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How Do You 
Teach Managers 

Both an art and a science, 
the characteristics of 

effective management are hard to pin down, even tougher to 
instill through training. The four management development and 
education experts featured here tell you what works in their 
companies. 
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Astar charac te r in t h e cast of 
c o n t e m p o r a r y H R D c o n c e r n s , 

m a n a g e m e n t d e v e l o p m e n t is 

fundamenta l to organization pe r fo rmance . 

H o w a r e t h e e f f e c t s of c h a n g i n g 

t e c h n o l o g y , s h i f t i n g d e m o g r a p h i c s , 

g o v e r n m e n t deregula t ion , h e i g h t e n e d 

expec t a t i ons , new marke t s and a f ickle 

e c o n o m y being managed in organizations? 

Supervisors and first-line managers may 

not c o n f r o n t all of t h e s e c o m p l e x 

influences in performing successfully f rom 

day to day. But how do t h e se p e o p l e learn 

to c o p e w h e n such issues arise? Are t h e 

best managers directed by their intuitions? 

By the i r rational thinking? 

T h e i m p o r t a n c e of b o o s t i n g p ro-

duct ivi ty and o the rwi se s t r e n g t h e n i n g 

organiza t ions to wi ths tand t h e impac t of 

c h a n g e is s t i m u l a t i n g t h e H R D 

c o m m u n i t y to ident i fy charac te r i s t i cs of 

s u c c e s s f u l m a n a g e r s . A t A S T D ' s 

m a n a g e m e n t d e v e l o p m e n t f o r u m 

(Wash ing ton , D . C . , D e c e m b e r ] 9 8 4 ) , 

senior H R D pract i t ioners d iscussed what 

manage r s really need to k n o w , how they 

learn , w h e t h e r a g e n e r i c m o d e l of 

m a n a g e m e n t d e v e l o p m e n t ex is t s , h o w 

training n e e d s vary with func t ions , and 

« h a t H R D can do to s y s t e m a t i z e t h e 

d e v e l o p m e n t of prof ic ient m a n a g e r s . 

It's too soon to say wha t answers will 

e m e r g e f r o m this dia logue, but t he t ime 

is right for applying t he se ques t ions t o 

m a n a g e m e n t d e v e l o p m e n t in your organ-

izat ion. T h i s m o n t h , F o u r bv F o u r 

cont r ibutors descr ibe s o m e strategies tha t 

yield resul ts and offer insight about t h e 

a l ignmen t of m a n a g e m e n t d e v e l o p m e n t 

r e s p o n s i b i l i t i e s in t he i r c o m p a n i e s . 

F o c u s i n g p r e d o m i n a n t l y on first-line 

m a n a g e r s and superv i sors , t he rol lowing 

d i scuss ions highlight t h e diversity of 

manage r s ' j obs and the need for an 

individual ized app roach to m a n a g e m e n t 

d e v e l o p m e n t . 

"Management development 
tries to prepare people for the 
future . , . the best we can do is 
teach managers to be flexible 
and to make the best decisions 
they can based on available 
information." 

r e q u i r i n g t h e d e c i s i o n - m a k i n g a n d 

analysis skills learned in bus iness classes. 

G o o d r ea sons exist for t h e delay, but t he 

v a l u e a t t a c h e d t o s e a s o n i n g a n d 

e x p e r i e n c e is hard to m e a s u r e . O n t h e 

o the r h a n d , ge t t ing expe r i ence o f t e n is at 

t h e e x p e n s e of k e e p i n g k n o w l e d g e 

current . M a n a g e m e n t deve lopment could 

be improved with p rog rams tha t coa lesce 

w o r k e x p e r i e n c e and formal t raining. 

