnitude of the critical career transition). They were also asked to indicate 
to what extent they received a number of different forms of work-related and non-
work-relatedsupport. The second part of the main question is therefore formulated 
more precisely as: which work-related and non-work-related forms of support are most 
effective during transition processes? The work-related forms of support are subject to 
the management development activities of organizations. Management development 
refers to “developing employees in a prudent and structural way in order to guarantee the 
future occupation of managerial and staff functions” (Huijgen & De Nijs, 1993, in: Jansen, 
Van der Velde & Mul, 2001, pp. 106-107).

A career is a sequence of related work experiences and jobs or formal roles through 
which a person passes during his or her lifetime. Between these jobs or formal roles, there 
are the critical career transitions. A critical career transition is the process in which a 
major change of formal work role requirements or work context (location, organization, 
organizational unit or department) occurs during an individual’s professional career. 
A successful critical career transition is a transition in which the person making the 
transition and the organization in which the transition occurs achieve the specific 
goals of the transition. These goals can be ‘hard’ or ‘soft’. There are different phases in 
a critical career transition (Nicholson, 1986; Nicholson & West, 1988): preparation, 
encounter, adjustment and stabilization, which is completed when the individual (the 
‘transitioner’) has built up a certain degree of routine in the new role and the role and 
personal development are completed.
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8.2. Overview of the results
The objective success of a transition depends mainly on the socio-demographic factors 
(ΔR2 = .126); the subjective success is mainly determined by the human capital factors 
(ΔR2 = .231). The characteristics of the transition, in particular the magnitude of the 
transition, only predict 3.2% of the objective success and 5% of the subjective success 
(ΔR2 = .032 en ΔR2 = .050, respectively). The conceptual model explains almost 36% of 
the total variance of the objective success (F = 1.905, p = .008), and nearly 63% of the 
subjective success (F = 5571, p =. 000). In particular, the objective success of critical 
career transitions depends on the manager’s educational level and conceptual skills.

Conceptual skills are particularly important during the encounter, or confrontation, 
phase of transition processes. Setting priorities and understanding the complexity of 
the job, the organization’s strategy, structure, and culture, and the social networks are 
relevant factors (Louis, 1982). The change in the time span (the change in the length of 
the period that the manager should be able to look ahead in his or her new job) and the 
associated task complexity (Jaques, 1990) do not affect the success of career transitions. 

There is a negative and significant relation between the age and educational level of 
the manager and the objective success of critical career transitions. This means that 
critical career transitions made by older managers are less successful than critical career 
transitions made by younger managers. The main reason for this is that critical career 
transitions made by older managers are regarded as less desirable by the managers 
themselves. However, the negative influence of age is compensated in part by the older 
manager’s managerial experience. The study shows that critical career transitions that 
are undesirable in the view of the managers are less successful than transitions that are 
regarded as desirable, which implies that the success of critical function transitions 
depends on the degree to which the transition fits in with the career path that managers 
have mapped out for themselves. Critical career transitions made by older managers 
should therefore take place in thorough and timely consultation with the manager 
concerned. Furthermore, organizations should pay attention to the interests both of the 
organization (organization development, OD; see § 2.6.1) and the individual manager 
(personnel development, PD). 

There does not appear to be any difference in terms of success between critical career 
transitions involving female managers and male managers. The only difference found 
in this study is that management education or management courses are only effective 
in the case of critical career transitions by female managers. 

Surprisingly, the influence of the manager’s educational level on objective success is 
significantly negative, although the opposite had been expected on the basis of the 
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literature. The negative effect on the objective success of the critical career transition is 
also partly compensated by the level of managerial experience with respect to the level 
of education; the educational level and the level of managerial experience are negatively 
related. No further explanations could be found from the data for the negative relationship 
between the level of education and objective success.

Furthermore, the study shows that conceptual skills play a central role in predicting the 
success of critical career transitions. Conceptual skills affect both the objective success 
of critical career transitions and the individual’s level of ‘readiness for change’. ‘Readiness 
for change’ is strongly correlated with the subjective success of critical career transitions. 
‘Readiness for change’ is defined as ‘the extent to which someone is ready to make the 
transition to the new job (see also § 6.4.1.3). The level of ‘readiness for change’ depends 
on (1) the manager’s own assessment and his or her colleagues’ assessment of his or 
her competenc(i)es, and (2) the time the manager has to prepare for the transition. In 
addition to conceptual skills and the readiness for change, the manager’s adaptability 
affects the success of critical transitions: adaptability and the level of subjective success 
of the critical career transition are positively related. Moreover, the subjective success 
is related to the duration of critical career transitions: the longer the transitional period 
lasts, the less successful the managers’ assessment of their career step.

The perceived or subjective magnitude and the objective magnitude of critical career 
transitions are strongly correlated. The increase in income and the need for new and 
relevant skills (‘learning’) are also good predictors of the perceived magnitude of critical 
career transitions. Remarkably, interfirm career transitions were found to be more 
successful, objectively and subjectively, than intrafirm career transitions.

Providing work-related support (management development activities) during a 
career transition makes scarcely any contribution to its success. The level of support 
explains just over 5% of the objective and subjective success (ΔR2 = .032, ΔR2 = .050, 
respectively). Some forms of organizational support are in fact negatively, although not 
significantly, related with objective and subjective success (mentoring, coaching, training 
and introduction programs). Only the support of friends and acquaintances showed a 
significant relationship, but contrary to what was expected, the relationship of support 
of friends and acquaintances to subjective success was negative (β = -.140, p = .035). 
This could suggest a reverse causality: managers ask for support from family and friends 
when they are already experiencing problems during the transition process.

Although the level of support provided by a person’s life partner does not contribute to 
the success of the transition, having a life partner does contribute to the objective success 
of critical career transitions. This applies for both men and women.
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According to managers who make a step to a higher level in the hierarchy, support 
from their immediate supervisor is the most effective form of support during the 
transition process, followed by support from their life partner, friends and acquaintances, 
management education and training (see table 7.8). In comparison to middle managers 
and first-line managers, a relatively large number of top managers attend management 
courses during their career transitions. This may be the result of the substantial increase 
in the (perceived) task complexity (Jaques, 1990).

Managers at the upper middle management level perceive the support of their immediate 
supervisor as most effective, while top managers regard the support of their life partners 
as most effective (see table 7.7). Furthermore, top managers make only limited use of 
internal and external coaching during their transition periods. It is also striking that 
top managers in particular make use of support groups and peer learning. At the lower 
managerial levels, support groups and peer learning are used less frequently. Apparently, 
sharing experiences is seen as more valuable at the higher levels than at the lower 
managerial levels.

In conclusion, the manager in transition has the greatest impact on the success of the 
critical career transition. Investing in work-related support during transition processes 
has been found not to be very effective. Furthermore, most of the predictors of career 
success that were used in this study had scarcely any effect in predicting the success of 
critical career transitions. In most cases, these predictors were not found to have any 
effect, and in the case of age and education, negative relationships were found.

8.3. Th eoretical implications
The results presented in section 8.2 prompt a number of theoretical considerations, 
which are discussed below.

8.3.1. Age

The regression analysis shows that there is a significant negative relationship between 
age and the objective success of critical career transitions. Based on the earlier studies 
by Gould & Pensley (1984) and Judge et al. (1994), a positive relationship was expected. 
In the Pearson correlation matrix, the negative relationship between age and objective 
success was masked by the level of management experience. Age and experience are, not 
surprisingly, strongly positively related (β = .645, p = .000). This means that older managers 
can compensate for the negative impact of their age with their experience as a manager.

A logical explanation for the negative relationship between age and the objective success 
of critical career transitions can be found in the data. The desirability of the transition, 
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one of the items that was used to determine the subjective magnitude of the transition, 
has been found to be negatively and significantly correlated with age (r = -.148, p = .044). 
In addition, the desirability of critical career transitions is positively related to objective 
success (r = .257, p = .001): the more desirable the transition, the more positive the 
contribution to the quality level and financial results of the manager’s own organizational 
unit. In other words, critical career transitions are often seen as a necessity by senior 
managers rather than as a desirable step in their careers, which is reflected in objectively 
less successful transitions.

What is also striking is that the level of ambition is significantly negatively correlated 
with age: the ambition of managers decreases as they get older. This decreasing ambition 
could lead to less motivation during transition processes. Another explanation for the 
negative correlation between age and objective success can be found in the Peter Principle 
(see § 5.4.1.2 and § 6.2.2.1). In the case of critical transitions in the maturity stage of 
the career (see § 2.3.4 and figure 2.12), the chance of reaching the level of one’s own 
incompetence increases considerably, and hence the chance of making a less successful 
transition increases. However, older managers do not evaluate their last critical career 
transition as more difficult. In fact, although not significant, the magnitude of the 
transition and age are negatively correlated (r = -.074, p = .195). This makes the Peter 
Principle a less likely explanation.

8.3.2. Gender

The manager’s gender does not affect the success of critical career transitions. With 
regard to the objective success of transitions, the Pearson correlation matrix (see 
Appendix M) showed a significant difference between male and female managers: r 
= .180, p = .017, which indicates that female managers are slightly more successful 
than their male colleagues. However, the hierarchical regression analysis showed no 
differences between men and women. In the different subsamples, 8% (construction and 
engineering company), 17% (global energy consultancy company), 5% (HR consultancy 
firm) and 41% (business school alumni) of the respondents were female. Combined with 
the differences between the four subsamples in terms of objective success, the modest 
differences between males and females in the correlation matrix were partly ‘straightened’.

With regard to the predictors of objective success, no differences were found between 
male and female managers in this study. With regard to subjective success, only the effect 
of management education differs significantly between male and female managers (p 
= .001). It can be concluded that women benefit from management education during 
critical transitions (β = .134), while men do not (β = -.010).
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8.3.3. Marital status

Having a life partner contributes positively to the objective success of critical career 
transitions (β = .237, p = .015). However, having a partner does not affect the subjective 
success. In the sample, the effect of marital status was ‘masked’ by the managers’ level of 
education. It appears from the sample that having or not having a partner is associated 
with the level of education (β = .312, p = .000): the higher the educational level, the greater 
the chance of having a partner. In addition, the presence of a partner does contribute to 
the objective success of critical transitions. This is consistent with the earlier findings of 
Judge et al. (1994), Pfeffer & Ross (1982) and Ganster et al. (1986), who found a positive 
relationship between having a spouse and career success.

Interestingly, the perceived support provided by the life partner does not contribute to 
the objective success of the transition (β = -.058, p = .296). Apparently, having a partner 
is associated more with stability, responsibility and maturity (Pfeffer & Ross, 1982). 
Whether the partner offers a lot of emotional support does not matter. This conclusion 
is consistent with that of LaRocco et al. (1980), who concluded that support from family 
and friends is not predictive of work-related outcomes (see § 2.6.3.2). The role of the 
partner and of a stable family situation was an important issue during the interviews 
with the HR experts. According to Marga Veenendaal (see § 4.2.3), it is important that 
the partners support the manager’s decision to make a (critical) career transition. Having 
a stable family situation is of great importance.

8.3.4. Level of education

The level of education does not affect the subjective success of critical career transitions. 
However, contrary to what was expected, the relationship between the level of education 
and objective success is strongly negative (β = -.268, p = .003). The Pearson correlation 
matrix also showed a negative correlation (r = -.108), but this relationship was not 
significant. The negative influence of level of education was masked by having a partner 
and, to a small extent, by gender and the manager’s level of experience. Having a partner, 
which has a positive relationship with the level of education, partially offsets the negative 
effect of the level of education on the objective success of critical career transitions. 
The higher educational level of women in the sample also compensates for the negative 
correlation between objective success and level of education: female managers are 
objectively more successful than male managers (β = .137, p = .089).

The level of managerial experience appears to have a negative relationship with the 
educational level of managers (β = -.310, p = .021). This means that older managers 
can compensate for their lower educational level with more experience as a manager. 
Because managerial experience is positively, but not significantly, related with objective 
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success (β = .109, p = .162), the negative influence of education on the objective success 
of critical career transtions is partially compensated.

Based on the extensive literature in this field (e.g., Deary, Beach, Smith & Fernandes, 
2007; Bartels, Rietveld, Van Baal & Boomsma, 2002; Brody, 1992), a positive relationship 
between educational level and conceptual skills can be expected. That is also the case in 
this study. The educational level and conceptual skills, as part of the overall intelligence, 
are positively related (r = .160, p = .030).

Excessive expectations might be a good explanation for the negative relationship 
between the level of education and the objective success of critical career transitions. 
This explanation is in line with the assumption that a particular level of objective 
outcomes will become less satisfying as the level of education increases, because of the 
higher expectations associated with a higher educational level (Judge et al., 1994; see 
also § 5.4.2.1). These higher expectations could have affected the managers’ perception 
of their contribution to the performance (financial results and product/service quality 
level) of their own unit, department or team. In short, the higher the educational level, 
the higher the expectations, and the more critical the manager’s assessment.

Another possible explanation for the negative relationship between the level of education 
and the objective success of critical career transitions is underestimation. This could 
be reflected in the higher score on ‘readiness for change’ of the more highly educated 
managers; the relationship between education and readiness is positive and significant 
(β = .155, p = .049). In addition, there is no significant difference in how more and less 
highly educated managers perceive the magnitude of their critical career transitions. 
The feeling of being ready for the new job might lead one to devote less energy to the 
transition process, thus diminishing the positive effect the transition could have on the 
organization’s performance.

8.3.5. Readiness for change and personality traits

Readiness for change, adaptability, ambition and conceptual skills are positively 
correlated with both the objective and subjective success of critical career transitions 
(see the Pearson correlation matrix in Appendix N). Nevertheless, after carrying out the 
regression analysis, only readiness for change (β = .350, p = .000), and adaptability (β 
= .146, p = .039) appeared to be significantly related with subjective success, and only 
conceptual skills were significantly related with objective success (β = .286, p = .013). 
With regard to objective success, the (bivariate) correlation with readiness for change 
(r = .195), adaptability (r = .244), and ambition (r = .270) is caused almost entirely by 
the relatively strong relationship between these three variables and conceptual skills. It 
appears that conceptual skills play a central role here: readiness for change, adaptability, 
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and ambition are only significantly correlated with the objective success of critical career 
transitions because they are linked to the level of conceptual skills. As mentioned in 
section 7.3, a factor analysis was carried out to determine the extent to which ‘readiness 
for change’, ‘adaptability’, ‘interpersonal sensitivity’, ‘ambition’ and ‘conceptual skills’ must 
be regarded as independent constructs. The factor analysis showed that the structure 
of the constructs was quite unambiguous, although conceptual skills and adaptability 
overlap for the most part. However, it was decided, for a number of reasons, not to 
combine the two scales to form a single predictor (see § 7.3).

With regard to the subjective success of critical career transitions, after the hierarchical 
regression analysis it was found that ambition is not significantly related with subjective 
success. This is due to the fact that ambition is related primarily to conceptual skills, the 
extent of peer support, age, interpersonal sensitivity, and novelty. Furthermore, there are 
several minor differences between the four sub-samples: the level of ambition within 
the global energy consultancy company was slightly higher than in the other three sub-
samples. But because subjective success is almost significantly correlated with age (β = 
.124, p = .091) and peer support (β = .108, p = .076), these two variables seem to be the 
most logical. That the regression analysis shows that conceptual skills do not determine 
the level of subjective success can be explained by the mediating role of readiness for 
change; readiness for change is a relatively good predictor of subjective success.

Conceptual skills are essential for making critical career transitions. Conceptual skills 
have a direct impact on objective success and are also predictive (through readiness for 
change) of subjective success, irrespective of the manager’s age and level of experience. 
Hence, the importance of intellectual skills during critical career transitions differs 
from the importance of intellectual skills within the career as a whole. Jansen (2006) 
found that objective career success during the early career is primarily associated with 
intelligence. In the case of critical career transitions, intellectual skills remain crucially 
important for a manager’s success. Nevertheless, according to Vinkenburg, Jansen, Dries 
& Pepermans (2014, p. 51), intellectual skills “may well be a nonsignificant predictor of who 
wins the CEO succession contest”. The positive effects of intellectual skills on managerial 
performance “are likely to be ‘cancelled out’ in interpersonal comparisons, not because 
there is no variability among executives (…) but because at the very top [intelligence, GM] 
is not what makes the difference”.

According to Jansen (2006), ambition is an important predictor of objective career 
success in mid-career (see § 5.4.3.3). However, ambition appears to have no significant 
effect during critical career transitions, although ambitious managers will make critical 
transitions − especially transitions to higher levels of management − more often than 
less ambitious managers. Ambition also appears to be positively related with the extent 
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of support by peers (β = .244, p = .002). Ambitious managers apparently need more 
support from their peers than less ambitious managers. The larger network of ambitious 
managers could also be an explanation for the more extensive support from peers.

The regression analysis showed that readiness for change is an important predictor for the 
subjective success of critical career transitions. The feeling of ‘being ready’ for making a 
critical career change apparently has a positive effect on the manager’s perceived success 
(β = .350, p = .000). This is consistent with the phenomenon known in the literature as 
‘self-efficacy for development’ (Maurer, Weiss & Barbeite, 2003; see also Melker & Jansen, 
2013 and Melker, 2015). ‘Self-efficacy for development’ or simply ‘self-efficacy’ is the 
person’s own judgment of his or her skills or competences for development. Perceived 
self-efficacy is described by Bandura (1994, p. 71) as “people’s beliefs about their capabilities 
to produce designated levels of performance that exercise influence events that affect their 
lives. Self-efficacy beliefs determine how people feel, think, motivate themselves and behave”. 
In other words, the higher the level of self-efficacy, the higher the motivation to act. In 
terms of (critical) career transitions: a realistic assessment of one’s own skills and the 
feasibility of the transition are good predictors of a manager’s perception of the subjective 
success of the transition. Based on the above, it can be concluded that conceptual skills 
(1) contribute to making a realistic assessment of one’s own competenc(i)es, and (2) have 
a positive influence on the manager’s motivation and behavior.

The manager’s adaptability influences the subjective success of critical career transitions. 
Nicholson and West (1988) regard the adaptation phase (adjustment) as one of the main 
stages in the transition cycle (see § 2.3.6). Within the adjustment phase, both personal 
and role development can occur (Nicholson & West, 1988). It can be assumed that 
(1) the level of adaptability has a particularly strong impact on the degree of personal 
development (Nicholson & West, 1988), and (2) the chance of a positive transition cycle 
is greater as the manager is able to adapt to the situational factors.

According to Nicholson and West (1988), the manager’s ‘psychological readiness’ 
determines to a large extent the ‘degree of reality shock’ during the ‘encounter’ phase. 
This type of ‘readiness’ has a major impact on how the changes are experienced by the 
manager (Louis, 1980b). Louis makes a distinction between three conceptual categories 
of ‘entry experiences’: (1) the change or the ‘objective newness2’; (2) the contrast or the 
‘subjective newness’; and (3) the ‘surprise’ (see § 2.3.6). In this study, the ‘readiness for 
change’ appears to affect the subjective magnitude of the transition: the higher the level 
of readiness for change, the smaller the subjective magnitude of the transition. This 

2 According to Louis (1980b), ‘newness’ refers to the diff erence between the old and the new role. In this 
dissertation objective newness’ and ‘subjective newness’ are referred as the objective and the subjective 
magnitude of the transition.
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means that the feeling of being ready for the career move increases the chance of (1) a 
positive transition cycle (Blenkinsopp & Zdunczyk, 2005), and, thus, of (2) a subjectively 
successful career transition. 

8.3.6. Characteristics of critical career transitions

The characteristics of critical career transitions (see the conceptual model, figure 5.1) 
explain less than 5% of the objective and subjective success. Only the degree of novelty 
(‘novelty’) of the transition has a negative (and significant) influence on the objective 
success of the transition (β = -.216; p = .024). Learning (β = .624, p = .000) and transfer (β 
= .376, p = .000) appeared to be good predictors of the level of novelty. This means that a 
larger difference between the old and the new job is associated with (1) a greater need to 
learn important new skills, and (2) fewer opportunities to use previously acquired skills 
in the new role. These findings are certainly not surprising. What is striking is that only 
novelty shows a negative relationship with objective success; learning is almost significantly 
negatively related with objective success (β = .156, p = .075) and, together with transfer 
(β = .123, p = 147), compensates for the negative effect of novelty on objective success.

That ‘learning’ is positively correlated to objective success is remarkable: the need to 
develop new skills apparently leads to greater success during the transition. This might 
be explained by the positive effects of learning mentioned by Ohlott et al. (1994), see also 
§ 2.6.2. According Ohlott et al. (1994), challenging tasks for managers, including career 
transitions, lead to greater motivation and a better performance. In addition, ‘learning’ is 
positively and significantly correlated with the desirability of the transition (r = .318, p = 
.000). Apparently, managers regard learning opportunities within a new job as positive. 
These opportunities appear to motivate managers to work harder and to perform better 
during the transition. Thus, motivation and working harder appear to compensate for 
the negative influence of ‘novelty’ on the objective success of the transition.

