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Tit l e : T h e Ten Most Important Prac-

tices for Effective Managemen t 

Authors : Kelly Radaker Jones, consul-
tant . and Mary Rull, manager. Feed-

back Services . Harbridge House , Inc.. 
11 Arlington St. . Boston, MA 02116; 
617/267-6410. 
Abstrac t : In March 1987 the 

diagnostic and feedback division of 
Harbridge House , Inc., an international 

management consulting, training, and 
research firm, updated a 1984 research 
study of management qualities judged 

most important by a diverse sample of 

American employees . T h e purpose of 
the upda te was to de te rmine whether 

the same management qualities were 

d e e m e d most important over time. T h e 
study also examined the relationship 

be tween the impor tance ratings for 

management qualities and the extent to 

which managers actually exhibited 

these qualities. 
Feedback data, gathered on approx-

imately 6 ,500 managers f rom a variety 

of industries, were used to identify the 
10 most important practices for effec-

tive managemen t . In order of impor-
tance, these were 

• making clear-cut decisions when 

needed ; 
• get t ing to the heart of p rob lems 
rather than dealing with less important 

issues; 

• following up on important issues and 

actions; 
• "leveling" with individuals about their 

per formance; 
• being open and candid in dealing 
with the work group rather than being 

reserved and cautious; 

• clarifying responsibilities within the 
work group; 
• involving subordinates in establishing 

job-related goals and per formance 
s tandards; 
• discussing per formance difficulties 

with subordinates and soliciting sugges-
tions for overcoming t hem; 
• demons t ra t ing personal c o m m i t m e n t 

to achieving goals; 
• establishing and communica t ing 

goals for the group as a whole. 
In compar ison to the 1984 results, 

the management practices of providing 
clear-cut decisions and goals, following 

up on issues and actions, and initiating 
open two-way communicat ion have re-

tained their high impor tance value for 
employees . But study results indicate 
that employees now place a higher 

value on leveling w ith individuals about 
their job per formance and permi t t ing 

individuals input regarding the goals, 
s tandards, and improvement plans 

directly related to their jobs. Fur ther-
more, employees also demons t ra te a 
greater concern for the honesty, candor, 

and relevance of pe r formance appraisal 
than for formality, regularity, and 
balance between criticism and positive 

feedback . Another shift f rom 1984 to 
1987 is the increased impor tance 

employees place on managers ' 
demons t ra t ing personal c o m m i t m e n t to 

goal achievement . 

Examinat ion of the extent to which 

managers exhibited these pract ices 

revealed that employees rated the ma-

jority of managers as engaging in almost 

all pract ices—not just the top 10 —to at 
least a modera te extent . But the 

managers did not engage in the "most 

important" practices to a significantly 
different extent than the less important 

practices. It s eems that managers have 
the opportuni ty to improve their effec-

t iveness by focusing on improving prac-

tices that are of greater importance to 

their subordinates . 
"I'he results f rom the survey upda te 

suggest that the management practices 

employees believe are most important 

shift over time. A variety of f a c t o r s -
change in the company cl imate or 

structure, the work force, the market , 
or the economy—may precipitate such 
a shif t . T h e high level of importance 

employees place on decision-making, 

goal-setting, and communica t ion prac-
tices, however, may prove to be 
relatively stable over t ime and 
condi t ions. 

Tit l e : A H u m a n Performance System 
Using a Structured On- the - job Training 

Approach 
Authors : Ronald L. Jacobs, Training 
and Deve lopmen t Gradua te Program. 
I'he Ohio State University, Co lumbus , 

O H 43210, and Terry McGriff in, 

Capital Citv Products , Co lumbus , OFI 
43215. 
Abstrac t : In a cooperative venture, the 
authors implemented a per formance 

system at Capital City Products using 

s t ructured OJ'T" to train new technicians 
and cert ify exper ienced technicians in 
the company's manufactur ing setting. 

Additional c o m p o n e n t s of the perfor-
mance system included a six-hour 

superv isory coaching program, perfor-
mance rating checklists used for feed-
back, and training manuals for techni-
cians and supervisors . 

T h e goals of the system were 

• to address deficiencies a m o n g new 
technicians in job know ledge and skills 
and a m o n g supervisors in coaching 

skills; 

• to maintain high supervisory-

subordinate social contact during the 
training process ; 

• to facilitate per formance measure-
men t of current technicians and 
supervisors; 

• to offer an alternative to the present 

uns t ructured O J T approach that would 
provide evidence for its greater 
cost-effectiveness. 