M a n a g e m e n t d e v e l o p m e n t tries to 

p r e p a r e p e o p l e for t he fu tu re . T h e only 

p rob lem is, we're not sure what the fu ture 

l o o k s l i k e . E v e n in d e a l i n g w i t h 

a u t o m a t i o n in tradit ional indust r ies , we 

canno t c rank out t h e ideal m a n a g e r s for 

t he f u t u r e . Ins tead , w e deve lop the 

n u m b e r s and kinds of peop le to do the 

j obs t h e way we do t h e m now. T h e bes t 

we can do is teach managers to be flexible 

and to m a k e the b e s t decis ions t hey can 

ba sed on available in format ion . 

John L. Kinman is vice president and 
director of personnel for U.S. Bancorp, in 
Portland, Ore. 

T r a i n i n g d i rec tors talk abou t h o w 

p e o p l e learn and the impor t ance of 

c o m b i n i n g o n - t h e - j o b t r a in ing wi th 

c lass room ins t ruc t ion . Yet , c o m p a n i e s 

h a v e d i f f i c u l t y b l e n d i n g t h e t w o 

ef fec t ive ly . Peop le e n t e r organizat ions 

with degrees , m a n y with M B A s , and it's 

yea rs be fore t hey a s s u m e a posi t ion 

The recommendations: 

1. W e should design p rog rams tha t do a 

be t t e r job of b l end ing work e x p e r i e n c e 

with c l a s s room learning. Pa r tne r sh ip s 

b e t w e e n universi t ies and bus inesses are 

part of t h e so lu t ion . T h e night school 

a c c o u n t i n g cour se I took 25 years ago 

really gave m e a n i n g to the deb i t s and 

credi t s 1 deal t with in m y job at t he t ime . 

W h a t we ' re t ry ing to do with new 

m a n a g e m e n t d e v e l o p m e n t p r o g r a m s is 
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c o m p l e m e n t formal course work with t he 

work people are doing in their jobs. Being 

able to use knowledge o n the job gives 

m a n a g e r s oppor tun i t i e s for t he "Aha" 

e x p e r i e n c e s t ha t b r i n g m e a n i n g t o 

t e x t b o o k pr inciples and deve lop the 

individual . 

2. Job rotation is a controversial approach 

t o m a n a g e m e n t d e v e l o p m e n t . S o m e 

be l ieve tha t ro ta t ion doesn ' t m a k e s e n s e 

for their ope ra t ions , that a specialist in a 

given area is most satisfied and produc t ive 

left there . U p p e r m a n a g e m e n t , and t h o s e 

t a rge ted fot higher levels, n e e d a broad 

exper ient ia l b a c k g r o u n d and can benef i t 

f rom ro ta t ion . T h e ques t ion he re is h o w 

t o k e e p the c o m p a n y runn ing , with t h e 

best p e o p l e in t h e right s p o t s , whi le 

s i m u l t a n e o u s l y p rov id ing t h e m with 

varied learning e x p e r i e n c e s ? 

Assessment and selection of individuals 

for ro ta t ion a s s ignmen t s is a key con-

s idera t ion for rotat ion to be a va luable 

d e v e l o p m e n t s t ra tegy . N o t all successfu l 

sa lespeop le will b e successfu l in general 

m a n a g e m e n t , but s o m e will. Rota t ion can 
g ive a p e r s o n t a r g e t e d for gene ra l 

m a n a g e m e n t t h e varied e x p o s u r e needed 

for t h e fu ture pos i t ion . 

T h o u g h the rotat ion e x p e r i e n c e is 

p r o d u c t i v e in t h e long t e r m , t ime spen t 

away f r o m the usual job may cost t h e 

c o m p a n y in t he short t e r m . As a resul t , 

se lec t ing t h e right p e o p l e in w h o m to 

m a k e this d e v e l o p m e n t i n v e s t m e n t is a 

major d e t e r m i n a n t in how valuable it will 

be . 