The change of the time span, the period that a manager should be able to look ahead 
(Jaques, 1989; 1990), appears to have no effect on the perceived or subjective magnitude 
of the transition. The objective (β = .063, p = .237) and subjective (β = .061, p = .182) 
success of a critical career transition are also not related to the change of the ‘task 
completion time’. This is remarkable, because since the 1960s Jaques’ theory has been 
applied in the academic literature (see, for example, Popper & Gluskinos, 1993), as well 
as in practice, for example in the Shell competence matrix, or MITRE model (Evans et 
al., 2002; De Leeuwerk, 1990) and − implicitly − in the model of Charan, Drotter & Noel 
(2001). The question is whether Jaques’ ‘basic structure of organizational levels of work’ 
is (still) valid in the twenty-first century and for all types of organizations. No evidence 
was found in this study for Jaques’ ‘sharp discontinuities in complexity’.
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The finding that managers making an interfirm transition are more successful during 
their transition than managers making an intrafirm transition was unexpected. 
The impact of an interfirm transition is greater and this type of transition is usually 
accompanied by more problems such as stress, negative experiences, surprises, and 
regret (Latack, 1984; Kahn et al., 1964). The positive correlation can be explained by 
the learning opportunities in the new position: there is a significant correlation between 
‘learning’ and changing employer (r = .349, p = .000). Another explanation is based on 
the findings of Latack (1984), who found that people who consciously choose ‘major’ 
career steps are inclined to experience these steps as less radical than colleagues who 
make minor transitions or who avoid transitions altogether (see § 5.5.1.3). This means 
that there is already a sort of ‘natural selection’ before the critical transition is made. This 
explanation is in line with the positive correlation that was found between ‘readiness for 
change’ and subjective success.

The fact that the Pearson correlation matrix (see Appendices M and N) shows no sig-
nificant relationship between ‘novelty’ and objective success (r = -.081, p = .172) can be 
explained by the positive (but not quite significant) influence of ‘learning’ (β = .156, p 
= .075) and ‘transfer’ (β = .123, p = .147) on the level of objective success. The negative 
effect of novelty on objective success is compensated by these two variables. The level of 
novelty is also related with the extent to which managers were supported by introduction 
programs during their last career transition: the greater the differences between the ‘old’ 
and the ‘new’ job (i.e., the higher the level of novelty), the more introduction programs 
are offered. The effect of these types of program on the level of objective (β = .104, p = 
.149) and subjective success (β = -.017, p = .413) appears to be very limited.

The subjective success of the critical transition is significantly related with the duration 
of the transition: the longer the transition period, the less successful the transition is 
in the manager’s eyes. This may be the result of the judgment of stakeholders inside 
and outside the organization: the sooner the manager feels appreciated and accepted 
in the new role, the more successful managers perceive their critical career transition. 
Managers will obviously compare the duration of their own transition with the duration 
of their colleagues’ transitions. According to Heslin (2005), managers use subjective and 
other-referent criteria to assess the success of their own critical career transitions (see 
§ 2.4.3 and table 2.12).

8.3.7. Work-based and non-work-based sources of support

Several work-based sources of support (immediate supervisor, education and peers) were 
found to be positively and significantly correlated with the objective and/or subjective 
success of critical career transitions (see the Pearson correlation matrices in appendices M 
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and N). However, after performing the (hierarchical) regression analysis, these significant 
correlations disappeared almost completely. Only ‘education’ (β = .177, p = .071) and 
‘peers’ (β = .108, p = .076) appeared to be almost significantly related with objective and 
subjective success, respectively, but the relations are relatively weak.

Education during critical career transitions and the age of the manager were found to 
be significantly related (β = -.156, p = .024). This means that older managers are often 
less inclined to follow relevant education programs than their younger colleagues, 
despite the favorable effect of ‘education’ on objective success (β = .177, p = .071). The 
fact that older managers perceive their career transitions as less desirable than younger 
managers could play a role here. Managers who support the career decision might 
attend an educational program as a matter of course. It also appears that education and 
training are often combined (β = .415, p = .000). Nevertheless, training did not appear 
to be effective during critical career transitions.

Peer support is positively and significantly related with ambition (β = .244, p = .002), 
introduction programs (β = .251, p = .002), change of ‘task completion time’ (β = .245, 
p = .001), age (β = .230, p = .005) and gender (β = .168, p = .042). In other words, more 
ambitious managers are more motivated to ask peers to share experiences and ideas 
(see also § 8.2.5).

Meeting peers during these programs could be a logical explanation for the positive rela-
tionship between peers and introduction programs. Furthermore, combining introduction 
programs and peer support could contribute to the effectiveness of socialization processes 
within organizations (Louis et al., 1983). The relationship between the ‘task completion 
time’ and peer support was also discussed during the pilot studies (see chapter 4). The 
top managers in particular (pilot study 3; § 4.4.3) regarded support from peers in their 
own network as effective during critical career transitions. Nevertheless, table 7.7 does 
not confirm this (extent = 1.42, effect = 2.17). These peers have experience with similar 
situations and can serve as a sounding board. Having ultimate responsibility within an 
organization often involves a major change in the time span. Top managers seem to be 
aware of this change and are motivated to discuss relevant experiences with their peers.

Support from peers is positively related with age (β = .230, p = .005). Like managerial 
experience, peer support compensates for the negative effect of age on the objective 
and subjective success of critical career transitions. Nevertheless, the direct effect of 
peer support on objective and subjective success is limited, and women make more use 
of peer support than men. However, the effectiveness of peer support is not greater for 
women than for men (see also § 8.3.2). In addition, support from the partner and friends 
or family are significantly related (β = .406, p = .000). And the level of support from the 
partner is obviously positively related with having a partner (β = .453, p = .000).
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The negative effect of support from friends and acquaintances on subjective success (β 
= -.140, p = .035) might indicate that managers ask for support from family and friends 
when they are already experiencing problems during the transition process, in other 
words, when the manager seems to be locked in a negative transition cycle (Blenkinsopp 
& Zdunczyk, 2005; see also § 2.4.5). In other words, this may indicate that there is reverse 
causality: managers only ask for support from family and friends when they are already 
experiencing problems during the transition process. Section 8.4 discusses the insights 
from the research that apply directly to organizations.

8.4. Organizational implications
In our knowledge-based economy, work roles are less clearly defined than before 
(Demerouti, Bakker & Gevers, 2015). According to Demerouti et al. (2015) and 
Akkermans & Tims (2017), organizations trust that employees, including managers, will 
fill the ‘gap’ between the explicit job requirements and the competenc(i)es necessary to 
be competitive, such as creativity and flexibility. Another relatively recent development is 
that organizational structures have become flatter and organizations increasingly operate 
in flexible (virtual) networks (Al-Awamleh, 2009). These developments have implications 
for managerial careers: today, lifetime employment is an illusion and careers are becoming 
more customized (Valcour, Bailyn, & Quijada, 2007; LaPointe, 2011). Managers are 
no longer solely motivated by promotion; horizontal transitions are increasingly used 
as a form of management development (Michaels, Handfield-Jones & Axelrod, 2001). 
This means that traditional careers, as defined by Wilensky (1960; see § 2.3.1) no 
longer apply. Wilensky (1960, p. 54) defines a career as “a succession of related jobs, 
arranged in a hierarchy of prestige, through which persons move in an ordered, predictable 
sequence”.

Nowadays, careers are characterized by a combination of related and unrelated jobs, 
horizontal and vertical transitions and by unpredictability. It is therefore important to 
place the findings of this study as they relate to organizations in the new context. That 
context was precisely the reason for focusing on both intra-firm and inter-firm transitions 
and on vertical and horizontal transitions. The classification into twelve types of job 
change that was made by Nicholson & West is useful for the purpose. The following 
implications for organizations can be mentioned.

Recruitment and selection
For managerial practice, the importance of conceptual skills during critical career 
transitions implies that organizations should devote sufficient attention to intelligence, 
including conceptual skills, during recruitment and selection processes. For managers, 
intelligence is not only a condition for rapid promotion early in the career (Jansen, 
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2006), it is also essential for successful transitions later in the career, particularly in a 
labor market that is becoming increasingly ‘boundaryless’.

It is important to determine whether candidates − often young people − possess the 
necessary management and leadership qualities right at the start of their managerial career, 
for example during trainee programs. Conceptual skills not only determine the success of 
objective critical career transitions, they also influence the level of ‘readiness for change’.

Clarity about the new role and limiting the degree of ‘novelty’
Although critical career transitions can be regarded as ‘developmental components’ 
(McCauley et al., 1994; Van der Sluis, 2000), this study shows that the degree of novelty 
is an important issue for organizations. Novelty and objective success are negatively 
correlated, which means that too big a difference between the old and the new role leads 
to poorer managerial performance during the transition period. On the other hand, with 
too few differences between the old job and the new one, there are insufficient learning 
opportunities. Considering the manager’s potential for growth is important: the greater 
the managerial potential, the larger the career step can be and the more new challenges 
the manager can handle (see also Melker & Van der Sluis, 2008).

‘Psychological preparedness’ or ‘readiness for change’ contributes positively to the 
subjective success of critical career transitions. This means that it should be clear to 
managers what the new job requires before they start it. The same applies for the necessary 
knowledge and skills. This is contrary to the current trend among organizations to 
describe new managerial jobs less clearly, which might increase the chance of failure.

Desirability of transitions made by older managers
This study shows that older managers are faced with career transitions that they regard 
as undesirable more frequently than their younger colleagues. This might explain the 
negative relationship between age and objective success in critical career transitions, 
which means that the desirability of a career transition is a major issue for organizations, 
particularly in the case of older managers. Obviously, undesirable career transitions 
could lead to increased risks, with the motivation and performance of managers coming 
under pressure. This is not in the interests of either the managers or the organization. 
Especially now that the retirement age is being gradually raised, ‘custom-made careers’ for 
older managers will become increasingly important. It is up to organizations to develop 
age-related policies (see also Wognum, Veldkamp, De Grip & Sieben, 2006). It will be 
essential to listen to the needs of older managers especially. This is consistent with the 
trend towards age-related HRM policies. It is also important to take into account the 
characteristics and abilities of the manager during critical career transitions: ‘do not try 
to teach a duck how to climb a tree’.
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Tailored use of organizational support
The impact of work-related or organizational sources of support on the success of 
critical career transitions is limited. This applies for both men and women. According 
to managers, their immediate supervisor is the most effective source of support, but this 
effect could not be proven statistically. Furthermore, management education programs 
were found to enhance the success of critical career transitions of female managers (see § 
8.3.2) but not of male managers. It can be concluded that organizational support should 
be applied carefully. For organizational support to be effective, it should be customized: 
organizational support should match the specific requirements and development needs of 
the individual manager. This finding corresponds with the trend towards more ‘bespoke’ 
career planning and career development (Melker & Jansen, 2013; Melker, 2015).

The regression analysis shows that providing support makes scarcely any contribution 
to the success of critical career transitions. The extent of support only explains slightly 
more than 5% of the objective and subjective success of critical career transitions. Where 
multiple forms of organizational support are provided (mentoring, coaching, training and 
introduction programs), it was found that the relationship is actually negative, although not 
significant. The negative relationship might be the result of perceived problems during the 
transition process: the manager, the immediate supervisor and/or the HR department might 
consider additional support in case of a negative transition cycle, see also Blenkinsopp & 
Zdunczyk, 2005). This could also explain the negative and significant relationship between 
the extent of support provided by friends and acquaintances: the manager’s uncertainty 
during the transition process might be a reason to ask friends or acquaintances for help.

Importance of a stable family situation
Personal social support − or non-work-based support − from the manager’s partner, 
family and friends is at least as important as the support offered by the organization itself. 
This is consistent with the finding that a stable family situation is a necessary condition 
for a successful critical career transition (see § 4.3.3). Having a partner who supports the 
manager’s choice to make a major career step is essential. The family situation should 
therefore be a factor that is taken into account when considering making a career change. 

Sharing previous experience
Older managers in particular have a lot of valuable experience with critical career 
transi tions. Organizations should make effective use of that experience. Sharing their 
experiences challenges older managers to help their younger colleagues, who can learn 
from their experience. Sharing experiences also contributes to the effectiveness of 
socialization processes. It appears to be essential, however, that the immediate supervisor 
maintains control during the socialization process to ensure that the ‘manager-in-
transition’ does not receive conflicting advice.
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Dealing with ambitious managers
Ambitious managers make particular use of peer learning during their career transitions. 
Accordingly, there should be talent management programs to enable managers to 
share experiences during critical career transitions. Helping managers to develop their 
internal network promotes peer support. However, although managers at every level of 
the hierarchy indicated that they benefit from peer support, the statistical analysis did 
not support that conclusion.

Creating learning opportunities
It is important to create learning opportunities that allow managers to develop new 
knowledge and skills during critical career transitions. By incorporating learning 
opportunities into career transitions, managers feel more challenged, while they also 
contribute to effective managerial learning. Managers who make a critical career 
transition are challenged to be open to new learning situations. In addition, by 
incorporating new learning situations into previous (managerial) jobs, organizations 
can assess whether a manager is ready to make a major career step. 

A lateral career move appears to be an effective way of introducing managers to new 
learning opportunities. The pilot studies showed that managers benefit greatly from 
previous horizontal steps in their careers. Another way of preparing managers for a 
(major) vertical career move is to increase their level of responsibility and decision-
making authority. This calls for flexibility in the design of managerial jobs. In other 
words, job crafting might be an effective instrument for preparing managers for future 
career moves. Managers in several of the organizations that participated in this study 
had performed the role of deputy in the absence of their immediate supervisor.

Monitoring critical career transitions
It emerged from the pilot studies that there is often a serious lack of monitoring during 
critical career transitions. If there was any ‘concurrent control’, the evaluation of the 
results often had an ad hoc character, and in almost every case, there had been no clear 
objectives or criteria for measuring success or effectiveness. Furthermore, agreements had 
rarely been made on the support managers would receive during the career transition. 
The results of this study reveal that managers need (1) concrete agreements on the period 
they will have to get used to the new job, and (2) ‘tailor-made support’ in the event of 
difficulties during the transition process.

Realistic assessment of the manager’s potential
Where possible, career choices should be in line with the ambitions, the career goals and 
the potential of managers (Melker & Van der Sluis, 2008). Not every manager can or wants 
to reach the position of CEO. The Peter Principle was discussed in section 5.4.1.2. This 
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principle partially explains the negative correlation between age and the objective success 
of critical career transitions. Evidently, the goal of the support for managers during a 
transition should not be to help every manager to succeed in the new job at any cost. It is 
therefore in the interests of both the organization and the manager that a realistic, and where 
possible objective, assessment of the manager’s potential for growth is made beforehand.

8.5. Implications for individuals
In addition to the implications for organizations (see § 8.4), the findings from this study 
also have implications for individual managers who are considering, preparing for, or 
making a critical career transition or who have recently completed one. 

Being aware of one’s personal ‘mental maps’ and unlearning ineff ective behavior
Managers making a critical career transition are confronted with their own mental maps 
− how they look at their work and at the world. Different behavior is often required to 
perform a new job effectively. It is then necessary to unlearn existing behavior and to 
learn other, more effective behavior. It is important for managers to be aware of their 
new role(s) and the expectations raised by the new job. For example, a transition to a 
higher hierarchical level demands less attention to detail and a greater focus on the main 
management issues. This does not mean that managers can do entirely without specific 
knowledge of the field in which they work (Keuning, Bossink & Tjemkes, 2010). During 
the preliminary interviews with managers in the global energy consultancy firm (sample 
2) one of the managers stressed that knowledge of the market was essential if a manager 
was to have added value in higher management positions. According to this manager, 
it is impossible to manage the commercial process without that knowledge because 
customers expect a manager to have sufficient knowledge of the field and the relevant 
technology. The first pilot study (see § 4.2.3) showed that managers must be prepared 
to call existing paradigms into question and to be flexible and optimistic during critical 
career transitions. Flexibility and optimism are important for success in a career: ‘cherry 
picking’ seems to be an ineffective career strategy.

Organizing one’s own support
Managers have a responsibility to organize their own support during critical career 
transitions. Top and middle managers in particular are expected to be able to identify 
their own development needs and to meet those needs in collaboration with the 
organization. To that end, they must critically assess their own competencies in relation 
to the requirements of the new job. In that context, one of the former CEOs mentioned 
the importance of self-assessment (see the results of the second pilot study in section 
4.3.3 and Melker & Van der Sluis, 2008).
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Obviously, an understanding of the characteristics of the new role is essential in 
determining the most effective form of support. Top managers in particular appear to 
benefit from peer support - other senior managers in their network with whom they 
can brainstorm and discuss similar experiences (see the conclusions from the third pilot 
study, § 4.4.3).

Importance of a stable family situation
Before deciding to make a critical career transition, it is important for a manager to 
determine whether the family situation is sufficiently stable. The more stable the family 
situation, the greater the chance of a successful transition. In this context, the desirability 
of the transition is also a factor: taking an unwanted career step in an unstable home 
environment is an almost impossible task for managers.

Transitions take time
It is important for managers to realize that it takes time to become effective in a new job 
or organization. Although the change itself can occur overnight (a new location, a new 
job, another organization), the transition process takes longer to complete: “In other 
words, change is situational. Transition, on the other hand, is psychological. It is not those 
events, but rather the inner reorientation and self-redefinition that you have to go through 
in order to incorporate any of those changes into your life. Without a transition, a change 
is just a rearrangement of the furniture. Unless transition happens, the change won’t work, 
because it doesn’t ‘take’” (Bridges, 1991, p. 4). The research, and in particular the first 
pilot study, have shown that about 75% of transitions are completed within a year. It is 
important to be able to accept criticism and not take it too personally during that period.

Manager’s added value
In the first pilot study, one of the former CEOs emphasized the added value the manager 
brings to his or her new role. During the period of transition, the manager in transition 
has to continue searching for his or her own added value: how can I contribute to the 
effectiveness of my department or team or to the organization as a whole? That requires 
an understanding on the part of the manager of his or her own performance and of what 
the organization requires during the transition process.

8.6. Limitations of the study
A number of limitations with respect to this study should be noted, including the 
following:

 - The quantitative part of the study is based solely on managers’ own assessment of 
their last career transition and their personality. This means that they rated their 
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success and personal characteristics themselves. Due to practical considerations, 
in none of the four samples was it possible to have the questionnaires filled out 
by other stakeholders inside or outside the organization, such as immediate 
supervisors, employees, fellow executives, or customers. The participating 
organizations preferred not to entrust data collection to other stakeholders or 
parties. A 360-degree feedback method would probably have led to a more objective 
assessment of the success of transitions and personality traits.

 - The managers who completed the questionnaire were − as far as is known − still 
active in the position resulting from their last transition. This could mean that the 
findings in this study concerning the success of their most recent career transition 
might give too positive a picture of the outcome of transition processes. It also has 
to be stressed that the organizations surveyed in sample 1 (the construction and 
engineering company), sample 2 (the global energy consultancy company) and 
sample 3 (HR consultancy firm) were explicitly asked not to select only managers 
who were thought to have been successful during their last career transition, but 
also managers who were unsuccessful or less successful. It is possible that managers 
who feel they have been less successful were less motivated to take part in the study 
than managers who believed they had made a successful transition. This might have 
influenced the results of the study but because the questionnaires were completed 
anonymously, this could not be verified after collecting the data.

 - The respondents who participated in the quantitative part of this study were 
asked to give their opinion of the success of their last critical career transition 
at a specific moment in time. However, success can be perceived differently by 
managers at different stages or moments during the transition cycle (see figure 2.1). 
The perception of the degree of success can also be influenced by recent intrarole 
transitions (Louis, 1980): managers might assess their last transition differently 
because they take a different view of the current job. But recent positive or negative 
experiences in the new job could also influence the manager’s judgment.

 - Assessing the success of critical career transitions objectively was found to be 
difficult. Objective measures of success within the first six to twelve months are 
difficult to determine. In addition, applicable information (including interim 
management reports and information about salary increases) differs between and 
even within organizations as a result of different appraisal, reward and control 
systems. In this study it was assumed that managers are able to assess their 
contribution to the success of their department or team, or the organization as a 
whole during the transition.

 - A more objective method for determining the objective magnitude of critical career 
transitions, such as the ‘Hay method for job evaluation and profiling’, would have 
been preferable. Unfortunately, it proved impossible to apply this complex method, 
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which requires a lot of specific expertise and a comprehensive overview of job 
characteristics. Evaluating the so-called ‘total job size’ of both the former job and 
the new job for each manager was practically impossible. Therefore, three other 
independent methods were used: (1) percentage change in the manager’s income, 
(2) ranking the transition along the dimensions of ‘novelty’, ‘learning’ and ‘transfer’, 
and (3) Jaques’ time-span measurement.