Cur ren t results indicate that the pro-

gram has r educed training t ime for each 
new hire from 12 weeks to less than 
three weeks . T h e researchers have 

documen ted the annualized sav ings us-

ing s t ructured O J T and the additional 
c o m p o n e n t s of the per formance system 
to be over $ 2 0 , 0 0 0 . T h e y are now im-

plement ing additional plans to assess 

the effect iveness of the sys tem. 

When task and per formance out-

c o m e s arc specified, s t ructured O J T 
has the following advantages over o ther 

training me thods , particularly when in-
tegrated within a larger per formance 
system: 

• It is an efficient m e a n s to transmit 
job information. 
• Training occurs in the work set t ing 

where pe r fo rmance will occur. 

• OJT" can provide greater instructional 
contiguity be tween skill practice and 
job performance. 

• Trainees receive job information f rom 
those who will assess their pe r fo rmance 
at a later t ime. 

• Interpersonal communica t ions and 

respect be tween supervisors and subor-
dinates may improve. 

• T h e r e are specific roles for the train-
ing and development professional. For 

example, he or she may conduct needs 
and job analyses, prepare trainee and 8 1 
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supervisor materials, construct perfor-
mance checklists, prepare O J T trainers, 

and monitor and assess the effec-
tiveness of the performance system. 

Title: Succession Planning Practices in 
Major Aerospace Companies 
Author: Stan Maliszewski. 11420 
Grand Circle, Omaha , N E 68143; 
402/978-7124 or 402/493-6471. 
Abstract: T h e long-term success of 
any organization primarily depends on 
the quality of people who assume its 
leadership positions. Yet for many 
organizations the process by which peo-
ple are developed, identified, and 
selected for top management roles is 
relatively unplanned and, in large part, 
not described. Th i s can result in costly 
mistakes or contracting with search 
firms. Companies that practice succes-

sion planning largely avoid such costs 
because they generate their own talent 
pools. 

This s tudy sought to discover com-
monalities of existing succession plan-
ning programs in leading aerospace 
companies that generate annual 
revenues of one billion dollars or more 
and whose total work force exceeds 
40 ,000 employees. T h e researcher 
used a case study approach to identify 
commonalit ies of succession programs. 
H e surveyed by telephone succession 
planning administrators from 17 
aerospace companies and obtained in-
formation from personal interv iews and 

observations, examination of succession 
documents , and a comprehensive 
literature review. 

O n e characteristic common to all 
succession programs is that each pro-
gram represents a means of insuring a 
sufficient number of talented, qualified 
persons to fill key managerial roles in 
the organizations. A formalized systems 
approach to succession planning also is 
more efficient for attaining desired 
goals than a set of informal procedures 
is. T h e researcher also found that suc-
cession programs in leading aerospace 

companies commonly include the 
following components : 
• a set of specific objectives; 
• a definition of who is included in the 
plan; 
• the use of appropriate documents ; 
• policies regarding the development of 
candidates; 

• support from the chief executive 

officer; 
• a procedure for identifying and 
nominating candidates; 
• nominal support and acceptance by 
managers implementing the plan. 

T h e researcher incorporated into the 
design of a succession plan findings 
from the study; organizations proposing 
a plan to insure the identification and 
development of a sufficient number of 
qualified people to satisfy future 
managerial requirements could use the 
researchers design as a guide. 

Findings from this study of interest 
to career planners and adult educators 
include the following: 
• Seventy-one percent of the aerospace 
companies surveyed indicated the use 
of a performance appraisal that includ-
ed a career-planning component : but 
only 18 percent rated career-planning 

and development programs as being 
very important. 
• All 17 aerospace companies reported 
that candidates formally identified their 
developmental needs. Fourteen of the 
companies reported they used special 
training programs designed to teach 

managers how to dev elop and coach 
subordinates. Despi te these data, 
however, only seven companies in-
dicated it was "very realistic" to assume 
that managers would develop and coach 
their subordinates. 
• Companies made available a variety 
of developmental methods to meet 
employees' developmental needs. All 

but two companies surveyed rated job 
rotation experiences as a "very impor-
tant" development activity. Other ac-
tivities the companies rated as very im-
portant are educational programs from 
outside agencies (11), educational pro-
grams within the organization (8), for-
mal training and development (7), 
special task forces (6), career-
development programs (3), and skill 
assessment centers (3). 
• Although several companies are ex-
perimenting with establishing mean-
ingful educational programs, it appears 
that they budget for outside programs 
most of the monies allocated for educa-
tion. O n e group in a leading aerospace 
company reported spending more than 
5400 ,000 in a nine-month period for 
tuition re imbursement . 
• In spite of the high cost of university 
programs, aerospace firms continue to 

send potential executives to prestigious 
schools. 