3 . M a n a g e m e n t d e v e l o p m e n t m u s t b e 

strategic and long te rm in na ture . Related 

to the difficulty of evaluating deve lopmen t 

e f for t s in the shor t t e rm is t h e issue of 

d e c e n t r a l i z a t i o n of t r a i n i n g a n d 

d e v e l o p m e n t . T h e t rend is to d e c e n -

tralize, m a k i n g h u m a n r e s o u r c e s or 

personnel d e p a r t m e n t s responsible for t he 

p lann ing and admin is t ra t ion of t raining, 

and line manage r s respons ib le for t he 

actual d e v e l o p m e n t of their p e o p l e . 

F e w e r dollars might be s p e n t this way, 

but t h e danger is that line m a n a g e r s t end 

to think in the shor t t e rm , largely because 

they are eva lua ted that way . It's easy to 

forego training and deve lopmen t activities 

b e c a u s e they probably won ' t have a 

posi t ive impact on this year's b o t t o m line. 

A b ranch m a n a g e r may see i m m e d i a t e 

value in pu t t ing a m a n a g e m e n t t ra inee in 

a teller window instead of paying over t ime 

or a new teller, bu t this may no t be t he 

bes t deve lopmen t exper ience for the new 

manage r . Yes, t h e manager n e e d s t he 

e x p e r i e n c e , bu t h o w m u c h ? 

In addi t ion , middle m a n a g e r s are 

c o n s u m e d with t he day- to-day work of 

m a n a g i n g the i r u n i t s and m e e t i n g 

object ives. No t only are top managers less 

e n c u m b e r e d w i t h t h e s e i m m e d i a t e 

p r e s s u r e s , t hey h a v e m o r e of t h e 

knowledge and vision about how jobs may 

change in t h e fu tu re . For t he se reasons , 

top m a n a g e m e n t shou ld b e involved 

h e a v i l y in a s s e s s i n g m a n a g e m e n t 

d e v e l o p m e n t n e e d s a n d p l a n n i n g 

act ivi t ies . 

4. T o o o f t en , m a n a g e r s eva lua te o thers ' 

s t r e n g t h s and w e a k n e s s e s in t e rms of 

what ' s w o r k e d bes t for t h e m in the pas t , 

fo rge t t ing that c o m b i n i n g varied input 

p r o d u c e s the bes t results . Reach ing 

c o n c e n s u s on dec i s ions and u n d e r -

s tand ing each o ther may be easier a m o n g 

peop le w h o "speak t h e s a m e language," 

but t he bes t solut ions aren't always the 

eas ies t . Bringing p e o p l e with d iverse 

styles and p rob lem-so lv ing f r a m e w o r k s 

into m a n a g e m e n t , l i s tening to t h e m , and 

c rea t ing an a t m o s p h e r e in which their 

input is expec ted and a c c e p t e d as a 

con t r ibu t ion , t e a c h e s m a n a g e r s to th ink . 

Evalua t ing manage r s for resul ts , ra ther 

than h o w results are ach ieved , also 

t eaches managers to th ink . T h e emphas i s 

on results affords managers some f r eedom 

to dev ise and i m p l e m e n t their own 

solut ions . 

T h e onus for hir ing and p r o m o t i n g 

v a r i e d t a l e n t a n d f o r c r e a t i n g a 

deve lopmen ta l a t m o s p h e r e is on exist ing 

m a n a g e m e n t . 

"Managers aren't rational, 
objective people, and 
business itself isn't a rational 
operation." 

Richie Herink is manager, technology 
management education, at IBM Cor-
poration, White Plains, N. Y. 

All manage r s a r e d i f fe ren t . You can ' t 

send eve ry manage r th rough the s a m e 

cour se for a surface t r e a t m e n t of "how to 

manage" and e x p e c t posi t ive resul ts . 

S o m e peop le are char ismat ic , dressed for 

success , art iculate and creat ive; s o m e are 

no t . A n y o n e can s u c c e e d — o r fail—as a 

manager . Managing is a he terogenous role 

with no simple answers . S o m e innovative 

c h a n g e s in t he ways w e interact with line 

managers and supervisors , and in the way 

managers perceive their env i ronment , can 

help develop rational th inking that fits t he 

s i tua t ion. 