 - The number of respondents in the quantitative part of the study was limited. The 
questionnaire was completed in full by138 managers. Managers are frequently 
asked to take part in (academic) studies, and the willingness of organizations and 
individual managers to participate is relatively low. In addition, 73 managers made 
their last career transition more than three years previously and 26 managers had 
started in their new job less than three months before they received the invitation. 
These 99 (73 + 26) managers did not start filling out the questionnaire. Of the 151 
respondents who actually started to fill out the questionnaire, 138 respondents 
completed it. The 13 (151 - 138) respondents who did not finish the questionnaire 
are not included in the study

8.7. Suggestions for further research
The results of this study yield a number of suggestions for further research. For example:

 - A longitudinal study is recommended to determine how managers experience the 
different stages of their critical career transitions (see also figure 2.1). This study 
should also consider the impact of critical career transitions on managers’ objective 
and subjective career success. This would make it possible (1) to determine the 
effectiveness of forms of organizational support and personal social support during 
the different phases of the transition cycle, and (2) to learn more about how to 
prevent managers becoming ‘locked into’ a negative transition cycle (Blenkinsopp 
& Zdunczyk, 2005, see figure 2.6, § 2.4.5); 

 - This study is confined to critical career transitions made by managers. However, its 
scope could be broadened to other aspect of relevance for organizations. Supporting 
employees during their career transitions requires the use of scarce resources (time, 
money, manpower), and a better understanding of the effectiveness of the various 
forms of support could (1) lead to greater efficiency, and (2) allow the break-even 
point of career transitions to be reached sooner (Watkins, 2003, see § 3.2 and figure 
3.1). Obviously, the sooner people feel competent in their new job, the better.

 - This study examined four personality traits in relation to the success of critical 
career transitions. In Blake E. Ashforth’s book ‘Role transitions in organizational 
life’ (2001), several other personality traits are mentioned, including identity style, 
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identity resolution, self-esteem, control beliefs and desires, need for achievement 
(nAch) and positive and negative affect. It would also be interesting to determine 
(1) whether it is possible to learn how to be more successful during a critical career 
transition; and (2) whether managers can share and learn from their experiences 
during transitions. In this way, it might be possible to enable peer groups or 
management training to play a more effective role in preparing, planning and 
guiding critical career transitions.

 - Organizations are faced with increasingly rapid and significant external and internal 
changes that make it more and more difficult for (top) managers to look ahead 
to the future. It is therefore questionable whether Jaques’ model, which is based 
on levels of work, task complexity, and a time span of more than 50 years, is still 
valid. Nowadays, even overseeing a period of more than five years seems practically 
impossible. In addition, this study shows that making a ‘jump in responsibility’ 
does not affect the perceived or subjective magnitude or success of critical career 
transitions. 
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1. Inleiding
Het doel van dit onderzoek is om meer inzicht te geven in de factoren die het succes 
bepalen van kritische loopbaantransities of loopbaanovergangen3 van managers. Het gaat 
daarbij om de kenmerken van loopbaantransities − in het bijzonder de zwaarte van de 
transitie − en de persoonskenmerken van de manager die de transitie maakt. Ook wordt 
gekeken naar de ondersteuning van managers tijdens deze transities. Dit heeft geleid tot 
de volgende tweeledige centrale onderzoeksvraag: welke factoren bepalen het succes van 
kritische loopbaantransities van managers en welke management development-activiteiten 
zijn hierbij het meest effectief? Om de centrale onderzoeksvraag te beantwoorden zijn de 
volgende deelvragen geformuleerd:

 - Wat wordt verstaan onder management en wat is een managementrol? 
 - Wat wordt verstaan onder een loopbaan?
 - Wat is een kritische loopbaantransitie en welke typen kunnen worden onder-

scheiden?
 - Wat zijn de hoofdfasen van het transitieproces?
 - Wanneer wordt een transitieproces afgerond?
 - Welke managementniveaus kunnen worden onderscheiden en wat zijn de 

belangrijkste taken en verantwoordelijkheden per niveau?
 - Hoe kan de zwaarte of magnitude van een kritische loopbaantransitie worden 

bepaald en geoperationaliseerd?
 - Wat wordt verstaan onder een succesvolle kritische loopbaantransitie en welke 

criteria kunnen worden gebruikt om dit succes te meten?
 - Wat kan worden verstaan onder management development (MD) en welke 

management development-activiteiten kunnen worden onderscheiden?

Voor de beantwoording van de centrale hoofdvraag is gebruik gemaakt van een 
conceptueel model (figuur 5.1, pagina 179). Binnen dit model en binnen het onderzoek 
als geheel, wordt ervan uitgegaan dat het succes van een kritische loopbaantransitie 
wordt bepaald door persoonsgebonden factoren, zoals de persoonlijkheid van de manager, 
en contextgebonden of situationele factoren zoals de kenmerken van de transitie (de 
magnitude of zwaarte) en de vormen van ondersteuning bij de transitie.

De focus ligt op kritische transities binnen managementloopbanen. Management wordt 
omschreven als “the process of working with and through individuals and groups and other 
resources to accomplish organizational goals” (Hersey & Blanchard, 1993, p. 5). Transities 
binnen zowel het lagere management, het middle management en het topmanagement 

3 ‘Career transitions’ worden in het Nederlands ook wel loopbaantransities, loopbaanovergangen, roltran-
sities of functieovergangen genoemd. In deze Nederlandse samenvatting wordt ‘career transition’ vertaald 
met loopbaantransitie.
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zijn onderzocht. Daarbij gaat het om transities binnen en tussen organisaties, tussen 
bedrijfsfuncties (‘functions’) en transities naar hiërarchisch hogere en lagere posities. In 
het conceptuele model is onderscheid gemaakt tussen het objectieve en subjectieve succes 
van een kritische loopbaantransitie. Daardoor kan het eerste deel van de hoofdvraag van 
het onderzoek worden genuanceerd: welke factoren bepalen het objectieve en subjectieve 
succes van kritische loopbaantransities van managers? Voor de beantwoording van dit 
deel van de hoofdvraag is – conform de studies van Jugde et al. (1994) en Lortie-Lussier 
& Rinfret (2005) – onderscheid gemaakt tussen demografische, human capital en 
organisatorische factoren. Onder organisatorische (of situationele factoren) vallen zowel 
de kenmerken van de transitie als de vormen van ondersteuning.

Bij de kenmerken van loopbaantransitie is primair gekeken naar de zwaarte of magnitude 
van de transitie. De magnitude van kritische loopbaantransities is op verschillende 
objectieve manieren bepaald. Er is gekeken naar de verschillen tussen de oude en nieuwe 
functie (‘novelty’), de mate waarin nieuwe vaardigheden moeten worden ontwikkeld, 
de mate waarin bestaande vaardigheden kunnen worden gebruikt en de verandering 
van de ‘time-span’. Ook is respondenten gevraagd hoe zij de zwaarte van de overgang 
hebben ervaren (de subjectieve magnitude). Bij ondersteuning is onderscheid gemaakt 
tussen werkgerelateerde en niet-werkgerelateerde vormen van ondersteuning. Daarmee 
is ook het tweede deel van de hoofdvraag scherper geformuleerd: welke vormen van 
werkgerelateerde en niet-werkgerelateerde ondersteuning zijn het meest effectief tijdens 
loopbaantransities van managers? De werkgerelateerde vormen van ondersteuning vallen 
onder de management development-activiteiten van organisaties. Onder management 
development wordt het geheel van activiteiten verstaan waarmee een organisatie zich 
probeert te verzekeren van de tijdige beschikbaarheid van gekwalificeerde personen 
voor sleutelposities waaronder managementposities (Jansen, 1997). 

Een loopbaan bestaat uit een reeks van functies of formele rollen en werkgerelateerde 
ervaringen binnen iemands werkzame leven. Tussen deze functies of formele rollen is 
er sprake van kritische transities of overgangen. Een kritische loopbaantransitie wordt 
gedefinieerd als een proces waarin een substantiële verandering optreedt in iemands 
loopbaan ten aanzien van de inhoud van de functie (de aard of complexiteit van het 
werk) en/of de context waarin het werk wordt gedaan (locatie, organisatie of het 
organisatieonderdeel). Een succesvolle kritische loopbaantransitie is een transitie waarbij 
de doelen die zijn gesteld door degene die de overgang maakt en door de organisatie 
waarbinnen de overgang plaatsvindt worden behaald. Hierbij kan het gaan om ‘harde’ en 
‘softe’ doelstellingen. Een loopbaantransitie bestaat uit verschillende fasen (Nicholson, 
1986; Nicholson & West, 1988): voorbereiding, confrontatie, aanpassing en stabilisatie 
en is afgerond wanneer de persoon (in het Engels de ‘transitioner’) een zekere mate van 
routine in de nieuwe rol heeft opgebouwd.
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2. Overzicht van de belangrijkste resultaten
Of een kritische loopbaantransitie objectief gezien succesvol verloopt, hangt voornamelijk 
af van de sociaal-demografische factoren (ΔR2 = .126); het subjectieve succes wordt 
met name bepaald door de ‘human capital’-factoren (ΔR2 = .231). De kenmerken van 
de transitie, in het bijzonder de magnitude van de transitie, verklaren het objectieve en 
het subjectieve succes het minst (respectievelijk ΔR2 = .032 en ΔR2 = .050). In totaal 
wordt bijna 36% van de variantie van het objectieve succes door het conceptuele model 
verklaard (F = 1.905, p = .008), bij het subjectieve succes ligt dat percentage op bijna 63% 
(F = 5.571, p = .000). Het objectieve succes van kritische loopbaantransities hangt met 
name af van het opleidingsniveau en het conceptuele vermogen van de manager. Met 
name tijdens de confrontatie of ‘encounter’-fase is conceptueel vermogen van belang. 
Het stellen van prioriteiten en het doorgronden van de complexiteit van het werk, de 
strategie, de organisatiestructuur, de sociale netwerken en de organisatiecultuur zijn 
hier van belang (Louis, 1982). Hier valt op dat een verandering in de ‘time span’ (de 
verandering van de periode die de manager in zijn of haar nieuw functie vooruit moet 
kunnen kijken) en de hier volgens Jaques (1990) aan gekoppelde taakcomplexiteit niet 
van invloed zijn op het succes van loopbaantransities.

De leeftijd en het opleidingsniveau van de manager zijn negatief en significant gerelateerd 
met het objectieve succes van kritische loopbaantransities. Dat betekent dat kritische 
loopbaantransities van oudere managers minder succesvol verlopen dan die van jongere 
managers. De belangrijkste verklaring hiervoor is dat loopbaantransities door oudere 
managers als minder gewenst worden gezien. Het hebben van meer managementervaring 
zorgt er echter wel voor dat de negatieve invloed van leeftijd wordt gecompenseerd. Uit 
het onderzoek blijkt verder dat ongewenste transities objectief gezien minder succesvol 
verlopen dan transities die in de ogen van managers wel gewenst zijn. Dat betekent dat 
het succes van kritische loopbaantransities afhangt van de mate waarin de overgang past 
in de loopbaan die managers voor zichzelf hebben uitgestippeld. Dat pleit ervoor dat met 
name positiewisselingen van oudere managers zoveel mogelijk in overleg met de manager 
plaatsvinden en dat organisaties aandacht hebben voor de belangen van individuele 
managers (personnel development of PD) en niet alleen voor organisatiebelangen 
(organization development, OD).

Er blijkt geen verschil in het succes van kritische loopbaantransities tussen mannen en 
vrouwen. Het enige verschil tussen mannen en vrouwen is dat managementopleidingen 
voor vrouwen effectief blijken te zijn bij transities, voor mannen geldt dit niet. De invloed 
van het opleidingsniveau op het objectieve succes is negatief. Hier werd op basis van 
de literatuur het tegenovergestelde verwacht. Ook hier zorgt het ervaringsniveau van 
managers ervoor dat het negatieve effect op het objectieve succes voor een deel wordt 
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gecompenseerd. Vanuit de data kon geen directe verklaring worden gegeven voor het 
negatieve verband tussen opleidingsniveau en objectief succes.

Uit het onderzoek blijkt verder dat conceptuele vaardigheden een centrale rol spelen bij 
het voorspellen van het succes van kritische loopbaantransities. Conceptuele vaardigheden 
zijn direct van invloed op het objectieve succes, maar zijn ook voorspellend voor de mate 
van ‘readiness for change’. ‘Readiness for change’ is sterk gerelateerd met subjectief succes. 
‘Readiness for change’ staat voor de mate waarin iemand klaar is voor het maken van de 
verandering naar de nieuwe functie. De mate van ‘readiness for change’ hangt af van (1) 
de beoordeling van de eigen competenties door de manager zelf én door collega’s en van 
(2) de tijd die iemand heeft gehad om zich op de transitie voor de bereiden.

Ook het aanpassingsvermogen van managers is van invloed op het succes van kritische 
loopbaantransities: ‘adaptability’ en subjectief succes hangen positief samen. Ook blijkt 
dat het subjectieve succes van de transitie samen te hangen met de duur van de overgang: 
hoe langer de overgangsperiode duurt, hoe minder succesvol managers hun eigen 
loopbaanstap beoordelen. De ervaren zwaarte van de transitie − de subjectieve magnitude 
− hangt sterk af van de objectieve zwaarte of ‘magnitude’. De stijging in inkomen en 
de noodzaak om nieuwe en relevante vaardigheden te leren (’learning’) blijken goede 
voorspellers te zijn van de ervaren (subjectieve) magnitude. Opmerkelijk is dat transities 
tussen organisaties succesvoller verlopen dan transities binnen organisaties: zowel het 
objectieve als het subjectieve succes is bij ‘interfirm’ transities hoger. 

Het bieden van werkgerelateerde ondersteuning (management development-activiteiten) 
blijkt nauwelijks bij te dragen aan het succes van loopbaantransities. De mate van onder-
steuning verklaart ongeveer 5% van het objectieve en subjectieve succes (respectievelijk 
ΔR2 = .032 en ΔR2 = .050). Bij meerdere vormen van werkgerelateerde ondersteuning 
werd een negatief maar niet significant verband gevonden (mentoring, coaching, training 
en introductieprogramma’s). Alleen de ondersteuning door vrienden en kennissen 
leverde een significant verband op, maar in tegenstelling tot wat werd verwacht was 
de relatie met subjectief succes negatief (β = -.140, p = .035). Hier zou sprake kunnen 
zijn van een omgekeerde causaliteit: wanneer managers hun transitie als moeizaam of 
problematisch ervaren (laag subjectief succes), zouden zij meer behoefte kunnen hebben 
aan ondersteuning.

Hoewel de mate van steun van de eigen partner niet bijdraagt aan het objectieve en 
subjectieve succes van de transitie, blijkt het hebben van een partner positief bij te dragen 
aan het objectieve succes. Dit geldt zowel voor mannen als voor vrouwen.

Managers die een stap maken naar een hoger hiërarchisch niveau geven aan het 
meeste baat te hebben bij ondersteuning door hun direct leidinggevende, gevolgd 
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door ondersteuning door hun partner en een managementtraining. In vergelijking 
tot middle managers en eerstelijnsmanagers volgen relatief veel topmanagers een 
managementopleiding tijdens hun transitieperiode. Mogelijk hangt dit samen met de 
substantiële toename van de complexiteit van het nieuwe takenpakket.

Het effect van de ondersteuning door de eigen leidinggevende wordt door managers 
op het hogere middle management als het grootst ervaren. Managers in de top van 
organisaties ervaren de steun door hun eigen partner als het meest effectief. Interne en 
externe coaches worden door topmanagers beperkt ingezet voorafgaand en tijdens hun 
transitieperiode. Verder valt op dat met name topmanagers gebruik maken van support 
groups en peer learning. Op lagere niveaus worden support groups en peer learning 
minder vaak toegepast. Het delen van ervaringen op de hogere niveaus wordt blijkbaar 
als waardevol gezien.

Samenvattend kan worden gesteld dat de manager die de overgang maakt zelf de 
meeste invloed heeft op het succes van kritische loopbaantransities. Investeren in de 
ondersteuning en begeleiding van transitieprocessen door organisaties blijkt weinig 
effectief te zijn. Verder blijkt dat de gebruikte predictoren van loopbaansucces het succes 
van kritische loopbaantransities nauwelijks verklaren. In de meeste gevallen werd geen 
effect van deze predictoren gevonden. In het geval van leeftijd en opleidingsniveau werd 
zelfs een negatief verband gevonden.

3. Th eoretische implicaties
De resultaten, zoals hierboven gepresenteerd, geven aanleiding tot meerdere theoretische 
beschouwingen. Deze beschouwingen komen in de volgende subparagrafen aan de orde.

3.1. Leeft ijd

Uit de regressieanalyse blijkt dat leeftijd significant negatief gerelateerd is aan het 
objectieve success van kritische loopbaantransities. Op basis van de eerdere studies 
van Gould & Pensley (1984) en Judge et al. (1994) werd hier juist een positief verband 
verwacht. De negatieve relatie tussen leeftijd en objectief succes werd in de correlatiematrix 
gemaskeerd door de mate van managementervaring. Leeftijd en managementervaring 
laten, niet verrassend, een sterkte positieve relatie zien (β = .645, p = .000). Dit betekent 
dat oudere managers de negatieve invloed van hun leeftijd kunnen compenseren door 
middel van hun ervaring als manager.

Voor het negatieve verband tussen leeftijd en objectief succes is vanuit de data een goede 
verklaring te geven. De wenselijkheid van de transitie, een van de items die is gebruikt 
om de subjectieve magnitude van de transitie te bepalen, blijkt negatief én significant 



343

Nederlandse samenvatting (Dutch summary)

samen te hangen met leeftijd (r = -.148, p = .044). Daarbij blijkt dat de wenselijkheid 
van de overgang significant samenhangt met het objectieve success: hoe gewenster de 
gemaakte overgang, hoe beter deze verloopt (r = .257, p = .001). Met andere woorden, 
transities worden door oudere managers vaker gezien als ongewenst hetgeen leidt tot 
minder succesvolle transities.

Wat verder opvalt is dat de mate van ambitie significant negatief gecorreleerd is met 
leeftijd: de ambitie van managers om hogerop te komen neemt af naarmate zij ouder 
worden. Ook de afnemende ambitie zou ertoe kunnen leiden dat oudere managers minder 
gemotiveerd zijn om hun transitie tot een succes te maken dan hun jongere collega’s. 
Een andere verklaring voor het negatieve verband tussen leeftijd en objectief succes 
kan worden gevonden in het Peter Principle. In het geval van kritische transities later 
in de loopbaan − de ‘career maturity’-fase (zie figuur 2.12) − is de kans op het bereiken 
van het niveau van de eigen incompetentie groter en daarmee wordt ook de kans op 
een minder succesvolle transitie groter. Daar staat tegenover dat oudere managers hun 
transities niet zwaarder inschatten dan jongere managers. Hoewel niet significant, 
ervaren oudere managers de zwaarte of magnitude van hun transities als minder groot 
(r = -.074, p = .195). Daarmee wordt de verklaring aan de hand van het Peter Principle 
minder aannemelijk.

3.2. Geslacht

Het geslacht van de manager blijkt niet van invloed te zijn op het succes van loopbaan-
transities. In eerste instantie werd in de correlatiematrix een significant verband tussen 
gender en objectief succes gevonden (r = .180, p = .017) hetgeen wees op succesvollere 
transities van vrouwelijke managers, maar de regressieanalyse liet hier geen verschillen 
zien. Dat de sekseverschillen uit de correlatiematrix grotendeels werden ‘rechtgetrokken’ 
had te maken met de verschillen tussen de vier samples. In de vier samples was respec-
tievelijk 8% (construction and engineering company), 17% (global energy consultancy 
company), 5% (HR consultancy firm) en 41% (business school alumni) vrouw. Daarbij 
verschillenden de vier samples in de hoogte van objectief succes.

Wat betreft de predictoren van objectief succes blijken er verder geen verschillen te zijn 
tussen mannelijke en vrouwelijke managers. Wat betreft subjectief succes, daar verschilt 
alleen de bijdrage van ondersteuning door managementopleidingen significant (p = 
.001). Er kan worden geconcludeerd dat vrouwen baat hebben een relevante opleiding 
bij een kritische loopbaantransitie (β = .134), mannen niet (β = -.010).
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3.3. Huwelijkse staat

Het hebben van een partner blijkt een positieve invloed te hebben op het objectieve 
succes van kritische loopbaantransities (β = .237, p = .015). Op het subjectieve succes van 
transities heeft het hebben van een partner geen invloed. In de steekproef werd de invloed 
van de partner gemaskeerd door de invloed van het opleidingsniveau van de manager. 
Uit de steekproef blijkt het wel of niet hebben van een partner samen te hangen met het 
opleidingsniveau van de manager (β = .312, p = .000): hoe hoger het opleidingsniveau, 
hoe meer kans op het hebben van een partner. Verder blijkt het hebben van een partner 
positief bij te dragen aan het objectieve succes van kritische loopbaantransities. Dit is in 
lijn met de eerdere bevindingen van onder anderen Judge et al. (1994), Pfeffer & Ross 
(1982) en Ganster et al. (1986). Zij vonden een positief verband tussen het hebben van 
een partner en loopbaansucces.

Opvallend is dat de ervaren mate van steun door de partner niet bijdraagt aan het 
objectieve succes (β = -.058, p = .296). Het hebben van een partner hangt blijkbaar samen 
met meer stabiliteit, verantwoordelijkheid en volwassenheid (Pfeffer & Ross, 1982). Of de 
partner dan veel emotionele steun biedt, doet niet ter zake. Deze conclusie komt overeen 
met die van LaRocco et al. (1980) die concludeerden dat steun van familie en vrienden 
niet voorspellend zijn voor werkgerelateerde uitkomsten. De rol van de partner en van 
een stabiele privésituatie kwamen ook tijdens de interviews met de HR experts naar 
voren. Volgens Marga Veenendaal is het noodzakelijk dat de partner achter de keuze 
van de manager staat om een stap te zetten in de loopbaan. Het hebben van een stabiele 
familiesituatie is daarbij van groot belang.