Title: I'he I C D Survey II: Employing 

Disabled Americans 
Authors: International Center for the 
Disabled. 340 East 24th St. , New 
York, NY 10010. Contact Donna 

Fingerhut, director of education and 
training at 212/679-0100. 
Abstract: A 1986 nationwide survey of 
employers conducted by Louis Harris 
and Associates for the International 
Center for the Disabled ( ICD) focused 
on issues concerning the employment 
of disabled people. The researchers 
issued the report of the findings in 
cooperation with the National Council 
on the Handicapped and the Presi-
den t s Commi t t ee on the Employment 
of the Handicapped. 

Researchers conducted telephone in-
terviews with senior managers, chief ex-
ecutive officers, equal employment op-
portunity managers, and line managers 
in 920 companies . Results show that 

disabled workers received high marks 
on overall job performance and are 
rated as better or the same as non-
disabled employees on their productivi-
ty. reliability, at tendance. v\ illingness to 
work hard, desire for promotion, and 

leadership ability. 
T he study found, however, that 

strong performance evaluations did not 
translate into widespread hiring of 
disabled people. Most managers believe 
that their company is presently doing 
enough to employ disabled people and 
should not make greater efforts to do 
so. Only 43 percent of employers ques-
tioned said that they had hired disabled 
employees in the past year. Sixty-six 
percent cited the lack of qualified ap-
plicants as the most important reason 
the company didn't hire disabled 
persons. 

T h e nev\ I C D survey also revealed 
the following: 
• Eight out of 10 top managers say-
that the costs of employing disabled 
people are about the same as those for 
nondisabled. This finding dispels a 
long-held myth that high costs arc a 
major barrier to the employment of 
disabled people. Few companies—only 
37 percent—have policies or programs 
for hiring disabled people. 
• A three-fourths majority of managers 
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r epo r t s that d isabled p e o p l e o f t en en-

c o u n t e r j o b d iscr imina t ion . M o s t 

manage r s th ink that civil r ights laws 

cover ing minor i t i es against d iscr imina-

tion shou ld also cover d isabled peop le . 

• M o s t employers say they are willing 

to cons ide r e m p l o y i n g m o r e disabled 

p e o p l e and would b e willing to m a k e 

greater e f for t s to do so. 

M a n a g e r s exp re s sed s t rong suppor t 

for many initiatives to help increase 

e m p l o y m e n t of disabled peop le . T h e 

follow ing initiatives were rated t h e m o s t 

effect ive: 

• e s tab l i sh ing direct t ra in ing and 

recrui t ing p r o g r a m s with schools and 

vocational rehabil i ta t ion agenc ies so 

that employers m e e t more qualif ied 

disabled appl icants ; 

• having more c o m p a n i e s provide in-

t e rnsh ips or pa r t - t ime jobs as a way of 

o p e n i n g the doo r to full- t ime jobs for 

d isabled p e o p l e ; 

• having employe r s explain specif ic 

func t iona l r e q u i r e m e n t s as par t of j o b 

desc r ip t ions so they can m a t c h disabled 

appl icants ' abili t ies to available jobs ; 

• having t h e g o v e r n m e n t provide addi-

tional tax incen t ives to p r o m o t e t h e 

e m p l o y m e n t of d isabled Amer i cans . 

T h i s research has impor t an t implica-

t ions for H R D profess ionals w h o are 

respons ib le for hiring disabled in-

dividuals. It should also se rve to sen -

sitize and he igh ten supervisors ' , 

managers ' and coworkers* awareness of 

their a t t i t u d e s towards disability. 
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"Research Capsules" is a quarterly col-

umn compiled and edited by Andre 

IVenzler director of human resource 

planning at Coopers & Lybrand. 'topics 

of interest include studies of attitudes or 

trends in training and development, 

research on HRD techniques and 

methods. and other research findings 

that have clear HRD implications. 

Send your suggestions for topics, com-

ments,, and submissions to IVenzler at 

Coopers & Lybrand, 1251 Avenue of the 

Americas, New York, NY 10020, or 

contact her at 212/536-2734. Con-

tributors must include their name, ad-

dress, and phone number and be willing 

to respond to reader inquiries regarding 

their research. 
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