The reeommendations: 

1. Billions of dollars have b e e n s p e n t on 

m a n a g e m e n t d e v e l o p m e n t in r ecen t 

years , yet the compet i t ive decline of U . S . 

indus t ry s e e m s to re fu te the eff icacy of 

these e f fo r t s . A shift in responsibi l i ty , so 

t h a t m a n a g e m e n t d e v e l o p m e n t is 

g r o u n d e d in h u m a n resources and imple-

m e n t e d by line manage r s , ins tead of 

pe r sonne l , is a n e e d e d change . A pe r son 

may b e a "great guy," but does he k n o w 

how to o p e r a t e a bus iness unit? P r imary 

responsibi l i ty for deve lop ing m a n a g e r s 

should lie with t he line individuals to 

w h o m t h o s e managers repor t . T h e s e are 

the p e o p l e who have a detai led p i c tu re of 

what t h e j o b s require , and wha t t he 

managers in t h e jobs need to know and b e 

able to do . 

2. T h e bes t way to learn to m a n a g e is 

f rom e x p e r i e n c e . T a l k to s o m e of t he 

greatest managers , and they'll tell you that 

they learned fo rm their manage r s , not in 

s c h o o l s , c o u r s e s and o t h e r f o r m a l 

p rog rams . M a n y of t he m o s t successfu l 

execu t ives have no deg ree at all, but are 

successfu l b e c a u s e they learned their 

c o m p a n y and its business . Crea t e learning 

expe r i ences by giving challenging assign-

m e n t s , al lowing the manage r to fail, and 

then s p e n d i n g t ime examin ing why an 

approach failed. W e don' t give medica l 

s tuden t s a b o o k on brain surgery and then 

tell t h e m to dig in on an actual case! 

N e i t h e r should w e expec t manage r s to 

handle all chal lenges successfully wi thout 

e x p e r i e n c e . 

A p r o b l e m with m a n a g e m e n t deve lop-

men t is tha t no o n e k n o w s exact ly w h a t 

a manager ' s job is. Ra the r , we 've sought 

roles or mode l s to follow and in which w e 

a t t emp t to mold others . Henry Mintzberg 

and R o s e m a r y S tewar t say that no two 

m a n a g e m e n t jobs are a l i ke—they ' r e 

d i f fe ren t f r o m o n e ano the r and the s a m e 

job varies f r o m day to day . Varia t ions in 

l e a r n i n g a n d l e a d e r s h i p s t y l e s , 

c i r c u m s t a n c e s , organizat ional cu l tures , 

e n v i r o n m e n t a l inf luences and c o m p a n y 

s t ruc tu r e d ic t a t e t he need for indiv-

idualized m a n a g e m e n t d e v e l o p m e n t . 

Viewing the who le c o m p a n y as a ve-

hicle for learning expe r i ences s h a r p e n s 

thinking. Using t h e city of Philadelphia as 

a c l a s s room, s t u d e n t s f rom the Pa rkway 

Schoo l P rog ram learned abou t art and 

biology at m u s e u m s , w e n t to t h e airport 

and g o v e r n m e n t agencies to see h o w 

those opera t ions work and to o ther places 

t h a t p r o v i d e l e a r n i n g e x p e r i e n c e s . 

L ikewise , the organizat ion is a t re-
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m e n d o u s learning labora tory for peop l e , 

politics and bus iness , for learning w h a t 

works in that s y s t e m , and why . 

Manage r s aren' t rational, ob jec t ive 

peop le , and bus iness itself isn't a rat ional 

opera t ion . U n p r e d i c t a b l e h u m a n dif-

fe rences are always at work , f o r m i n g t h e 

political c o m p o n e n t . W h o ' s beh ind an 

idea of ten m a k e s a d i f f e r ence in w h e t h e r 

or not that idea succeeds . 