3.4. Opleidingsniveau

Het opleidingsniveau heeft geen invloed op het subjectieve succes van kritische loop-
baantransities. Echter, de invloed van het opleidingsniveau op het objectieve succes is − 
tegen de verwachtingen in − negatief (β = -.268, p = .003). In de Pearson correlatiematrix 
werd ook een negatief verband gevonden (r = -.108), maar deze relatie was niet significant. 
De negatieve invloed van het opleidingsniveau werd hier gemaskeerd door het hebben 
van een partner en in geringere mate door het geslacht en het ervaringsniveau van de 
manager. Het hebben van een partner, dat positief samenhangt met het opleidingsniveau, 
leidt tot succesvollere transities waardoor het negatieve effect van het opleidingsniveau 
deels wordt gecompenseerd. Ook het hogere opleidingsniveau van vrouwen in de 
steekproef zorgt ervoor dat objectieve succes bij hoger opgeleiden enigszins wordt 
gecompenseerd: vrouwen zijn objectief gezien (maar niet significant) succesvoller dan 
mannen (β = .137, p = .089). 
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De hoeveelheid managementervaring blijkt negatief samen te hangen met het oplei-
dingsniveau (β = -.310, p = .021). Dat betekent dat oudere managers hun lagere 
opleidingsniveau kunnen compenseren door hun grotere ervaring als manager. Doordat 
de mate van managementervaring positief, maar niet significant, samenhangt met 
objectief success (β = .109, p = .162), wordt de negatieve invloed van het opleidingsniveau 
op het objectieve succes deels gecompenseerd.

Tussen opleidingsniveau en conceptuele vaardigheden mag op basis van de bestaande en 
omvangrijke literatuur op dit gebied een positief verband worden verwacht (Deary, Strand, 
Smith & Fernandes, 2007; Bartels, Rietveld, Van Baal & Boomsma, 2002; Brody, 1992). 
Dat is ook in deze studie het geval. Opleidingsniveau en conceptuele vaardigheden, als 
onderdeel van de totale intelligentie, zijn positief aan elkaar gerelateerd (r = .160, p = .030).

Het hebben van (te) hoge verwachtingen van de transitie zou een goede verklaring kun-
nen zijn voor het negatieve verband tussen opleidingsniveau en het objectieve succes 
van loopbaantransities. Dit is in lijn met de bevindingen van Judge et al. (1994). Volgens 
Judge et al. (1994) beoordelen mensen met een hoog opleidingsniveau dezelfde objectieve 
uitkomsten als minder bevredigend dan mensen met een lager opleidingsniveau als gevolg 
van hun hogere verwachtingen. Het is mogelijk dat deze verwachtingen de perceptie van 
hun eigen bijdrage aan de prestaties van het eigen organisatieonderdeel (team, afdeling 
of businessunit) hebben beïnvloed. Dus: hoe hoger het opleidingsniveau van de manager, 
hoe hoger de verwachtingen en des te kritischer de manager de eigen bijdrage beoordeelt.

Ook onderschatting zou een verklaring kunnen zijn voor het negatieve verband tussen 
opleidingsniveau en objectief succes. Dit komt tot uitdrukking in de hogere score op 
‘readiness for change’ van hoger opgeleide managers ten opzichte van hun lager opgeleide 
collega’s; het verband tussen opleidingsniveau en ‘readiness for change’ is positief (β = 
.155, p = .049). Daar komt bij dat hoger opgeleide managers hun transitie niet als zwaarder 
of lichter beoordeelden dan hun minder hoog opgeleide collega’s. Het gevoel klaar te zijn 
voor de nieuwe functie, kan ervoor zorgen dat hoger opgeleiden minder energie stoppen 
in de transitie waardoor de prestatie van het eigen organisatieonderdeel achterblijven.

3.5. ‘Readiness for change’ en persoonskenmerken

Waar ‘readiness for change’, ‘adaptability’, ‘ambition’ en ‘conceptual skills’ in de Pearson 
correlatiematrix (zie Appendix N) voorspellers leken te zijn van zowel objectief als 
subjectief succes, bleek na het uitvoeren van de regressieanalyse dat alleen ‘readiness for 
change’ (β = .350, p = .000), en adaptability (β = .146, p = .039) significant samenhangen 
met subjectief succes en dat uitsluitend conceptuele vaardigheden (β = .286, p = .013) 
voorspellend zijn voor de mate van objectief succes. In het geval van objectief succes 
wordt de (bivariate) samenhang met ‘readiness or change’ (r = .195), ‘adaptability’ 
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(r = .244) en ‘ambition’ (r = .270) vrijwel geheel veroorzaakt door het redelijk sterke 
verband tussen deze drie variabelen met ‘conceptual skills’. Conceptuele vaardigheden 
spelen hier blijkbaar een centrale positie: de verbanden tussen deze vier variabelen en 
het objectieve succes van transities zijn alleen aanwezig, doordat deze aan ‘conceptual 
skills’ gekoppeld zijn. Aan de hand van een factoranalyse is beoordeeld in hoeverre er 
sprake is van onafhankelijke constructen. Hieruit bleek dat alleen ‘conceptual skills’ en 
‘adaptability’ grotendeels samenvallen. Er is echter om meerdere redenen gekozen voor 
gekozen deze twee predictoren niet samen te voegen tot één predictor.

In het geval van subjectief succes valt op dat ambitie na het uitvoeren van de regressie-
analyse wegvalt als voorspellende variabele. Dit hangt samen met het feit dat de mate 
van ambitie met name samenhangt met ‘conceptual skills’, de steun door peers, leeftijd, 
‘interpersonal sensitivity’ en ‘novelty’. Tevens is er sprake van geringe verschillen tussen 
de vier samples: binnen de global energy consultancy company ligt het ambitieniveau 
wat hoger dan binnen de drie andere samples. Maar doordat van deze variabelen leeftijd 
en peer support het meest (maar niet significant) gerelateerd zijn aan subjectief succes, 
liggen deze twee variabelen het meest voor de hand als verklarende variabelen. Het 
verdwijnen van ‘conceptual skills’ als voorspeller van subjectief succes is te verklaren 
doordat ‘conceptual skills’ een van de voorspellers is van readiness for change en readiness 
for change geldt als een redelijk sterke voorspeller van subjectief succes.

Conceptuele vaardigheden zijn essentieel bij het maken van een kritische loopbaantran-
sitie. Deze vaardigheden zijn direct van invloed op het objectieve succes en zijn tevens 
voorspellend (via readiness for change) voor het subjectieve succes, onafhankelijk van de 
leeftijd of het ervaringsniveau van de manager. Daarmee wijkt het belang van intellectuele 
vaardigheden binnen kritische loopbaantransities af van het belang binnen de loopbaan 
als geheel. Uit het onderzoek van Jansen (2006) kwam naar voren dat objectief 
loopbaansucces in het begin van de loopbaan primair samenhangt met intelligentie. In 
het geval van kritische loopbaantransities blijven intellectuele vaardigheden essentieel 
voor managers om hierbij succesvol te zijn. Conceptuele vaardigheden zijn echter niet 
doorslaggevend bij het winnen van de strijd om de benoeming tot CEO (Vinkenburg, 
Jansen, Drie & Pepermans, 2014). Hoewel de mate intelligentie een positieve invloed 
heeft op de performance van managers, speelt intelligentie geen rol bij het vergelijken van 
kandidaten, omdat mensen op dit niveau allemaal erg slim zijn (Vinkenburg et al., 2014).

Ambitie wordt door Jansen (2006) gezien als belangrijke voorspeller van objectief 
loopbaansucces in het midden van de loopbaan. Bij kritische loopbaantransities blijkt 
deze ‘trait’ echter geen significant effect te hebben op het succes ervan. Wel kan worden 
aangenomen dat ambitieuze managers gemiddeld genomen vaker kritische transities 
zullen maken en dan met name transities naar hogere managementniveaus. Ook blijkt 
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dat ambitie positief gerelateerd is met de mate van ondersteuning door peers (β = .244, 
p = .002). Ambitieuze managers hebben blijkbaar eerder behoefte aan steun van peers. 
Dit zou te maken kunnen hebben met het grotere netwerk van deze managers.

Uit de regressieanalyse blijkt dat readiness for change een belangrijke voorspeller is 
voor het subjectieve succes van kritische loopbaantransities. Het gevoel klaar te zijn om 
een loopbaanstap te maken heeft blijkbaar een positief effect op het door de manager 
zelf waargenomen succes (β = .350, p = .000). Dit sluit aan op het verschijnsel dat in 
de literatuur bekend staat als ‘self-efficacy for development’ (Maurer, Weiss & Barbeite, 
2003, zie ook Melker & Jansen, 2013 en Melker, 2015). ‘Self-efficacy for development’ of 
kortweg ‘self-efficacy’ staat voor iemands eigen inschatting van zijn of haar competenties 
voor ontwikkeling. Perceived self-efficacy wordt Bandura (1994, p. 71) omschreven als 
“people’s beliefs about their capabilities to produce designated levels of performance that 
exercise influence over events that affect their lives. Self-efficacy beliefs determine how 
people feel, think, motivate themselves and behave.” Hier geldt dat hoe hoger iemand 
zijn of haar mate van ‘self-efficacy’ inschat, hoe groter de motivatie tot handelen is. 
In termen van (kritische) loopbaantransities: een realistische inschatting van de eigen 
competenties en de haalbaarheid van de overgang zijn goede voorspellers voor het 
uiteindelijk door de manager zelf waargenomen succes. Op basis van het bovenstaande 
kan worden geconcludeerd dat conceptuele vaardigheden bijdragen aan het maken van 
een realistische inschatting van de eigen competenties en dat daarmee de motivatie en 
het gedrag in positieve zin worden beïnvloed.

Het aanpassingsvermogen van de manager is van invloed op het subjectieve succes van 
loopbaantransities. Nicholson & West (1988) zien de aanpassingsfase (‘adjustment’) als een 
van de hoofdfasen binnen de transitiecyclus (zie figuur 2.1). Binnen de aanpassingsfase 
kan sprake zijn van zowel personal development als role development (Nicholson & 
West, 1988). Er kan worden aangenomen dat de mate van aanpassingsvermogen met 
name van invloed is op de mate van personal development (Nicholson & West, 1988) 
en dat kans op een positieve transitiecyclus groter is als de manager in staat is zich aan 
te passen aan de situationele factoren.

Nicholson & West (1988) zien de ‘psychological readiness’ als bepalend voor de mate 
waarin managers een realiteitsshock ervaren tijdens de ‘encounter’-fase. Deze vorm van 
‘readiness’ is volgens Louis (1980b) van invloed op de wijze waarop de veranderingen 
tijdens de transitie worden ervaren. Louis maakt hier onderscheid tussen drie conceptuele 
categorieën van ‘entry experiences’: (1) de ‘change’ of ‘objective newness’4; (2) het contrast 

4 Objectieve ‘newness’ en subjectieve ‘newness’ worden in deze dissertatie aangeduid met de termen objectieve 
en subjectieve magnitude van de transitie. ‘Newness’ of de mate van ‘nieuwheid’ wordt door Louis (1980b) 
gezien als de mate van verschil tussen de oude en de nieuwe functie. Hier gaat om zowel het objectieve als 
het subjectieve verschil, respectievelijk de objectieve en de subjectieve magnitude van de transitie.
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of ‘subjective newness’ en (3) ‘surprise’. De ‘readiness for change’ blijkt in dit onderzoek 
van invloed te zijn op de subjectieve magnitude van de transitie: naarmate de ‘readiness 
for change’ groter is, wordt de ervaren zwaarte van de overgang kleiner. Dit betekent dat 
het gevoel klaar te zijn voor de loopbaanstap de kans om in een positieve transitiecyclus 
(Blenkinsopp & Zdunczyk, 2005) terecht te komen vergroot en dat daarmee de kans op 
subjectief succes groter wordt.

3.6. Kenmerken van kritische loopbaantransities

De kenmerken van kritische loopbaantransities (zie het conceptuele model, figuur 5.1.) 
verklaren minder dan vijf procent van het objectieve en het subjectieve succes. Alleen 
de mate van nieuwheid (‘novelty’) van de transitie heeft een negatieve invloed op het 
objectieve succes (β = -.216, p = .024). ‘Learning’ (β = .624, p = .000) en ‘transfer’ (β = 
.376, p = .000) blijken goede voorspellers te zijn van de mate van ‘novelty’. Dit betekent 
dat een groter verschil tussen de oude en de nieuwe functie samenhangt met een grotere 
noodzaak om nieuwe belangrijke vaardigheden te leren en met minder mogelijkheden 
om eerder opgedane vaardigheden te gebruiken in de nieuwe rol. Deze uitkomst is zeker 
niet verrassend. Wat wel verrassend is, is dat alleen ‘novelty’ een negatief verband vertoont 
met objectief succes; ‘learning’ is bijna significant positief gerelateerd met objectief succes 
(β = .156, p = .075) en zorgt samen met ‘transfer’ (β = .123, p = 147) voor compensatie 
van het negatieve effect van ‘novelty’ op het objectieve succes.

Dat ‘learning’ positief samenhangt met objectief succes is op zich opmerkelijk: de nood-
zaak om nieuwe vaardigheden te ontwikkelen leidt blijkbaar tot meer objectief succes 
in de nieuwe functie. Dit zou verklaard kunnen worden door de positieve effecten 
van leren die worden genoemd door Ohlott et al. (1994). Volgens Ohlott et al. (1994) 
zorgen uitdagende taken voor managers, waaronder loopbaantransities, voor een grotere 
motivatie en een betere performance. Ook blijkt ‘learning’ positief en significant samen te 
hangen met de wenselijkheid van de transitie (r = .318, p = .000): ontwikkelmogelijkheden 
binnen een nieuwe functie worden door managers blijkbaar gezien als positief en deze 
lijken managers aan te sporen tot meer inzet en daarmee tot meer betere prestaties tijdens 
het transitieproces. Daarmee zorgen motivatie en inzet voor een compensatie van de 
negatieve gevolgen van de ‘novelty’ van de nieuwe rol.

De verandering in ‘time span’, de periode die nodig is om binnen een managementfunctie 
vooruit te kijken (Jaques, 1989; 1990), blijkt geen invloed te hebben op de ervaren 
zwaarte van de transitie En ook het objectieve (β = .063, p = .237) en subjectieve (β 
= .061, p = .182) succes van de overgang zijn niet gerelateerd aan de verandering van 
de ‘target completion time’. Dat is opmerkelijk aangezien de inzichten van Jaques al 
sinds de jaren zestig van de vorige eeuw worden toepast binnen de wetenschappelijke 
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literatuur (zie onder anderen Popper & Gluskinos, 1993) en in de praktijk, zoals bij de 
Shell competence matrix of het MITRE-model (Evans, et al., 2002; De Leeuwerk, 1990) 
en impliciet ook in het model van Charan, Drotter & Noel (2001). De vraag is dan ook 
of de door Jaques aangebrachte ‘basic structure of organizational levels of work’ voor 
alle organisaties opgaat en in de eenentwintigste eeuw nog houdbaar is. Bewijs voor de 
‘sharp discontinuities in complexity’ zijn in dit onderzoek niet gevonden.

Dat transities tussen organisaties significant succesvoller verlopen dan transities binnen 
organisaties werd op basis van de literatuur niet verwacht. Hier lag het voor de hand 
dat de impact van een overgang naar een andere organisatie groter is en dus tot meer 
problemen (stress, negatieve ervaringen, verrassingen, spijt, etc.) leidt (Latack, 1984; Kahn 
et al., 1964). Het positieve verband kan worden verklaard door de leermogelijkheden 
binnen de nieuwe functie: ‘learning’ en veranderen van werkgever hangen significant 
samen (r = .349, p = .000). Een andere verklaring is gebaseerd op de bevindingen van 
Latack (1984). Uit haar bevindingen blijkt dat mensen die bewust kiezen voor een grote 
of ‘major’ loopbaanstap, minder snel geneigd zijn om zo’n stap ook als zwaar te beleven: 
zij gaan anders om met ‘role overload’ dan mensen die alleen ‘minor’ overgangen maken 
of mensen die transities vermijden. Dit betekent dat er voorafgaand aan de transitie al 
sprake is van een natuurlijke selectie. Deze verklaring sluit ook aan op het gevonden 
positieve verband tussen ‘readiness for change’ en subjectief succes.

Dat ‘novelty’ in de Pearson correlatiematrix geen significant relatie met objectief succes 
liet zien (r = - .081, p = .172) is te verklaren door de positieve (maar net niet significante) 
invloed van de variabelen ‘learning’ (β = .156, p = .075) en ‘transfer’ (β = .123, p= .147) 
op het objectieve succes. Het negatieve effect van novelty op het objectieve succes wordt 
gecompenseerd door deze twee variabelen. Ook hangt de mate van ‘novelty’ significant 
samen met de mate waarin introductieprogramma worden aangeboden: naarmate de 
nieuwe en de oude functies meer van elkaar verschillen worden introductieprogramma’s 
vaker aangeboden. Het effect van dergelijke programma’s op het objectieve (β = .104, p 
= .149) en subjectieve (β = -.017, p = .413) succes blijkt echter beperkt.

Het subjectieve succes van transities hangt significant samen met de duur van de transitie: 
hoe langer de transitieperiode duurt, hoe minder succesvol managers hun loopbaanstap 
beoordelen. Dit zou het gevolg kunnen zijn van de beoordeling door belanghebbenden 
binnen en buiten de organisatie: hoe sneller de manager zich gewaardeerd en geaccepteerd 
voelt door anderen, hoe eerder deze het gevoel heeft ‘geslaagd’ te zijn in de nieuwe rol. 
Het vergelijken van de duur van de overgang met die van (directe) collega’s ligt hier voor 
de hand. Hier is sprake van ‘subjective en other-referent’ criteria bij de beoordeling van 
de eigen transitie (Heslin, 2005, zie tabel 2.12).



Nederlandse samenvatting (Dutch summary)

350

3.7. Werkgerelateerde en niet-werkgerelateerde ondersteuning

In de Pearson correlatiematrix bleken meerdere vormen van werkgerelateerde vormen 
van ondersteuning (direct leidinggevende, education en peers) significant en positief te 
correleren met het objectieve en het subjective succes van kritische loopbaantransities. 
Na het uitvoeren van de regressieanalyse, vielen deze significante relaties echter weg; 
alleen ‘education’ (β = .177, p = .071) en ‘peers’ (β = .108, p = .076) zijn bijna significant 
gerelateerd met respectievelijk objectief en subjectief succes, de relatie is echter zwak.

De mate van opleiding tijdens kritische loopbaantransities en de leeftijd van de manager 
blijken significant samen te hangen (β = -.156, p = .024). Dit betekent dat oudere managers 
minder vaak geneigd zijn een relevante opleiding te volgen ter ondersteuning van een 
transitie dan hun jongere collega’s, dit ondanks het gunstige effect van ’education’ op het 
objectieve succes (β = .177, p = .071). Het feit dat oudere managers hun transities vaker als 
ongewenst zien, speelt hier mogelijk een rol. Voor het volgen van een relevante opleiding, 
zal eerder worden gekozen wanneer een manager volledig achter deze beslissing staat. 
Verder blijkt dat het volgen van een opleiding vaak wordt gecombineerd met het volgen 
van een training (β = .415, p = .000). Het effect van trainingen blijkt echter niet effectief 
tijdens transitieprocessen.

De steun door peers is significant gerelateerd met ambitie (β = .244, p = .002), de mate 
van ondersteuning van introductieprogramma’s (β = .251, p = .002), verandering in ‘target 
completion time’ (β = .245, p = .001), leeftijd (β = .230, p = .005) en geslacht (β = .168, p 
= .042). Dit betekent dat ondersteuning door peers vaker wordt ingezet bij ambitieuze 
managers. Het positieve verband tussen peers en introductieprogramma zou samen 
kunnen hangen met het leren kennen van peers tijdens dergelijke programma’s. Daarmee 
dragen introductieprogramma’s bij aan socialisatieprocessen binnen organisaties (Louis 
et al., 1983). De relatie tussen de ‘target completion time’ en peers kwam ook naar voren 
tijdens de derde pilotstudie. Met name topmanagers gaven tijdens deze pilotstudie 
aan dat zij peer support tijdens transities effectief vinden. Dit kwam echter niet naar 
voren in het kwantitatieve onderzoek; uit tabel 7.7 blijkt dat de mate van peer support 
bij topmanagers slechts 1.42 scoort en dat het effect hier een 2.17 scoorde. Deze peers 
hebben ervaring met soortgelijke vraagstukken en kunnen dienen als klankbord. Het 
krijgen van eindverantwoordelijkheid binnen een organisatie gaat veelal gepaard met 
een verandering van de time span. Managers lijken zich bewust van deze verandering 
en bespreken relevante ervaringen binnen hun nieuwe functie graag met hun peers.

Verder blijkt dat peers en support groups vaker door oudere managers worden opgezocht 
dan door jongere managers (β = .230, p = .005). Net als managementervaring zorgt peer 
support voor een compensatie van het negatieve effect van leeftijd op het objectieve en 
subjectieve succes van transities. Als laatste kan worden vermeld dat vrouwen vaker 
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gebruik maken van peer support dan mannen. Uit het onderzoek blijkt echter dat de 
effectiviteit van peer support bij vrouwen niet groter is dan bij mannen.

De steun die managers ervaren van hun partner hangt samen met de steun die zij ervaren 
van vrienden en familie (β = .406, p = .000). Het spreekt voor zich dat de mate van steun 
van de partner positief samenhangt met het wel of niet hebben van een partner (β = .453, p 
= .000). Het negatieve effect van steun door vrienden en kennissen op subjectief succes (β 
= -.140, p = .035) zou erop kunnen wijzen dat de steun van familie en vrienden met name 
wordt ingeschakeld wanneer de manager al problemen ervaart tijdens het transitieproces. 
Met andere woorden, er zou dan sprake zijn van een omgekeerde causaliteit: een lage 
mate van succes zorgt ervoor dat managers steun zoeken bij familie en vrienden.

In de volgende paragraaf wordt ingegaan op de inzichten vanuit het onderzoek die direct 
van toepassing zijn op organisaties.

3.8. Organisatorische implicaties

Binnen de huidige kenniseconomie worden managementrollen steeds minder duidelijk 
gedefinieerd en beschreven (Demerouti, Bakker & Gevers, 2015). Volgens Demerouti et 
al. (2015; zie ook Akkermans & Tims, 2016) vertrouwen organisaties er steeds meer op 
dat medewerkers en managers zelf het ‘gat’ opvullen tussen de expliciete functie-eisen 
en de eigenschappen die noodzakelijk zijn om als organisatie concurrerend te zijn, zoals 
creativiteit en flexibiliteit. Een andere recente ontwikkeling binnen organisaties is het 
steeds platter worden van organisatiestructuren (Al-Awamleh, 2009) waarbij organisaties 
steeds meer gaan werken in flexibele netwerken (de virtuele of netwerkorganisatie). 
Deze ontwikkelingen hebben gevolgen voor loopbanen van managers. Niet alleen is 
‘life-time employment’ tegenwoordig een illusie, ook worden loopbanen steeds meer 
maatwerk. Ook worden managers niet langer uitsluitend gemotiveerd door verticale 
promoties, ook horizontale transities worden steeds vaker toegepast als vorm van 
managementontwikkeling (Michaels, Handfield-Jones & Axelrod, 2001). Dit betekent 
dat de traditionele loopbanen, zoals gedefinieerd door Wilensky (1960) niet langer 
van toepassing zijn. Wilensky (1960, p. 54) omschreef een loopbaan als “a succession of 
related jobs, arranged in a hierarchy of prestige, through which persons move in an ordered, 
predictable sequence”.

Tegenwoordig worden loopbanen juist gekenmerkt door een combinatie van gerelateerde 
én niet-gerelateerde functies, horizontale én verticale transities en door onvoorspelbaar-
heid. Het is dan ook belangrijk om de bevindingen vanuit deze studie in deze voor or-
ganisaties relevante context te plaatsen. Juist deze context was de reden om binnen deze 
studie te kijken naar ‘intrafirm’ en ‘interfirm’ transities en naar verticale en horizontale 
transities. De indeling in twaalf vormen van ‘job changes’ van Nicholson & West, 1988) 
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was om die reden dan ook nuttig. De volgende implicaties kunnen vanuit het onderzoek 
voor organisaties worden genoemd.

Werving en selectie
Voor de managementpraktijk betekent het belang van conceptuele vaardigheden bij 
kritische loopbaantransities dat bij het werven en selecteren van (toekomstige) managers 
conceptuele vaardigheden, of beter geformuleerd, intelligentie, serieus aan de orde 
dienen te komen. Intelligentie is voor managers niet alleen een voorwaarde om snel 
promotie te maken tijdens het begin van de loopbaan (Jansen, 2006), het is ook een 
noodzakelijke voorwaarde om later in de loopbaan eenvoudiger te kunnen wisselen van 
managementpositie. Zeker binnen de arbeidsmarkt die steeds meer ‘boundaryless’ aan het 
worden is. Al aan het begin van de loopbaan, bijvoorbeeld binnen traineeprogramma’s 
is het noodzakelijk om aan de hand van onder andere intelligentietests vast te stellen 
in welke mate − vaak jonge − mensen over management- en leiderschapskwaliteiten 
beschikken. Conceptuele vaardigheden bepalen niet alleen het objectieve succes van 
kritische loopbaantransities, deze hebben ook invloed op de mate van ‘readiness for 
change’.

Duidelijkheid over de nieuwe rol en beperken van de mate van ‘novelty’
Hoewel kritische loopbaantransities kunnen worden gezien als ‘developmental compo-
nents’ (McCauley et al., 1994; Van der Sluis, 2000), blijkt uit het onderzoek dat de mate 
van ‘novelty’ een belangrijk aandachtspunt is; ‘novelty’ en objectief succes zijn negatief 
gerelateerd, wat wil zeggen dat een te groot verschil tussen de oude en de nieuwe functie 
tijdens het transitieproces leidt tot minder goede prestaties van managers. Te weinig 
verschillen tussen de oude en de nieuwe functie biedt managers onvoldoende uitdaging 
om te leren, te veel verschillen tussen de oude en de nieuwe functie gaat ten koste van 
de effectiviteit van de manager. Hier is het belangrijk uit te gaan van het potentieel 
van de manager: hoe groter iemands (groei)potentieel, hoe groter de stap die mensen 
kunnen maken en hoe meer nieuwe uitdagingen zij aankunnen (zie ook Melker & Van 
der Sluis, 2008).

‘Psychological preparedness’ of ‘readiness for change’ draagt bij aan het subjectieve 
succes van kritische loopbaantransities. Dat betekent dat het voor managers duidelijk 
moet zijn waar zij aan beginnen als zij in een nieuwe rol stappen. Hetzelfde geldt voor 
de benodigde kennis en vaardigheden. Dit staat haaks op de huidige trend binnen 
organisaties: managementrollen worden steeds minder goed beschreven, waardoor de 
kans op mislukken groter wordt.
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Wenselijkheid van transities van oudere managers
Uit het onderzoek blijkt dat oudere managers vaker dan jonge managers worden 
geconfronteerd met ongewenste transities. Dit verklaart het negatieve verband tussen 
leeftijd en het objectieve succes van kritische loopbaantransities. Dat betekent voor de 
praktijk dat de wenselijk van loopbaanstappen van oudere managers een belangrijk 
aandachtpunt moet zijn. Iemand tegen wil en dank overplaatsen naar een andere functie 
draagt duidelijk risico’s in zich. De motivatie en het presteren van deze managers staan 
bij niet-gewenste transities onder druk. Dat is noch in het belang van managers, noch 
in het belang van organisaties. Zeker nu de pensioengerechtigde leeftijd stap voor stap 
wordt verhoogd, wordt maatwerk voor oudere managers van groter belang. Het is aan 
organisaties om hier nieuw, leeftijdsgebonden, beleid voor te ontwikkelen (zie ook 
Wognum, Veldkamp, De Grip & Sieben, 2006). Luisteren naar de wensen van oudere 
managers is hier essentieel. Dit sluit aan bij de trend van leeftijdsgebonden HRM. Ook 
is het belangrijk dat transities aansluiten bij de eigenschappen en talenten van managers: 
‘don’t try to teach a duck how to climb a tree’.

Terughoudendheid en maatwerk bij werkgerelateerde vormen van ondersteuning
Het effect van management development-activiteiten op het succes van kritische 
loopbaantransities is beperkt. Dit geldt zowel voor mannen als vrouwen. Managers 
geven aan het meeste te hebben aan de steun door de directe leidinggevende. Dit effect 
kon echter niet statistisch worden aangetoond. Verder bleek dat het aanbieden van 
managementopleidingen het succes van transities van vrouwelijke managers vergroot, 
bij mannelijke managers is dit effect niet gebleken. Er kan worden geconcludeerd dat 
organisaties terughoudend zouden moeten zijn met het aanbieden van werkgerelateerde 
vormen van ondersteuning. Om te komen tot een effectieve inzet van management 
development-activiteiten is het wenselijk te komen tot maatwerk: de ondersteuning 
dient aan te sluiten bij de specifieke wensen en ontwikkelingsbehoeften van de manager. 
Dit sluit aan bij de trend om tot meer maatwerk te komen bij loopbaanplanning en 
loopbaanontwikkeling (Melker & Jansen, 2013; Melker, 2015).

Uit de uitgevoerde regressieanalyse blijkt dat het bieden van ondersteuning nauwelijks bij 
te dragen aan het succes van transities. De mate van ondersteuning verklaart iets meer 
dan 5% van het objectieve en subjectieve succes. Bij meerdere vormen van ‘organizational 
support’ werd zelfs een negatief − maar niet significant   verband gevonden (mentoring, 
coaching, training en introductieprogramma’s). Dit kan ermee te maken hebben dat het 
inschakelen van ondersteuning juist in die gevallen plaatsvindt waar de manager zelf, 
de directe leidinggevende of de HRM-afdeling aanleiding ziet om het transitietraject te 
ondersteunen (zie ook Blenkinsopp & Zdunczyk, 2005). Ook de negatieve en significante 
relatie tussen de ondersteuning door vrienden en kennissen en het subjectieve succes 
kan zo verklaard worden: waar de manager die de transitie maakt zich onzeker voelt 
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over het verloop ervan, is het aannemelijk dat de ‘overgangsproblematiek’ reden is om 
dit bespreken binnen het eigen netwerk.

Aandacht voor de stabiliteit van de gezinssituatie
De steun buiten het werk (partner, familie en vrienden) is minstens net zo belangrijk 
als ondersteuning die door organisaties zelf worden aangeboden. Dit sluit aan bij de 
bevinding dat een stabiele gezinssituatie een noodzakelijke voorwaarde is voor een 
succesvolle transitie. Het hebben van een partner die achter de loopbaanstap staat is 
essentieel. Het is dan ook van belang dat de gezinssituatie deel uitmaakt bij de afweging 
of iemand voor een ‘major’ loopbaantransitie in aanmerking komt. 

Delen van ervaring
Met name oudere managers hebben veel ervaring met het maken van loopbaantransities. 
Deze ervaring kan binnen organisaties goed worden gebruikt. Het delen van ervaring 
geeft oudere managers extra uitdagingen en jongere managers kunnen veel van hun 
ervaren collega’s leren. Ook draagt het bij aan de effectiviteit van socialisatieprocessen. 
Wel is het essentieel dat de direct leidinggevende hier een regiefunctie heeft.

Omgaan met ambitieuze managers
Uit het onderzoek komt naar voren dat met name ambitieuze managers gebruik maken 
van peers tijdens hun transitieproces. Dit betekent dat bijvoorbeeld binnen exclusieve 
talent management-programma’s ruimte dient te zijn voor het delen van ervaringen 
bij kritische loopbaantransities. Het ondersteunen bij het ontwikkelen van een intern 
netwerk helpt managers ook om te ‘sparren’ met peers. Managers op alle hiërarchische 
niveaus geven aan baat te hebben bij peer support, de statistische analyse ondersteunt 
dit echter niet.

Inbouwen van voldoende leermogelijkheden
Het inbouwen van mogelijkheden om nieuwe kennis en vaardigheden te ontwikkelen is 
een belangrijk onderdeel van transities. Het zorgt ervoor dat managers zich uitgedaagd 
voelen en draagt bij tot ‘managerial learning’. Van managers die de overgang maken, 
wordt gevraagd dat zij openstaan voor nieuwe leersituaties. Door al nieuwe leersituaties 
in te bouwen in de ‘oude’ functie, kan vooraf worden beoordeeld of iemand klaar is om 
een grote loopbaanstap te maken.

Het maken van een horizontale stap ter voorbereiding op een verticale stap is een goede 
manier om nieuwe leersituaties in te bouwen. Ook tijdens de pilotstudies bleek dat 
managers veel baat hebben bij eerdere horizontale stappen in hun loopbaan. Een andere 
manier voor managers om zich voor te bereiden op een grote verticale stap is om de 
‘oude’ functie uit te breiden met extra taken, verantwoordelijkheden en bevoegdheden. 



355

Nederlandse samenvatting (Dutch summary)

Dit vraagt om het voldoende flexibel inrichten van managementfuncties. ‘Job crafing’ 
lijkt dan ook een effectieve manier om managers voor te bereiden op toekomstige 
stappen in hun loopbaan. Binnen meerdere organisaties die binnen het onderzoek zijn 
betrokken krijgen leidinggevenden de rol van plaatsvervanger bij afwezigheid van de 
direct leidinggevende.

Het kritisch volgen (‘monitoren’) van loopbaantransities
Tijdens de pilotstudies bleek dat het verloop van transitieprocessen in de praktijk nau-
welijks gevolgd wordt. Waar er tussentijds wordt gekeken naar het verloop ervan, heeft 
deze beoordeling vaak een ad hoc karakter. Ook ontbreekt het in vrijwel alle gevallen 
aan heldere doelstellingen en daarmee aan criteria om het proces te kunnen volgen. 
Tevens worden in de praktijk maar zelden afspraken gemaakt over de manier waarop 
managers ondersteund worden tijdens hun transitieproces. Managers geven aan behoefte 
te hebben aan concrete afspraken over de termijn waarin zij kunnen wennen aan de 
nieuwe functie en aan maatwerkondersteuning als blijkt dat er tijdens het transitieproces 
problemen optreden.

Realistische inschatting van potentieel
Loopbaankeuzes dienen zover mogelijk in lijn te zijn met de ambities, loopbaandoelen 
en het potentieel van leidinggevenden (Melker & Van der Sluis, 2008). Dit betekent dat 
managers zich niet in alle gevallen ten doel moeten stellen de top te behalen. In hoofdstuk 
5 is het bekende Peter Principle aan de orde gekomen. Dit principe kan het achterblijvende 
objectieve succes van oudere managers bij loopbaantransities deels verklaren. 

De ondersteuning van managers tijdens transitieprocessen dient er niet op gericht 
te zijn om elke manager tegen elke prijs te doen slagen in de nieuwe functie. Vooraf 
moet een realistische en bij voorkeur objectieve inschatting te worden gemaakt van het 
groeipotentieel van een manager. Dit is in het belang van zowel de organisatie als van 
de manager.

5. Individuele implicaties
Naast implicaties voor organisaties hebben de bevindingen vanuit het onderzoek ook 
implicaties voor individuele managers die een kritische loopbaantransitie ambiëren, 
voorbereiden, aan het maken zijn of reeds hebben gemaakt.

Bewust zijn van de eigen ‘mental maps’ en het afl eren van ineff ectief gedrag
Een kritische loopbaantransitie betekent dat managers worden geconfronteerd met hun 
eigen ‘mental maps’ (de manier waarop ze naar hun werk en de wereld kijken). Een nieuwe 
rol vraagt vaak om ander gedrag om effectief te zijn en maakt het noodzakelijk bestaand 
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gedrag af te leren en om nieuw gedrag aan te leren. Het is belangrijk dat managers 
zich bewust zijn van hun nieuwe rol en de verwachtingen die de nieuwe rol met zich 
meebrengt. Zo vraagt een managementfunctie op een hoger hiërarchisch niveau dat 
managers zich minder bezighouden met details en bepaalde onderdelen van de uitvoering 
los kunnen laten. Dit neemt niet weg dat terreinkennis essentieel kan blijven (Keuning, 
2010). Tijdens een van de voorbereidende interviews bij de global energy consultancy 
company (sample 2) bleek dat kennis van de markt essentieel was om toegevoegde te 
hebben in een hogere managementfunctie. Zonder deze kennis bleek het onmogelijk het 
commerciële proces aan te sturen, omdat klanten voldoende terreinkennis verwachten. 

Tijdens de eerste pilotstudie kwam naar voren dat managers bereid moeten zijn om 
bij kritische loopbaantransities hun bestaande paradigma’s ter discussie te stellen en 
om flexibel en optimistisch te zijn. Flexibiliteit en optimisme zijn ook van belang om 
succesvol te zijn in de loopbaan: te kieskeurig zijn in de loopbaan lijkt het loopbaansucces 
geen goed te doen.

Organiseren van ondersteuning
Managers hebben zelf een belangrijke verantwoordelijkheid in het organiseren van 
ondersteuning bij kritische loopbaantransities. Zeker de doelgroep van middle en hoger 
management moet in staat worden geacht om de eigen ontwikkelbehoeften te benoemen 
en om deze in overleg met de organisatie te ontwikkelen. Dit vraagt een kritische blik 
op de eigen competenties in relatie tot een nieuwe functie. Tijdens de twee pilotstudie 
werd door een van de oud-CEO’s het belang van introspectie genoemd (zie ook Melker 
& Van der Sluis, 2008). 

Het spreekt voor zich dat inzicht in de nieuwe rol essentieel is bij het bepalen van de 
meest effectieve vorm van ondersteuning. Met name topmanagers geven aan veel baat 
te hebben bij peer support: andere topmanagers binnen hun netwerk met wie zij kunnen 
sparren en met wie zij soortgelijke ervaringen kunnen bespreken. Dit kwam met name 
naar voren tijdens de derde pilotstudie.

Zorgen voor een stabiele privésituatie
Het is belangrijk dat managers voorafgaand aan de keuze om een kritische loopbaan-
transitie te maken, onderzoeken of de familiesituatie voldoende stabiel is. Naarmate 
de privésituatie stabieler is, neemt de kans op een succesvolle transitie toe. Hier speelt 
ook mee dat de keuze voor een nieuwe managementfunctie niet altijd gewenst is. Het 
combineren van een niet-gewenste loopbaanstap met een instabiele familiesituatie vormt 
een bijna onmogelijke opgave voor managers.
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Transities kosten tijd
Het is belangrijk dat managers zich realiseren dat het enige tijd kost om in een nieuwe 
functie effectief te zijn voor de organisatie. Hoewel de feitelijke verandering van de ene 
op de andere dag plaatsvindt, neemt het transitieproces veel langer in beslag: “In other 
words, change is situational. Transition, on the other hand, is psychological. It is not those 
events, but rather the inner reorientation and self-redefinition that you have to go through 
in order to incorporate any of those changes into your life. Without a transition, a change 
is just a rearrangement of the furniture. Unless transition happens, the change won’t work, 
because it doesn’t ‘take’” (Bridges, 1991, p. 4). Uit het onderzoek blijkt dat ongeveer 
75% van de transities naar het oordeel van de onderzochte managers binnen een jaar 
is afgerond. In die periode is het belangrijk om om te kunnen gaan met kritiek en deze 
kritiek niet te veel op de eigen persoon te betrekken, zo bleek uit de eerste pilotstudie 
(zie ook Melker & Van der Sluis, 2008).

Op zoek blijven gaan naar eigen toegevoegde waarde
Tijdens de eerste pilotstudie kwam expliciet naar voren dat het tijdens het transitieproces 
noodzakelijk is dat managers blijven zoeken naar hun eigen toegevoegde waarde: hoe 
kan ik bijdragen aan de effectiviteit van mijn eigen organisatieonderdeel, afdeling, team 
of de organisatie als geheel? Dit vraagt van managers dat zij voldoende inzicht hebben in 
hun eigen functioneren én in de dingen die de organisatie in die periode van hen vraagt.

6. Beperkingen van het onderzoek
Er kunnen meerdere beperkingen van het onderzoek worden genoemd, waaronder:

 - Binnen het kwantitatieve gedeelte van het onderzoek is uitsluitend gebruik gemaakt 
van eigen bevindingen van managers met betrekking tot het verloop van hun 
laatste transitie en hun persoonlijkheid. Dit betekent dat zij hun eigen succes 
en persoonskenmerken hebben gescoord. In geen van de vier samples bleek het 
mogelijk de vragenlijst ook in te laten vullen door nog andere belanghebbenden 
binnen of buiten de organisatie, zoals direct leidinggevenden, eigen medewerkers, 
collega-leidinggevenden of klanten. Dit had te maken met praktische bezwaren: 
de organisaties wilden naast de eigen managers niet nog andere belanghebbenden 
belasten met het onderzoek. Een 360 graden feedbackmethode zou vermoedelijk 
tot een meer objectieve beoordeling van het succes hebben geleid.

 - De managers die de vragenlijst hebben ingevuld waren − zover bekend − nog actief 
in de betreffende managementfunctie. Dit zou kunnen betekenen dat de resultaten 
een te positief beeld geven van het verloop van transities. Overigens moet worden 
benadrukt dat de organisaties die betrokken waren bij sample 1 (construction 
and engineering company), 2 (global energy consultancy company) en 3 (HR 
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consultancy firm) uitdrukkelijk is gevraagd niet alleen managers te selecteren om 
deel te nemen aan het onderzoek die een succesvolle transitie achter de rug hadden, 
maar ook managers waarbij de overgang minder succesvol is verlopen. Aangezien 
het invullen anoniem heeft plaatsgevonden, was het achteraf niet meer mogelijk 
dit nog te controleren. Het is mogelijk dat managers die een minder succesvolle 
transitie achter de rug hebben, minder gemotiveerd waren deel te nemen aan het 
onderzoek. Het is mogelijk dat dit de resultaten heeft beïnvloed.