3. Star t m a n a g e m e n t d e v e l o p m e n t with 

selection, and pick people with an interest 

in managemen t . They'l l Learn a lot on their 

own . If you ' re m o t i v a t e d , you look for 

learning oppor tun i t i e s , which inc ludes 

learning f rom obse rv ing o the r s . 

Ano the r selection cons idera t ion is how 

to select and deve lop a t echn ica l or 

profess ional exper t for m a n a g e m e n t . A 

cl iche says tha t an o u t s t a n d i n g technica l 

person will m a k e a poor m a n a g e r . I 

d isagree with this. A good eng inee r is 

likely to d e v e l o p into a good m a n a g e r 

b e c a u s e his or her staff will be suppor t i ve 

a n d less i nc l i ned to q u e s t i o n t h e 

manager 's credibility or knowledge . IBM's 

parallel ladders for m a n a g e r s and pro-

fessionals m a k e both pa ths a t t rac t ive . 

People need to keep current in their fields 

to m a k e good decis ions as manage r s , and 

we at tach no st igma t o migrat ion into and 

out of m a n a g e m e n t . A manager may elect 

to m o v e into a profess ional posi t ion for a 

variety of r easons : to k e e p exper t i se 

cu r ren t , to earn m o r e m o n e y , the j o b 

s e e m s m o r e in teres t ing, or t he pe r son 

may wish to re loca te . Migra t ing is an 

aspect of g rowth . W e bel ieve we can get 

the bes t f r om our m a n a g e r s by allowing 

oppor tun i t i e s for individual g rowth and 

c h a n g e in this way. 

4. N o t to b e ignored as a bona-f ide aspect 

of g rowth is invo lvement ou t s ide the job . 

through family, friends, hobbies and other 

in teres ts . N o t only d o e s ou t s ide involve-

m e n t require good t ime m a n a g e m e n t , bu t 

such pursuits also may reinforce the s ame 

kind of analytical thinking that is useful on 

the job. O r m a y b e outs ide activities s imp-

ly enab le a pe r son to "clear his head" and 

approach p r o b l e m s f rom f resh , new 

pe r spec t ives . 

"If I could change just one 
thing about management 
development, it would be to 
have the complete involve-
ment and commitment from 
all levels of management to 
develop subordinates on the 
job, not just rely on 
classroom training." 

Wendy M. Labreche is supervisor of 
management education at Pratt & 
Whitney, manufacturing division, in 
East Hartford, Conn. 

Focus ing on the rational, as opposed to 

t he intuitive, a s p e c t s of m a n a g e m e n t 

d e v e l o p m e n t m e a n s looking at p r o b l e m s 

f rom several perspect ives and using infor-

mat ion f rom all sources to form decisions. 

Pay ing a t ten t ion to se lec t ion , on - the - job 

d e v e l o p m e n t , the bui lding b lock ap-

proach to l ea rn ingand showing managers 

how to k e e p "an e y e on the ball" are ways 

we can deve lop manage r s . 

The recommendations: 
1. Success is tied to selection, and one im-

por tant considerat ion for managers is that 

they exhibit an ability to f r ame the impact 

of decisions within a broad con tex t . S o m e 

m a n a g e r s are se l ec t ed for their ability to 

solve p r o b l e m s quickly , but this can 

c rea t e new p r o b l e m s e l s ewhere . 

Selecting with an e y e for analytical abili-

ty can be achieved t h r o u g h behavioral lv 

based interviews, a s se s smen t cen te r s and 

o the r traditional m e t h o d s . For e x a m p l e , 

w h e n in terv iewing a m a n a g e m e n t can-

d ida te f rom the s h o p floor, h e should be 

asked to descr ibe how he'd go abou t t rou-

ble s h o o t i n g a par t icular p r o b l e m , with 

fol low-up ques t ions tha t highlight t h e 

potent ia l impact of that decis ion in o the r 

areas . Is t he r e sponse haphazard? Sys te -

mat ic? Se lec t ing n e w manage r s for their 

analytical ability se ts a g roundwork for 

s u b s e q u e n t d e v e l o p m e n t . 