 - De deelnemers die deelnamen aan het kwantitatieve deel van het onderzoek, 
hebben het verzoek gehad om het succes van hun laatste transitie op één moment 
te beoordelen. Het is echter mogelijk dat het succes van loopbaantransities op 
verschillende momenten of in verschillende fasen van het transitieproces (zie figuur 
2.1) door managers verschillend worden gepercipieerd. Ook is het mogelijk dat 
de perceptie van het succes van de laatste transitie wordt beïnvloed door recente 
‘intrarole transitions’ (Louis, 1980): als gevolg van een andere kijk op de huidige 
functie kunnen managers het verloop van hun laatste transitie anders beoordelen. 
Ook recente positieve of negatieve ervaringen in de nieuwe baan kunnen het oordeel 
van managers beïnvloeden.

 - Het objectief vaststellen van het succes van een kritische loopbaantransitie bleek 
moeilijk te zijn. Objectieve maatstaven voor succes binnen de eerste zes tot twaalf 
maanden zijn moeilijk te bepalen. Daar komt bij dat eventueel vastgelegde resultaten, 
zoals verslagen van tussentijdse beoordelingen of tussentijdse salarisverhogingen, 
tussen en zelf binnen organisaties lastig te vergelijken zijn doordat beoordelings-, 
belonings- en controlsystemen van organisaties van elkaar verschillen. Binnen het 
onderzoek is ervan uitgegaan dat managers hun eigen bijdrage(n) aan het succes 
van hun organisatieonderdeel, afdeling, team of organisatie als geheel zelf goed 
kunnen inschatten.

 - Het bepalen van de objectieve grootte van de loopbaanstap had bij voorkeur 
dienen te gebeuren met een meer objectieve functiewaarderingsmethode, zoals de 
methodiek van Hay. Dit bleek praktisch niet haalbaar. Deze methodiek vraagt veel 
specifieke expertise en een uitvoerige doorlichting van functies. Het beoordelen 
van twee functies per respondent bleek niet mogelijk. Dit is opgelost door drie 
andere onafhankelijk methoden toe te passen: (1) procentuele verandering van 
inkomen; (2) toepassing van de drie dimensies van job change (‘novelty’, ‘learning’ 
en ‘transfer’) en (3) Jaques’ time span measurement. 

 - Het aantal respondenten binnen het kwantitatieve deel van het onderzoek is met 138 
respondenten nog is relatief beperkt gebleven. Managers worden – zo bleek tijdens 
het onderzoek – vaak benaderd voor onderzoek. De bereidheid van organisaties en 
individuele managers is daarmee relatief laag. Daarnaast bleek dat 73 managers hun 
laatste transitie al meer dan drie jaar geleden hadden gemaakt en dat 26 managers 
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korter dan 3 maanden in hun nieuwe functie waren begonnen. Deze 99 (73 + 26) 
managers zijn om die reden niet gestart met het invullen van de vragenlijst. Van de 
151 respondenten die daadwerkelijk startten met het invullen van de vragenlijst, 
maakten 138 het invullen ook af. De 13 (151-138) respondenten die de vragenlijst 
gedeeltelijk hebben ingevuld zijn niet meegenomen in het onderzoek.

7. Suggesties voor vervolgonderzoek
Op basis van het onderzoek kunnen meerdere suggesties voor vervolgonderzoek worden 
gedaan, waaronder. Deze worden hieronder besproken.

 - Om vast te stellen hoe managers hun loopbaantransities in de verschillende fasen 
van het transitieproces (zie figuur 2.1) ervaren, is longitudinaal onderzoek aan 
te bevelen. In dit onderzoek zou ook gekeken moeten worden naar de invloed 
van kritische loopbaantransities op het objective en subjectieve loopbaansucces 
van managers. Op deze manier kan ook worden bepaald welke vormen van 
werkgerelateerde en niet-werkgerelateerde vormen van ondersteuning effectief zijn 
binnen de verschillende fasen van de transitie. Op deze manier wordt tevens inzicht 
verkregen in de manier waarop kan worden voorkomen dat managers ‘verstrikt’ 
raken in een negatief transitieproces of een ‘negative transition cyle’ (Blenkinsopp 
& Zdunczyk, 2005, zie figuur 2.6).

 - Het onderzoek heeft zich beperkt tot loopbaantransities van managers. Uitbreiding 
van de scope is echter mogelijk en voor organisaties mogelijk relevant. Het 
ondersteunen van medewerkers bij het maken van (kritische) transities vraagt 
om het inzetten van schaarse middelen (tijd, geld, menskracht) en inzicht in de 
effectiviteit van de verschillende vormen van ondersteuning kan leiden tot meer 
efficiency én tot een grotere effectiviteit. Immers, hoe sneller medewerkers het 
gevoel hebben het werk aan te kunnen en hoe eerder zij hun ‘break-evenpoint’ 
(Watkins, 2003) hebben bereikt, hoe beter.

 - In het onderzoek zijn vier persoonlijkheidskenmerken in verband gebracht 
met het succes van kritische loopbaantransities. In het boek ‘Role transitions 
in organizational life’ van Blake E. Ashforth (2001) worden nog meerdere 
persoonlijkheidskenmerken genoemd, waaronder: ‘identity style’, ‘identity 
resolution’, ‘self-esteem’, ‘control beliefs and desires’, ‘need for achievement’ (nAch) 
en positief en negatief affect. Ook is het raadzaam na te gaan in welke mate het 
maken van succesvolle overgangen te leren is en of dergelijke ervaringen door 
managers uitgewisseld kunnen worden. Op deze manier kunnen peer groups of 
managementtrainingen een effectieve rol krijgen bij het voorbereiden en begeleiden 
van loopbaantransities.
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 - In de huidige tijd waarin veranderingen zich binnen en buiten organisaties steeds 
sneller voltrekken en waarin het steeds moeilijker wordt voor het (top)management 
om vooruit te kijken, is het de vraag of het model van Jaques (levels of work, 
task complexity en een time span van meer dan vijftig jaar) nog steeds valide is. 
Het kunnen overzien van een periode van meer dan 5 jaar lijkt tegenwoordig al 
praktisch onmogelijk. Daarbij laat dit onderzoek zien dat het al dan niet maken 
van een ‘jump in responsibility’ niet samenhangt met de ervaren zwaarte van de 
transitie of met het objectieve en subjectieve succes van de transitie.
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De afgelopen jaren heb ik met veel plezier aan mijn promotieonderzoek gewerkt. Het 
is mooi om te zien hoe je eigen proefschrift ontstaat. Het schrijven ervan is niet alleen 
het resultaat van hard werken, het is tevens het resultaat van een persoonlijk leerproces: 
het afleggen van een proeve van bekwaamheid met als finale stap de verdediging als 
markering van een kritische transitie binnen mijn eigen loopbaan.

Al tijdens mijn studie Economie aan de Vrije Universiteit had ik de ambitie het 
‘promotiepad’ te gaan bewandelen. Dit onder het motto ‘haal eruit wat erin zit’. Met mijn 
promotor Paul Jansen heb ik het regelmatig gehad over een promotietraject. Hij achtte me 
wel “promovabel”. Begin 2000 stelde Paul Jansen voor eens met Léon de Caluwé te gaan 
praten over een onderzoek op het terrein van de ontwikkeling van adviesvaardigheden 
door consultants. Een paar jaar later heb ik samen met Paul Jansen en Peter Tack 
gekeken naar de mogelijkheden voor een onderzoek naar management development 
binnen Nederlandse branche- en beroepsorganisaties. Uiteindelijk kwam een ander 
maar gerelateerd onderwerp op mijn pad: kritische overgangen of transities binnen 
managementloopbanen. Dit sprak me direct aan en paste goed binnen de kaders van 
het onderzoek dat op dat moment binnen de afdeling Management en Organisatiekunde 
door Paul Jansen en Lidewey van der Sluis werd uitgevoerd. Vooral de koppeling van 
management development – het onderwerp van mijn afstudeerscriptie – aan loopbanen 
en loopbaanontwikkeling vond ik interessant. Hierin heb ik me vastgebeten, met als 
resultaat dit proefschrift.

Dat ik in de gelegenheid ben gesteld om mijn ambitie na te streven is fantastisch. Gezien 
de omvang van de ‘klus’, is het geweldig te ervaren dat mensen je op hun eigen manier 
de ruimte gunnen steeds weer een volgende stap te zetten. Hier wil ik in het bijzonder 
mijn VU-collega Onno Bouwmeester noemen die op belangrijke momenten ruimte 
kon brengen in mijn vaak volle agenda. Ruimte in je agenda is ook ruimte in je hoofd 
om ideeën uit te werken en om conceptuele problemen op te lossen. Ook Peter Tack, 
Koen van Bommel en Hugo van Marlen wil ik graag bedanken voor hun bereidheid met 
enige regelmaat werk van me over te nemen. Het is geweldig als je kunt vertrouwen op 
collega’s die je op belangrijke momenten kunnen helpen!

Ik heb de betrokkenheid van mensen in mijn omgeving bij het onderzoek als bijzonder 
plezierig ervaren. En ook al lag het ‘productieproces’ van tijd tot tijd even stil, jullie 
interesse voor hetgeen ik aan het doen was, was er niet minder om. Ik wil dan ook 
iedereen danken voor jullie geduld en oprechte belangstelling.

Door de afspraken met verschillende experts op het terrein van management development 
en HRM heb ik een ‘vliegende start’ kunnen maken met het onderzoek. Deze interviews 
hebben we geholpen bij het afbakenen van het onderzoeksterrein en bij het verkennen 
van relevante theorieën. De gesprekken met Josine Gouwens, Magda Veenendaal, René 
Appels, Simon Reitsma, Rob van Noordt en Tom Cummings heb ik als erg prettig ervaren. 
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Tevens heb ik veel van deze experts geleerd. Dank voor jullie tijd en input voor meerdere 
artikelen en het vierde hoofdstuk van dit proefschrift.

Misschien wel de meest bijzondere ervaring binnen het onderzoek was het interviewen van 
drie Nederlandse topmanagers. Pieter Bouw, Ben Verwaayen en Kees Storm waren bereid 
om me uitvoerig te woord te staan en te vertellen over de belangrijkste transities binnen 
hun – indrukwekkende – loopbanen. Mijn bezoek aan British Telecom waar Ben Verwaayen 
ten tijde van het interview CEO was, was één de van hoogtepunten binnen het onderzoek. 
De afspraken met Pieter Bouw waren buitengewoon leerzaam en ook mijn bezoek aan Kees 
Storm heb ik als zeer nuttig en boeiend ervaren. Graag wil mijn copromotor Jan Eppink 
bedanken voor de moeite die hij heeft willen nemen om deze ‘toppers’ te benaderen en te 
betrekken bij het onderzoek. Nadien zijn hun quotes ook in meerdere (wetenschappelijke) 
artikelen gebruikt ter illustratie van de theorie. Ook wil ik hier graag Henk Adams danken 
voor de gastvrije ontvangt bij hem thuis en Hans Borstlap, eerder lid van de Raad van State, 
voor zijn uitvoerige verhaal over loopbanen binnen de overheid.

Ook wil ik graag Johan Russchen, Jos van den Berg, Erik Valks en Karel Hoogenboom 
bedanken voor de tijd die zij vrij hebben gemaakt voor het interview. Hoewel de vraag 
was om maximaal een uur te praten over hun loopbaan en laatste transitie daarin, liepen 
de interviews standaard uit door de enthousiaste verhalen over hun loopbaan. Ook hun 
ervaringen bleken bijzonder nuttig bij de interpretatie van de beschikbare literatuur 
op het terrein van loopbaantransities. De hulp van Arnoud Landzaat, ten tijde van het 
onderzoek bezig met zijn afstudeerscriptie, bij het uitwerken van de interviews is zeer 
gewaardeerd.

Ook heeft Arnoud een waardevolle bijdrage geleverd bij het plannen en uitwerken van 
interviews binnen verschillende ministeries (Infrastructuur en Milieu; Sociale Zaken; 
Onderwijs, Cultuur en Wetenschap; Financiën; Economische Zaken en Veiligheid 
en Justitie). Via Jacques Mulders en Elzeline van Vulpen van het Bureau Algemene 
Bestuursdienst (BABD) zijn waardevolle afspraken gemaakt met verschillende 
topambtenaren die ten tijde van het onderzoek recent een kritische stap in hun loopbaan 
hadden gemaakt. Ik wil Jacques en Elzeline hartelijk danken voor hun enthousiasme 
en de moeite die zij hebben willen nemen om het onderzoek onder de aandacht van de 
ministeries te brengen en om de ambtenaren uit te nodigen voor een interview.

Bij het verzamelen van de benodigde data heb ik de hulp gehad van vele managers 
die bereid waren de vragenlijst in te vullen. Dat de vragenlijst onder hun aandacht is 
gekomen, is de verdienste van meerdere mensen, onder wie Peter Woltman (voorheen 
voorzitter van de NFMD), Oscar de Lint, Annemarie Houkes, Franke Jongsma en Shirley 
van Velthoven. Zonder jullie hulp was het nooit gelukt om tot voldoende respondenten 
te komen. Dank daarvoor!
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Verder ben ik veel dank verschuldigd aan mijn VU-collega Peter Dekker. Peter heeft me – op 
aanraden van Paul Jansen – op vakkundige manier geholpen met de analyse van de data in 
SPSS. Met zijn hulp bleek het uitvoeren van de hiërarchische regressieanalyse een logische 
stap binnen de analyse. Het was boeiend om te zien hoe een expert je de weg wijst, en dit 
onder het genot van een grote mok koffie. Bij de afronding van het onderzoek en bij het 
schrijven van de discussie heb je me enorm geholpen, Peter! Heel hartelijk dank daarvoor.

Iemand aan wie ook veel te danken heb is Peter Tack, een van mijn paranimfen. Peter 
heeft me op meerdere manieren gesteund tijdens het promotietraject. Op cruciale 
momenten heb je me geholpen om weer door te pakken en om prioriteiten te stellen. 
De projecten die we de afgelopen jaren hebben opgepakt, onder andere voor NCOI, 
zorgden voor de nodige afwisseling in het werk. Ons laatste project, het schrijven van 
een boek over Managementvaardigheden, vond ik zeer de moeite waard. Het was een 
mooi vervolg op onze jarenlange samenwerking binnen de afdeling M&O. Ik kijk uit 
naar nieuwe projecten. En gelukkig staat het volgende project al klaar… Dank voor alles, 
Peter. Je collegialiteit waardeer ik enorm!

Drie belangrijke mensen die bij de afronding van het proefschrift betrokken waren zijn 
Hugh Quigley van Effective English, Renate Siebes van Proefschrift.nu en Esther Ris van 
Proefschriftomslag.nl. Hugh, hartelijk dank voor het redigeren van de tekst. Dat was een 
behoorlijke klus (ruim 400 pagina’s!), maar je hebt het in een recordtijd gedaan. Renate, 
dank voor al je werk om het manuscript om te zetten in een prachtige lay-out. Je hebt 
er iets heel moois van gemaakt. Esther, dank voor je gastvrije ontvangst en de prachtige 
ontwerpen die je hebt gemaakt. Zo’n mooie omslag heb ik nog niet eerder gezien! Ik kijk 
met een heel goed gevoel terug op de samenwerking met jullie drieën!

Graag wil ik ook mijn promotor, Paul Jansen, en copromotoren Jan Eppink en Lidewey 
van der Sluis bedanken voor hun begeleiding tijdens het hele traject. Dank ook voor 
jullie geduld bij de totstandkoming van het proefschrift. Paul, ik heb enorm veel gehad 
aan je opmerkingen bij de verschillende concepten. Zelfs details ontsnappen nooit aan je 
aandacht, zo heb ik gemerkt. Tijdens de afronding van het manuscript heb ik door jouw 
opmerkingen nog belangrijke zaken toe kunnen voegen. Met name de statistische analyse 
en de discussie zijn daarmee veel beter geworden. Verder heb ik veel plezier beleefd aan 
ons gezamenlijke artikel ‘Nieuwe uitdagingen voor management development’ dat in 
2013 is verschenen in MAB. Dank daarvoor!

Jan, jouw kritische blik op de concepten was van grote waarde. Je suggestie om met 
meerdere topmanagers te gaan praten heb ik met beide handen aangegrepen, dat bleek 
een gouden greep. Niet alleen voor het proefschrift maar voor meerdere artikelen die 
zijn verschenen rondom het onderwerp van het proefschrift. Het was een eer en een 
genoegen om voor je afscheid als hoogleraar in 2009 samen met drie andere promovendi 
het boek ‘Strategie maakt het verschil’ voor je te maken. Ik kijk uit naar onze verdere 
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samenwerking rondom de boeken ‘Bouwstenen van Management en Organisatie’, 
‘Managementvaardigheden’ en het nog te schrijven boek over leiderschapskwaliteiten.

Lidewey, heel hartelijk dank voor je inbreng. Je suggesties voor relevante theorie waren 
zeer nuttig. Je hebt me goed op weg geholpen bij de selectie van relevante artikelen en 
boeken voor het theoretische kader. Ik waardeer het enorm dat je ondanks je overstap 
naar Nyenrode betrokken bleef bij het onderzoek. Het was een genoegen om in het 
kader van het promotieonderzoek samen te werken. Ik heb veel plezier beleefd aan onze 
gezamenlijke artikelen, onder andere voor het tijdschrift Develop. Die samenwerking 
bleek erg leerzaam en het zorgde ervoor dat ik weer met een frisse blik naar het 
proefschrift kon kijken. Dank voor dat alles!

Veel dank ben ik ook verschuldigd aan de leden van de leescommissie: Svetlana Khapova 
(Vrije Universiteit Amsterdam), Erik van de Loo (Universiteit van Tilburg en INSEAD), 
Rob van Otterlo (Universiteit van Amsterdam), Mandy van der Velde (Universiteit 
Utrecht) en Mathieu Weggeman (Technische Universiteit Eindhoven). Ik kijk uit naar 
uw vragen tijdens de verdediging.

Als laatste wil ik mijn familie bedanken voor hun enorme steun en geduld tijdens het 
schrijven van het proefschrift. Mijn schoonouders, Henk en Anny Noppen, wil ik heel 
hartelijk danken voor de vele keren dat zij op onze kinderen wilden passen om zo nog 
‘even’ een hoofdstuk af te kunnen maken. Ook wil ik mijn schoonzus en zwager, Mariken 
en Jeroen van Roosmalen, bedanken voor de keren dat Lotte en Janne bij ze mochten 
spelen. Joris en Marijn, wat leuk dat jullie ook bij mijn promotie kunnen zijn. Dit is al 
jullie tweede promotie en dat zelfs in één jaar! Leuk hoor dat jullie bij je oom in de zaal 
op de VU kunnen zitten! 

Tevens wil ik mijn ouders, Sjaak en Irma Melker, bedanken voor hun luisterend oor 
tijdens het gehele traject. Hoe vaak heb ik wel niet gezegd: “Op korte termijn wordt 
het wel weer een beetje rustiger in mijn agenda?”. Jullie hoorden dit steeds beleefd aan, 
maar dachten vermoedelijk: “Hij leert het toch nooit. Wanneer gaat hij nou toch eens 
een keertje rustiger aan doen?”. Om eerlijk te zijn denk ik dat er steeds weer nieuwe, 
uitdagende, dingen op mijn pad blijven komen. Ik vind mijn werk nu eenmaal erg leuk. 
Maar: het proefschrift is nu af!

Graag wil ik mijn vrouw Sanne enorm bedanken voor haar engelengeduld van de 
afgelopen jaren. Onze spaarzame vrije tijd stond voor een groot deel in het teken van 
mijn promotie. Dat je me de ruimte hebt gegeven om het enorme project zo af te ronden, 
is fantastisch. Ik waardeer het enorm dat je op de dag van de verdediging mijn paranimf 
wilt zijn. Op die manier sluiten we deze fase op een mooie manier af. Dit hebben we 
toch maar weer ‘effe’ gedaan. Samen ook met onze twee fantastische dochters, Lotte en 
Janne. Lotte en Janne, ook jullie bedankt voor alles. Ik ben trots op jullie!
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Appendix A: Defi nitions of management
“A manager is one who is required to facilitate and coordinate the efforts of others to 
achieve organizational objectives” (Nicholson & West, 1988).

“Management is the ability to express thought to others and to influence others in their 
course of action” (Moses & Byham, 1977).

“Management is making organisations perform” (Smith, Carroll, Kefalas & Watson, 1980).

“Management is a distinct process consisting of planning, organizing, actuating, and 
controlling, performed to determine and accomplish stated objectives by the use of 
human beings and other resources” (Terry, 1977).

“Management is het besturen van mensen en dingen met het oog op een bepaald doel” 
(Hersey, 1987).

“A manager is someone who has responsibility for the operation of a discrete organiza-
tional unit and who is invested with at least formal authority of those working within 
that unit” (Hales, 1986).

“Management is in/met de bedrijfsorganisatie iets gedaan krijgen” (Jansen, 1991).

“Management is getting things done through other people” (Dale, 1969).

“Management is that process by which managers create, direct, maintain, and operate 
purposive organizations through systematic, coordinated, cooperative human effort” 
(McFarland, 1972).

“Management is het scheppen van doelmatige verhoudingen tussen mensen, middelen en 
handelingen en het op gang brengen en besturen van een aantal activiteiten op zodanige 
wijze, dat gestelde doeleinden zo goed mogelijk worden bereikt” (Thierry, 1971).

“Management is gericht besturen” (De Leeuw, 1986).

“Management is een proces waarbinnen drie met elkaar samenhangende management-
functies worden onderscheiden: de strategische beleidsvorming; het ontwerpen van 
de organisatiestructuur; het inhoud geven aan, doen uitvoeren en beheersen van de 
processen in de organisatie” (Keuning & Eppink, 2004).

“Management consists of the rational assessment of a situation and the systematic 
selection of goals and purposes (what is to be done?); the systematic development of 
strategies to achieve these goals; the marshalling of the required resources; the rational 
design, organization, direction, and control of the activities required to attain the 
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selected purposes; and, finally, the motivating and rewarding of people to do the work” 
(Leavitt, 1976).

“Management is the process of working with and through individuals and groups and 
other resources to accomplish organizational goals” (Hersey & Blanchard, 1993).

“A manager is someone in a role (a managerial role) that carries the following three 
critical accountabilities: for the outputs of others (subordinates); for maintaining a team 
of subordinates who are capable of producing the outputs required; for the leadership 
of subordinates so that they collaborate competently and with full commitment with 
the manager and with each other in pursuing the goals set” (Jaques & Clement, 1991).

“Het begrip management heft drie betekenissen. De eerste is die van een bepaalde groep 
functionarissen in organisaties. (…) De tweede betekenis is die van de activiteiten van 
managers. (…) De derde betekenis is die van een vakgebied” (Eppink, Melker & Tack, 
2013).
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Appendix B: Defi nitions of competency and competence
Competency:

“The knowledge, skills and qualities of effective managers/leaders” (Hornby & Thomas, 
1989).

 “An underlying characteristic of a person (...) a motive, trait, skill, aspect of one’s self 
image or social role, or a body of knowledge which he or she uses” (Boyatzis, 1982).

“A competency is the set of behaviour patterns that the incumbent needs to bring to a 
position in order to perform its tasks and functions with competence” (Woodruffe, 1993).

“A competency is defined as an underlying characteristic of an individual which is causally 
related to effective or superior performance in a job” (Boyatzis, in Hooghiemstra, 1992).

“A competency is the set of behaviour patterns that the imcurbent needs to bring to a 
position in order to perform its tasks and functions with competence” (Woodruffe, 1993).

Competence:

“Work-related competences are (...) defined as the composite of human knowledge, 
skills, and attitudes that may serve productive purposes in organizations (...) The term 
originates from the latin verb competere which means to be suitable” (Nordhaug, 1993).

“Competence is (...) defined as work-related knowledge, skills and abilities” (Nordhaug 
& Grønhaug, 1994).

“The ability to get the job done. To be competent in certain area, you need knowledge 
and the ability to turn knowledge into work” (Roos & Von Krogh, 1992).

“The potential to solve tasks that need to be solved. In addition to knowledge, experience, 
and potential, competence encompasses the collective resources built into technologies, 
routines, planning and problem solving mechanisms, organizational structure, products 
and services” (Roos & Van Krogh, 1992).

“In our opinion the competence concept is simply the synthesis of a firm’s particular task 
and knowledge systems (competentia (lat.) = agreement between task and knowledge)” 
(Roos & Van Krogh, 1992).
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Appendix C: Defi nitions of career
“A succession of related jobs, arranges in a hierarchy of prestige, through which persons 
move in an ordered, predictable sequence” (Wilesky, 1960).

A career is “the individually perceived sequence of behaviors and attitudes, associated 
with work-related experiences and activities over the span of the person’s life” (Hall, 1976).

“A sequence of related work experiences and activities, directed at personal and organi-
zational goals, through which a person passes during his or her lifetime, that are partly 
under their control and partly under that of others” (Hall, 1986).

“I define careers as accumulations of information and knowledge embodied in skills, 
expertise, and relationship networks acquired through an evolving sequence of work 
experiences over time” (Bird, 1994).

“The succession of work positions one has filled during one’s life; the work history if an 
individual” Hiller & Dyehouse, 1987).

“A career is “the evolving sequence of a person’s work experience over time” (Arthur, 
Hall & Lawrence, 1989).

“A person’s cource or progress through life (or distinct portion of life”) (Oxford English 
Distionary, 1961, Vol. II).

“The notion of ‘career’ refers to a continuous period in the labour force, with the same 
or different employment or seeking work, during which the individual does his or her 
best to make rational decisions which advance their employment career” (Crompton 
& Sanderson’s, 1986).

“A career consists, objectively, of a series of status and clearly defined offices (...) subjec-
tively, a career is the moving perspective in which the person sees his life as a whole and 
interprets the meaning of his various attributes, actions and the things which happen 
to him” (Hughes, 1937).

“A career is a lifelong sequence of related jobs and experiences” (Gordon, 1999).

“Career = an upward progress in the organizational hierarchy” (Bossink, 2004).

“An ordered movement up the organizational hierarchy” (Milkovitch, Anderson & 
Greenhalgh, 1976).

“A career is more than a job. It is more than a long-term sequence of jobs. A career is 
also more than luck or happenstance; it may be permanently altered by fortune, but 
is has a sense of the direction that comes from the individual-careerist” (Derr, 1986).
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“Career is nothing narrower than certain significant relationships between the individual 
and work, and the individual, work and wider life over an extended period of time” 
(Hearn, 1977).

“Life history” (Smelser, 1980).

“A series of situations which bestow identity on us” (Watson, 1980)

“A steady progression toward positions of increasing authority and responsibility” 
(Brousseau, Driver, Eneroth & Larsson, 1996).
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Appendix D: Defi nitions of career development
“Career development involves helping employees attain career objectives. (…) Career 
development interventions help individuals achieve their career objectives. Career 
development follows closely from career planning and includes organizational practices 
that help employees implement those plans” (Cummings & Worley, 2005).

“Career development denotes the lifelong sequence and pattern of an individual’s work-
related behavior, including all work-relevant experiences and activities before and after 
entry into a formal occupation. Career development is a continual process of working out 
a synthesis or compromise between the self and the reality opportunities and limitations 
of the world” (Kroll, Dinklage, Lee, Morley & Wilson (1970).

“Career development is an ongoing process that occurs over the life span and includes 
home, school, and community experiences related to an individual’s self-concept and its 
implementation in life style as one lives life and makes a living” (Pietrofesa & Splete, 1975).

“The implementation of a series of interrelated career decisions that collectively provide 
a guiding purpose or direction in one’s work life” (Peterson, Sampson & Reardon, 1991).

“Career development is an organized, planned effort comprised of structured activities 
or processes that result in a mutual career plotting effort between employees and the 
organization” (Gilley & Eggland, 1989).

“The continuous process of active engagement in self-managed career development 
activities aimed at optimising one’s career mobility perspective” (Lankhuijen, 2002).
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Appendix E: Defi nitions of management development

Based on Cullen & Turnbull (2005):

“A conscious and systematic decision-action process to control the development of 
managerial resources in the organization for the achievement of organizational goals 
and strategies” (Ashton, Easterby-Smith & Irvine, 1975).

“An attempt to improve managerial effectiveness through a planned and deliberate 
learning process” (Training Services Agency, cited in Mumford, 1997).

“That function which from deep understanding of business goals and organisational 
requirements, undertakes (a) to forecast need, skill mixes and profiles for many 
positions and levels; (b) to design and recommend the professional, career and personal 
development programmes necessary to ensure competence; (c) to move from the concept 
of ‘management’ to the concept of ‘managing’” (Beckhard, cited in Storey, 1989b).

“A conscious and systematic approach to control the development of managerial resources 
in the organisation for the achievement of goals and strategies” (Molander, 1986).

“The whole, complex process by which individuals learn, grow, and improve their abilities 
to perform professional management tasks” (Wexley & Baldwin, 1986).

“An attempt to improve managerial effectiveness through a planned and deliberate 
learning process” (Mumford, 1987).

“I define ‘management development’ as the management of managerial careers in an 
organisational context. I define a ‘managerial career’ as the biography of a person’s 
managerial work life (and I define ‘managing’ as the creation and maintenance of practical 
meaning in organised activity)” (Burgoyne, 1988).

“Those processes which engender enhancement of capabilities whilst leaving scope for 
discretion, creativity and indeterminacy” (Storey, 1989).

“Management development can be viewed as a process (consisting of planned and 
unplanned activities and experience) that helps managers in an organisation to develop 
their experience, ideas, knowledge, skills, relationships, and personal identity, so that 
they can contribute to the effective development of their organisation” (Temporal, 1990).

“’Management development’ is a term which embraces much more than simply education 
or training. It is that entire system of corporate activities with the espoused goal of 
improving the performance of the managerial stock in the context of organisational and 
environmental change” (Lees, 1992).

“The complex process by which individuals learn how to perform effectively in manage-
rial roles” (Baldwin & Padgett, 1994).
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“An attempt to improve managerial effectiveness through a learning process” (Mumford, 
1997).

“We use the term ‘management development’ to describe management education, 
structured training and also more informal processes such as mentoring and self-
development” (Thomson, Storey, Mabey, Gray, Farmer & Thomson, 1997).

“The central challenge of management development is to control and manage the learning 
process of managers, focused on individual development and career success and/or 
reaching organisational goals” (Van der Sluis & Hoeksema, 2001).

“Management development (MD) is defined as the system of personnel practices by 
which an organisation tries to guarantee the timely availability of qualified and motivated 
employees for its key positions. The aim of MD is to have at its disposal the right type of 
managers and specialists at the right moment” (Jansen & Van der Velde, 2001).

“Management development is (…) a multi-faceted process, in which some aspects are 
easier to identify and measure than others” (Thomson, Maybe, Storey, Gray & Iles, 2001).

“The definition used for management development (…) includes both the personal and 
career development of an individual manager (i.e., attendance at formal development 
programmes, seminars, conferences and also informal learning through methods such as 
coaching and mentoring, etc.). It also includes management education, which is achieved 
through formal undergraduate/postgraduate qualifications” (O’Connor & Mangan, 2004).

“We may define appropriate management development as a dynamic capability or as 
a learned patterns of collective activity through which the organization systematically 
generates and modifies it routine in the pursuit of encouraging and developing managers 
to balance efficiency and adaptiveness” (Espedal, 2005).

Other defi nitions:

“Management development can be defined as any attempt to improve current or future 
managerial performance by imparting information, conditioning attitudes, or increasing 
skills. Hence, management development includes such efforts as on-the-job coaching, 
counselling classroom training, job rotation, selected readings, planned experience, and 
assignment to understudy positions” (House, 1967).

“Een proces van planmatige, systematische afstemming van behoeften en mogelijkheden 
van de medewerkers; resulterend in een individuele loopbaanplanning en daaruit voort-
vloeiende activiteiten met het doel een continue en adequate bezetting van (‘managerial’ 
en specialistische) functies te waarborgen en optimale ontwikkelingsmogelijkheden te 
scheppen voor de medewerkers” (Weijenberg, 1988; Putman Cramer, 1985; Van Dam 
& Marcus, 1995; Koehorst, 1988).
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 “Management development is a planned integral, comprehensive and ongoing process 
of developing managers’ abilities and organisation environment at all levels in order to 
improve organisational performance” (Kubr & Prokopenko, 1989).

“Training or other processes to increase manager’s knowledge and skills in order to 
improve performance in present jobs or prepare them for promotion. Increasingly tied 
to career planning and development” (Cummings & Huse, 1989).

“Management development (...) omvat (...) alle activiteiten die ertoe bijdragen dat 
binnen organisaties op die plaatsen waar dat nodig is, voor hun taak berekende en goed 
opgeleide managers ter beschikking staan. Dit betekent dat management development 
zich bezighoudt met werving en selectie van mensen, het uitstippelen van individuele 
carrièrewensen en mogelijkheden, en het ‘matchen’ daarvan met de behoeften die de 
organisatie heeft” (Van Londen, 1990).

“Developing employees in a prudent and structural way in order to guarantee the future 
occupation of managerial and staff functions” (Huijgen & De Nijs, 1993, in: Jansen, Van 
der Velde & Mul, 2001).

“Management development is het taakgebied in een organisatie dat belast is met het 
voorzien in goed management voor de organisatie in het heden en in de toekomst” (Van 
Enter & Van Gils, 1993; Van Enter, 1993).

“Management development is een strategische keuze waarmee de toekomst van de 
organisatie samenhangt. Het is het proces om de leidinggevende functies op een hoger 
niveau te houden. Het is de zorg om tijdig in managementposities te voorzien en managers 
te doen beantwoorden aan de verlangde bekwaamheid” (Baltus, 1994).

“Management development is gedefinieerd als een systeem waarmee op gestructureerde 
wijze aan de ontwikkeling en loopbaanplanning van managers wordt gewerkt met het 
doel het management-potentieel in de organisatie beter te kunnen benutten” (Vinke & 
De Boer, Jaarboek Personeelsmanagement, 1994).

“De verantwoordelijkheid binnen de organisaties voor de beschikbaarheid van kwanti-
tatief en kwalitatief voldoende menselijke hulpbronnen nu en in de toekomst” (Coljée, 
Van Mackelenbergh & Van Berkel, 1995). 

“Management development is het geheel van die activiteiten waarmee een organisatie 
zich probeert te verzekeren van de tijdige beschikbaarheid van gekwalificeerde personen 
voor sleutelposities. MD behelst de systematische inzet van vooral personele activiteiten 
als (voor)selecteren, beoordelen en opleiden gelet op dit doel” (Jansen, 1997).

“MD behelst de beheersing en ontwikkeling van persoonsgebonden competenties. 
Specifieker: het gaat niet om alle denkbare competenties, maar om die competenties 
die voor de organisatie kritisch zijn, om zogenoemde kerncompetenties. Het gaat erom 
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die tijdig te ontdekken in het bedrijfsproces, te traceren bij personen, in te kopen of te 
ontwikkelen” (Jansen, 1997).

“Onder management development verstaan we het continue proces van wederzijdse 
afstemming tussen organisatiebehoeften en loopbaanbehoeften van (toekomstige) 
managers met het doel een adequate bezetting van het management en ontwikkelingsmo-
gelijkheden voor managers te creëren” (Elzenaar-Maathuis & Mulder, 1997).

Management development is “the systematic supply and development of future manage-
ment, considering the individual wishes and interests of those involved” (Keuning, 1998).

“Management development is een planmatig, systematisch en continu proces van 
activiteiten met als doel (tijdig) te voorzien in de verlangde managementcompetencies en 
-competences, nu en in de toekomst, waarbij rekening wordt gehouden met individuele 
belangen en behoeften ten aanzien van de persoonlijke ontwikkeling” (Melker, 1999, 
2000).

“Onder managementontwikkeling ofwel “management development” (MD) wordt ver-
staan het geheel van systematische activiteiten gericht op de opleiding en vorming van 
managers, met als doel tijdig te voorzien in de behoefte aan managers op verschillende 
niveaus in de organisatie, daarbij rekening houdend met de individuele belangstelling” 
(Keuning & Eppink, 2004).

“Managementontwikkeling is het zorgen voor voldoende managers en voor managers 
die voldoen” (Melker, 2010).
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Appendix F: Questionnaire pilot studies 1 and 2

Name interviewee :
Organization :
Date :
Time :

Introduction:
According to Jansen & Van der Sluis (2004) and Jansen (2004), career development 
demands passing through positions at different levels to acquire the competencies that 
are part of the various levels. In addition to accomplish career goals, career development 
leads to the expansion of an individual’s capacity for effective managerial action and 
learning new strategies and skills to effectively handle a work situation.

A managerial job can be characterized by a mix of different (critical) work situation. 
Therefore, managerial jobs can be categorized into different job levels. Between these 
(hierarchical) job levels, there are the (critical) career or job transitions. I define a critical 
career transition as a period in which a major change of formal work role requirements 
and/or work context takes place during an individual’s career. Logically, a transition 
to a higher-level job demands a different set of competencies for handling altered or 
completely new work situations.

The research model for managerial career of Jansen demands new, additional empirical 
research, e.g., which career stages and job levels can be distinguished, what are differences 
between professional and managerial careers, to what extent do careers within profit 
and non-profit organizations differ? In this study, a contribution to this research model 
is made. We will focus on major (and therefore critical) changes in managerial careers. 
We start from the presumption that management development activities (e.g. coaching, 
mentoring, training, education et cetera) can improve the effectiveness of critical career 
transitions in managerial careers.

The main research question of this study is twofold. First, which critical career transitions 
in managerial career can be distinguished? Second, which contribution can management 
development make to improve the effectiveness of critical career transitions in managerial 
careers? The interview will take one hour. Do you give your permission for recording 
the interview digitally?
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Questions:
1. What are the consequences for managers as they climb the organizational ladder?
2. Which factors increase the chance of a successful critical career transition?

END OF THE INTERVIEW
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Appendix G: Questionnaire pilot study 3

Name interviewee :
Organization :
Date :
Time :

Introduction:
According to Jansen & Van der Sluis (2004) and Jansen (2004), career development 
demands passing through functions at different levels to acquire the competencies that 
are part of the various levels. In addition to accomplish career goals, career development 
leads to the expansion of an individual’s capacity for effective managerial action and 
learning new strategies and skills to effectively handle a work situation.

A managerial job can be characterized by a mix of different (critical) work situation. 
Therefore, managerial jobs can be categorized into different job levels. Between these 
(hierarchical) job levels, there are the (critical) career or job transitions. I define a critical 
career transition as a period in which a major change of formal work role requirements 
and/or work context takes place during an individual’s career. Logically, a transition 
to a higher-level job demands a different set of competencies for handling altered or 
completely new work situations.

The research model for managerial career of Jansen demands new, additional empirical 
research, e.g., which career stages and job levels can be distinguished, what are differences 
between professional and managerial careers, to what extent do careers within profit 
and non-profit organizations differ? In this study, a contribution to this research model 
is made. We will focus on major (and therefore critical) changes in managerial careers. 
We start from the presumption that management development activities (e.g. coaching, 
mentoring, training, education et cetera) can improve the effectiveness of critical career 
transitions in managerial careers. The main research question of this study is twofold. 
First, which critical career transitions in managerial career can be distinguished? Second, 
which contribution can management development make to improve the effectiveness of 
critical career transitions in managerial careers? The interview will take one hour. Do 
you give your permission for recording the interview digitally?
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Questions:
1. Which criteria can be used to measure the success of critical transitions in 

managerial careers?
2. How long does it take managers to make a critical transition and when is the career 

transition process completed?
3. What forms of support are effective during critical career transitions?

END OF THE INTERVIEW



Appendices

384

Appendix H: Questionnaire pilot study 4

Naam geïnterviewde :
Departement :
Datum :
Tijd :

Onderzoekskader:
Binnen dit onderzoek staan kritische transities binnen managementloopbanen centraal. 
De praktische component is binnen het onderzoek van groot belang is. Het gaat om 
vragen als: waarom verlopen transities de ene keer wel succesvol en de andere keer niet? 
Wat zijn ervaringsregels? Tegen welke problemen lopen managers tijdens dergelijke 
transities aan? Wat helpt managers om de kans op een succesvolle loopbaantransitie te 
vergroten? Et cetera.

We richten ons in het bijzonder op overgangen (‘sprongen’) naar managementfuncties 
op hogere (hiërarchische) niveaus die echt nieuwe en/of zwaardere eisen stellen aan 
mensen. Dit kunnen zowel transities zijn binnen organisaties als tussen organisaties. 
Binnen het onderzoek wordt een relatie gelegd tussen het succes van dergelijke transities 
en de ondersteuning die daarbij wordt geboden. Daarbij valt te denken aan coaching, 
mentoring, opleiding, training et cetera. Uiteindelijk is het de bedoeling om te bepalen 
welke vormen van ondersteuning de kans op een succesvolle transitie daadwerkelijk 
vergroten.

Doel van dit interview:
Om te bepalen wat nu precies een succesvolle transitie is, is het van belang dat eerst wordt 
bepaald hoe dit succes nu eigenlijk kan worden bepaald of ‘gemeten’. Op basis waarvan 
beoordelen managers of hun eigen transitie wel of niet succesvol is of is geweest?

 Tijdens dit half-gestructureerde interview wordt ingegaan op de vraag op basis waarvan 
u zelf bepaalt wat het succes is van uw laatste loopbaantransitie: welke criteria spelen 
hierbij een rol? Ten tweede wordt stilgestaan bij de vraag op welke wijze deze transitie 
is ondersteund.

Het interview zal circa een uur duren. Hebt u er bezwaar tegen als het interview digitaal 
wordt vastgelegd? Dit in verband met de verdere verwerking van de verkregen data en 
het mogelijkerwijs opnemen van quotes (uiteraard geanonimiseerd!) in het proefschrift 
dan wel in andere (eerdere of latere) publicaties. Uiteraard zal voor het opnemen van 
delen uit het interview vooraf toestemming worden gevraagd, dit buiten het feit dat 
resultaten altijd anoniem worden vermeld.
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Namens de Vrije Universiteit wil ik u bij voorbaat hartelijk danken voor uw bereidheid 
mee te werken aan het onderzoek.

Vragen:

1. Wat is uw leeftijd?

2. Hoe lang bent u werkzaam in uw functie van waaruit u de overgang maakt(e)? Bij 
welk departement was dat?

3. Wat was de functieschaal van uw vorige functie en van uw huidige functie?

4. Hoe lang heeft de overgangsperiode naar uw laatste in uw ogen geduurd? Is de 
transitie in uw ogen afgesloten? Waarom wel/waarom niet?

5. Kunt u aangeven of u de transitie naar uw nieuwe functie in uw ogen succesvol is 
verlopen? Waarom? Op welke criteria is dit gebaseerd?

6. Op welke wijze bent u ondersteund bij het maken van uw laatste transitie? 
Daarbij valt te denken aan ondersteuning door de organisatie van waaruit u de 
overgang hebt gemaakt, vanuit de nieuwe organisatie of ondersteuning vanuit uw 
privésituatie.

7. Aan welke vorm(en) van ondersteuning had u met name behoefte?

EINDE VAN HET INTERVIEW 
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Appendix I: Questionnaire quantitative study (translated)

Introduction:

Success factors of critical career transitions
Recently you made a career transition and started a new managerial job. This PhD 
study that is conducted by the VU University Amsterdam, focuses on your last career 
step. We try to gain more insight into the factors that determine the success of career 
transitions. Your experiences during your last career transition are of crucial importance 
for a better understanding!

We focus on managers that made their last transition during the last three years. 
Obviously, all information and results will be treated confidentially.

Completing the survey takes about 20 minutes. We want to thank you for your time and 
effort in advance. If you like more information about this study, please contact Gert-Jan 
Melker, he is the project manager of this study. His e-mail address is: g.p.melker@vu.nl.

Gert-Jan Melker MSc.
Prof. Paul Jansen PhD
Prof. Jan Eppink PhD
Prof. Lidewey van der Sluis PhD 
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INTRODUCTION:

1. Did you make the transition to your current managerial job within the last three 
years? 

Yes     → Question 2
No    → End of the questionnaire

2. When did you start in your current managerial job? 

More than 3 years ago  → End of the questionnaire
2 - 3 years ago   → Question A1
1 - 2 years ago   → Question A1
6 months - 1 year ago  → Question A1
3 - 6 months ago  → Question A1
Less than 3 months ago  → End of the questionnaire

A. INDIVIDUAL CHARACTERISTICS:

A1. Demographical information:

1. What is your age?

... Years

2. What is your gender?

Man
Female

3. What was your marital status during your last career transition?

Married or living with partner with children living at home
Married or living with partner without children living at home
Single with children living at home
Single without children living at home
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A2. Education and experience level:

Level of education

4. What is the highest level of education you have completed? 

University
Higher professional education (HBO) 
Pre-university education (vwo)
Secondary vocational education (mbo)
Senior general secondary school (havo)
Lower general secondary education (mavo)
Primary education (LBO)

Managerial experience

5. How many years of managerial experience do you have?

…

6. What is the number of managerial positions that you hold in your career so far 
including your current position?

… 

7. What is the number of organizations in which you have managerial experience 
including your current organization?

…

A3. ‘Readiness for change’:

Please indicate to what extent the following statements apply to you. Please rate your 
answers according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

When I started in my current position…

8. I had enough knowledge and skills for this job.
9. My colleagues had confidence in my suitability for this position.
10. I felt competent for this position.
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11. I was familiar with the requirements of the job.
12. I had enough time to get ready for the job.

A4. Personality traits: 

Please indicate to what extent the following statements apply to you. Please rate your 
answers according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

I characterize myself as a person who...

13. is career progress-oriented.
14. stays effective when tasks change unexpectedly.
15. is able to see problems in a broader context.
16. shows interest in other viewpoints and takes others’ viewpoints into account.
17. wants to reach the top at work.
18. associates effectively with people at various levels in organizations.
19. shows awareness of the own position within groups without being too dominant.
20. is focused on reaching a high position.
21. works effectively with new colleagues.
22. is able to see patterns and the interrelationship of ideas or elements quickly.
23. regularly expresses praise and criticism towards others, without tension.
24. finds new solutions by combining existing ideas.
25. accepts aspects of prevailing cultures and adapts easily to theses cultures.
26. does not lose himself/herself in details when faced with complex problems.
27. regards the career as important for his/her personal development.
28. has difficulty adjusting goals if necessary.
29. finds challenging work very important.
30. is able to make a distinction between issues of major and minor importance.
31. pays attention to others’ feelings.
32. lets others speak without interrupting.

B. CHARACTERISTICS OF THE CAREER TRANSITION

B1. Objective magnitude of the transition 

33. Did your last transition include a move to another organization?

Yes
No
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34. Did your last transition include a move to another branch of industry?

Yes
No

35. Did your last transition include a move to another functional area (e.g. from 
marketing to operations)?

Yes
No

36. How did your transition affect your income (including bonuses et cetera)?

Decrease of more than 25%
Decrease of 15% - 25%
Decrease of 5% - 15%
Between a decrease of 5% and an increase of 5%
Increase of 5% - 15%
Increase of 15% - 25%
Increase of more than 25%

37. How can your PREVIOUS managerial position best be characterized?

Chairman of the Board/CEO
Member of the Board of Directors
Division manager/Executive vice president
(Business) unit manager/BU president
Department manager
Project manager
First line manager
Professional/employee
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38. How can your CURRENT managerial position best be characterized?

Chairman of the Board/CEO
Member of the Board of Directors
Director
Division manager/Executive vice president
(Business) unit manager/BU president
Department manager
Project manager
First line manager
Professional/employee

39. What is the number of employees that you managed DIRECTLY in your PREVIOUS 
management position?

40. What is the number of employees that you managed INDIRECTLY in your 
PREVIOUS management position?

41. What is the number of employees that you manage DIRECTLY in your CURRENT 
management position?

42. What is the number of employees that you manage INDIRECTLY in your 
CURRENT management position?

43. What was the target completion time of your longest task or project you were 
responsible for in your LAST job?

Less than 3 months
3 months - 1 year
1 - 2 years
2 - 5 years
5 -10 years
More than 10 years
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44. What is the target completion time of your longest task or project you are 
responsible for in your CURRENT job?

Less than 3 months
3 months - 1 year
1 - 2 years
2 - 5 years
5 -10 years
More than 10 years

B1. Subjective magnitude of the transition

Please indicate to what extent the following statements apply to you. Please rate your 
answers according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

Experienced extent of newness:

45. I experienced a big difference between the tasks of my previous and my current 
position.

46. During the transition I was confronted with a substantial change of the 
organisational culture.

47. During the transition I realised that moving to the new management position was 
a big change in my career.

48. During the transition I realised that bringing managerial experience to my current 
work is limited. 

49. The transition to my current position has resulted in a substantial increase in 
workload.

50. Making the last transition was a desired step in my career.
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Duration of the transition period:

51. How long did it take you to make the transition? If, in your view, your transition 
has not been completed yet, then please estimate the duration of the transition 
period.

Less than a month
1 - 2 months
2 - 6 months
6 - 12 months
More than 12 months

C. SUPPORT

52. Please indicate to what extent you received the following forms of support during 
your last career transition. Please rate your answers according to the following 
scale:

1 = To a very small extent; 2 = To a small extent; 3 = To some extent; 4 = To a great 
extent; 5 = To a very great extent; N/a = Not applicable (= 0)

Mentoring
My immediate superior
Internal coaching
External coaching
Management education or course
Management training
Socialization or introduction program
Support-groups or peer learning
Partner or husband/wife
Friends/acquaintances
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53. Please indicate to what extent the following forms of support would have been 
helpful during your last career transition. Please rate your answers according to 
the following scale:

0 = Not helpful at all; 1 = To a very little extent; 2 = To a little extent; 3 = To some 
extent; 4 = To a great extent; 5 = To a very great extent

Mentoring
My immediate superior
Internal coaching
External coaching
Management education or course
Management training
Socialisation or introduction program
Support-groups or peer learning
Partner/husband/wife
Friends/acquaintances

D. SUCCESS OF THE TRANSITION

Please indicate to what extent the following statements apply to you. Please rate your 
answers according to the following scale:

1 = Totally disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Totally agree

54. I am satisfied with my last transition.

55. I enjoyed making my last transition.

56. During my transition period, I contributed positively to the product/service quality 
level of my unit/department/team.

57. Making the last transition was accompanied by a lot of stress and uncertainty.

58. During the transition period it seems to me that I quickly added value to the 
organization.

59. The transition period has made a positive contribution to my current performance.

60. During my transition period, I contributed positively to the financial results 
(turnover, cost level etc.) of my unit/department/team.
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61. My immediate superior is satisfied with my last transition.

62. I took too much time to acquire the necessary competencies for my new job.

63. My subordinates are satisfied with my last transition.
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Appendix J: Descriptive statistics

Mean Std. Deviation N

Objective success 3.73 0.750 138

Subjective success 3.65 0.655 138

Gender 1.22 0.414 138

Age 41.70 7.237 138

Marital status 0.88 0.330 138

Family situation 0.30 0.462 138

Level education 6.14 1.019 138

Experience 7.58 6.213 138

Managerial positions 2.82 1.841 138

Number of organizations 1.80 1.059 138

Readiness 3.74 0.688 138

Adaptability 3.95 0.445 138

Interpersonal sensitivity 3.89 0.477 138

Ambition 3.77 0.590 138

Conceptual skills 4.13 0.503 138

Change in income 4.50 1.102 138

Novelty 4.51 2.870 138

Learning 7.70 3.323 138

Transfer 5.62 2.761 138

Target completion time 0.17 1.241 138

Subjective magnitude 3.39 0.710 138

Duration 2.91 1.046 138

Mentor 1.33 1.325 138

Immediate superior 2.91 1.306 138

Internal coach 1.07 1.297 138

External coach 0.99 1.375 138

Education 1.84 1.735 138

Training 1.54 1.648 138

Introduction program 0.95 1.303 138

Peers 1.36 1.561 138

Partner 2.81 1.659 138

Friends 2.36 1.494 138
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Appendix K: SPSS output used constructs

N = 138

Items:

Scale 
mean 
if item 
deleted

Scale 
variance 
if item 
deleted

Corrected 
item-total 

correlation

Cronbach's 
Alpha 
if item 
deleted

Readiness for change:

1. I had enough knowledge and skills for 
this job.

2. My colleagues had confidence in my 
suitability for this position.

3. I felt competent for this position.
4. I was familiar with the requirements 

of the job.
5. I had enough time to get ready for the 

job.

15.04

14.55

14.70
15.10

15.42

7.531

9.081

7.571
7.376

8.129

.657

.484

.728

.693

.468

.757

.807

.737

.745

.820

Adaptability:

1. Stays effective when tasks change 
unexpectedly

2. Associates with people on various 
levels in organizations effectively

3. Works effectively with new colleagues
4. Accepts aspects of prevailing cultures 

and adapts to theses cultures easily
5. Has difficulty adjusting goals if 

necessary

15.64

15.62

15.67
15.93

16.09

3.296

3.027

3.594
3.609

3.525

.509

.500

.480

.362

.429

.624

.628

.641

.685

.657

Interpersonal sensitivity:

1. Lets other speak without interrupting
2. Shows interest in other viewpoints and 

takes others' viewpoints into account
3. Shows awareness of the own position 

within groups without being too 
dominant

4. Regularly expresses praise and 
criticism towards others, without 
tension

5. Pays attention to others' feelings

15.58
15.39

15.59

15.76

15.41

3.603
4.006

3.717

4.388

3.777

.513

.549

.555

.322

.476

.659

.651

.642

.729

.675
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Items:

Scale 
mean 
if item 
deleted

Scale 
variance 
if item 
deleted

Corrected 
item-total 

correlation

Cronbach's 
Alpha 
if item 
deleted

Ambition:

1. Wants to reach the top at work
2. Regards the career as important for 

his/her personal development
3. Finds challenging work very 

important
4. Is focused on reaching a high position
5. Is career progress-oriented

15.12
15.04

14.62

15.52
15.15

5.811
5.758

6.237

5.945
5.517

.507

.611

.553

.613

.620

.783

.747

.766

.748

.744

Conceptual skills:

1. Is able to see problems in a broader 
context

2. Is able to make a distinction between 
issues of major and minor importance

3. Is able to see patterns and the 
interrelationships of ideas or elements 
quickly

4. Finds new solutions by combining 
existing ideas

5. Does not lose himself/herself in details 
in case of complex problems

16.36

16.51

16.44

16.73

16.62

4.218

4.500

4.029

4.533

4.063

.620

.510

.636

.465

.565

.722

.757

.715

.772

.741

Subjective magnitude of the transition:

1. I experienced a big difference between 
the tasks of my previous and my 
current position

2. During the transition I was confronted 
with a substantial change of the 
organisation culture

3. During the transition I realised that 
moving to the new management 
position was a big change in my career

4. During the transition I realised that 
bringing managerial experience to my 
current work is limited

5. The transition to my current position 
has resulted in a substantial increase in 
workload

6. Making the last transition was a 
desired step in my career

16.80

17.17

16.96

17.55

16.91

16.31

12.032

12.889

11.524

12.848

13.633

17.004

.607

.405

.775

.444

.437

.040

.619

.688

.569

.674

.675

.769
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Items:

Scale 
mean 
if item 
deleted

Scale 
variance 
if item 
deleted

Corrected 
item-total 

correlation

Cronbach's 
Alpha 
if item 
deleted

Objective success of the transition:

1. During my transition period, I 
contributed positively to the product/
service quality level of my unit/
department/team

2. During my transition period, I 
contributed positively to the financial 
results (turnover, cost level et cetera) 
of my unit/department/team

3.91

3.55

.626

.848

.533

.533

-

-

Subjective success of the transition:

1. I am satisfied with my last transition.
2. I enjoyed making my last transition.
3. Making the last transition was 

accompanied by a lot of stress and 
uncertainty. (reversed item)

4. During the transition period it 
seems to me that I added value to the 
organisation quickly.

5. The transition period has made a 
positive contribution to my current 
performance.

6. My immediate superior is satisfied 
with my last transition.

7. It took too much time to acquire the 
necessary competencies for my new 
job. (reversed item) 

8. My subordinates are satisfied with my 
last transition.

25.68
25.37
25.59

25.41

25.78

25.21

25.75

25.38

20.963
20.629
20.127

21.528

21.164

23.058

21.855

22.545

.680
653
.592

.639

.561

.438

.445

.585

.805

.807

.817

.811

.820

.834

.836

.819
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Items: 1 2 3 4

Knowledge and skills for job

Colleagues’ confidence in suitability for position

Competent for this position

Familiarity with requirements job

Time to get ready for job

.254 

.168

.057 

-.101

-.050

-.662

-.453

-.815

-.805

-.539

.021

.086

-.119

-.070

.046

-.029

.184

-.093

.024

.042

Staying effective when tasks change unexpectedly

Association with people on various levels

Working effectively with new colleagues

Acceptation of prevailing cultures and adaptation

Having difficulty adjusting goals

.643

.412

.443

.362

.566

-.080

-.036

.009

.168

.023

.044

-.085

-.080

-.037

.006

.041

.172

.152

.054

-.072

Letting other speak without interrupting

Showing interest in other viewpoints

Showing awareness of the own position

.038

-.053

.041

.014

-.005

.074

-.004

-.058

.068

.585

.679

.709

Expressing praise and criticism .194 -.040 -.092 .246

Attention to others’ feelings .003 -.118 -.063 .557

Reaching top at work

Regarding career as important for development

Finding challenging work important

Focus on reaching high position

Career progress-orientation

-.086

-.026

.195

.010

.016

-.134

-.069

.013

.117

.055

-.550

-.682

-.558

-.795

-.694

.129

.051

.018

-.130

.02

Seeing problems in a broader context .492 -.192 -.158 -.003

Making distinction between issues .271 -.284 -.121 .204

Seeing patterns and interrelationships

Finding solutions by combining existing ideas

Not losing himself/herself in details

.638

.575

.485

-.117

-.020

-.263

-.083

.080

-.059

-.001

.121

-.090

Extraction Method: Principal Axis Factoring
Rotation Method: Oblimin with Kaiser Normalization

Appendix L: Results factor analysis

Pattern matrix (rotation converged in 8 iterations)
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Appendix M: Correlation matrix 1: Pearson’s correlation 
coeffi  cients
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Appendix N: Correlation matrix 2: P-values (1-tailed 
signifi cance)
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Appendix O: Coeffi  cients objective success (1-tailed)

B Std. Error Beta t Sig.

1 Gender .241 .177 .133 1.359 .089
Age -.021 .012 -.201 -1.680 .048
Marital status .537 .245 .236 2.189 .015
Family situation -.049 .142 -.030 -.345 .365

2 Level of education -.197 .070 -.268 -2.823 .003
Managerial experience .013 .013 .109 .989 .162
Readiness for change .114 .115 .105 .991 .162

3 Adaptability .012 .181 .007 .067 .473
Interpersonal sensitivity -.232 .162 -.148 -1.428 .078
Ambition .057 .131 .045 .436 .332
Conceptual skills .426 .188 .286 2.260 .013

4 Change in income -.002 .063 -.003 -.035 .486
Novelty -.057 .028 -.216 -2.000 .024
Learning .035 .024 .156 1.447 .075
Transfer .033 .032 .123 1.054 .147
Target completion time .038 .053 .063 .718 .237
Subjective magnitude .036 .106 .034 .337 .368
Duration -.053 .070 -.074 -.761 .224

5 Mentor -.050 .055 -.088 -.907 .183
Immediate superior .018 .052 .031 .342 .366
Internal coach -.007 .051 -.011 -.131 .448
External coach -.057 .051 -.104 -1.106 .136
Education .076 .052 .177 1.480 .071
Training -.021 .049 -.047 -.433 .333
Introduction program .060 .057 .104 1.047 .149
Peers .035 .047 .074 .753 .226
Partner -.026 .048 -.058 -.539 .296
Friends .061 .049 .122 1.238 .109

6 Sample 2 (control) .544 .300 .205 1.811 .073*
Sample 3 (control) .395 .240 .186 1.647 .101*
Sample 4 (control) .283 .183 .186 1.543 .115*

* 2-tailed
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Appendix P: Coeffi  cients subjective success (1-tailed)

B Std. Error Beta T Sig.

1 Gender -.019 .119 -.012 -.163 .435
Age .011 .008 .124 1.344 .091
Marital status -.188 .167 -.095 -1.123 .264
Family situation -.063 .095 -.044 -.664 .254

2 Level of education -.044 .048 -.069 -.921 .179
Managerial experience -.005 .009 -.051 -.597 .276
Readiness for change .333 .077 .350 4.328 .000

3 Adaptability .214 .121 .146 1.776 .039
Interpersonal sensitivity .027 .109 .020 .245 .403
Ambition .049 .087 .044 .558 .289
Conceptual skills -.151 .129 -.116 -1.177 .121

4 Change in income .022 .042 .037 .525 .300
Novelty .012 .019 .053 .633 .264
Learning .013 .016 .066 .794 .215
Transfer -.007 .021 -.028 -.310 .378
Target completion time .032 .035 .061 .913 .182
Subjective magnitude -.088 .070 -.095 -1.244 .108
Duration -.102 .046 -.163 -2.190 .015

5 Mentor -.054 .037 -.110 -1.480 .071
Immediate superior .046 .035 .092 1.336 .092
Internal coach .022 .034 .043 .649 .259
External coach .037 .034 .077 1.064 .145
Education .019 .035 .051 .551 .291
Training -.018 .033 -.045 -.543 .294
Introduction program -.008 .038 -.017 -.221 .413
Peers .045 .031 .108 1.441 .076
Partner .052 .032 .131 1.598 .057
Friends -.061 .033 -.139 -1.832 .035

6 Objective success .414 .065 .474 6.392 .000

7 Sample 2 (control) .114 .203 .049 .559 .578*
Sample 3 (control) -.251 .155 -.135 -1.616 .109*
Sample 4 (control) -.141 .119 -.106 -1.188 .238*

* 2-tailed
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Appendix Q: ANOVA tables

Objective success of the transition:

Model Sum of Squares df Mean Square F Sig.

1 Regression 9.705 7 1.386 2.676 .013
Residual 67.355 130 0.518    
Total 77.060 137      

2 Regression 15.349 10 1.535 3.159 .001
Residual 61.711 127 0.486    
Total 77.060 137      

3 Regression 21.058 14 1.504 3.304 .000
Residual 56.002 123 0.455    
Total 77.060 137      

4 Regression 23.505 23 1.032 2.424 .001
Residual 53.555 116 0.462    
Total 77.060 137      

5 Regression 27.568 31 0.889 1.905 .008
Residual 49.492 106 0.467    
Total 77.060 137    
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Subjective success of the transition:

Model Sum of Squares df Mean Square F Sig.

1 Regression 5.224 7 0.746 1.814 .090
Residual 53.482 130 0.411    
Total 58.706 137      

2 Regression 18.782 10 1.879 5.976 .000
Residual 39.920 127 0.314    
Total 58.706 137      

3 Regression 21.904 14 1.565 5.229 .000
Residual 36.802 123 0.299    
Total 58.706 137      

4 Regression 24.859 21 1.184 4.057 .000
Residual 33.847 116 0.292    
Total 58.706 137      

5 Regression 28.479 31 0.919 3.222 .000
Residual 30.227 106 0.285    
Total 58.706 137      

6 Regression 36.945 32 1.155 5.571 .000
Residual 21.760 105 0.207    
Total 58.706 137      