2. A manager 's boss has responsibili ty for 

d e v e l o p i n g his or her s u b o r d i n a t e 

managers on the job in addition to r ecom-

m e n d i n g c lassroom training. T h e b o s s 

should explain to m a n a g e r s the ra t ionale 

behind decisions, especially when their in-

put was sol ici ted. W h e t h e r or not a 

subord ina te ' s idea is used , several p ieces 

of information likely were combined to ar-

rive at the final dec i s ion . 

Part of deve lop ing line and middle 

m a n a g e r s requi res that we train higher 

level managers to share with subord ina tes 

how informat ion is used in m a k i n g deci-

sions. Subordinates then can apply similar 

logic in their own s i tuat ions . If I could 

c h a n g e o n e th ing abou t m a n a g e m e n t de-

v e l o p m e n t , it would b e to have the c o m -

ple te involvement and c o m m i t m e n t f rom 

all levels of m a n a g e m e n t to d e v e l o p sub-

o rd ina te s on t h e job , not jus t rely on 

c l a s s room training. 

3 . F o r m a l c l a s s r o o m i n s t r u c t i o n is 

valuable for developing solid m a n a g e m e n t 

r e s p o n s e s . Mos t of Prat t & W h i t n e y ' s 

c lassroom training is conduc ted in-house, 

b y bo th internal m a n a g e m e n t educa t ion 

staff and consu l t an t s , and is based on a 

bui ld ing b lock learning approach . A imed 

at first-line and midd le manage r s , t he 

cases , q u e s t i o n s , scenar ios and o the r ex-

ercises build in complexi ty throughout the 

c o u r s e so tha t eventual ly , par t i c ipan ts 

m u s t p i e c e toge ther in format ion and 

knowledge learned previously to solve t he 

p rob lem successful ly . T h i s m e t h o d gives 

m a n a g e r s a c h a n c e to prac t ice pu t t ing in-

format ion toge the r as well as re inforces 

earlier learning. H e r e , as well as wi th on-

the- job d e v e l o p m e n t , f e e d b a c k on the 

quali ty of decis ions is a mus t . 

4 . As impor tan t as analytical ability and 

creat ive use of information are, a manager 

m u s t k n o w when to s top and m a k e the 

decis ion. P e o p l e get e n a m o r e d of a t ech-

n ique , b ra ins to rming for e x a m p l e . If the 

p u r p o s e of a m e e t i n g is to add re s s and 

solve a p rob lem with bra ins torming a part 

of t he p rocess , s o m e o n e has to s top the 

action and direct t he group to begin 

evaluat ing and choos ing the mos t useful 

ideas. A n o t h e r e x a m p l e is with pos i t ive 

e m p l o y e e re la t ions—from designing pro-

g rams tha t val idate t he individual 's self-

wor th to basic l is tening skills —learning 

how to d e v e l o p good e m p l o y e e relat ions 

isn't an end in itself. Ra the r , it is one pa th 

to e leva t ing managers ' e f fec t iveness and 

p roduc t iv i ty . 

T h e po in t is to "keep your eye on the 

ball," and not lose t rack of the goal or pur-

p o s e of rat ional , or creat ive, p r o c e s s e s . 
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"The purpose of management 
development eenters on 
keeping quality and continui-
ty of top management for the 
future." 

Jack McMahon is director, worldwide 
management development, at Johnson 
Wax, Racine, Wis. 

S e r i o u s i n t e r e s t in m a n a g e m e n t 

d e v e l o p m e n t at J o h n s o n W a x began ap-

proximately eight years ago. At tha t t ime, 

I c o o r d i n a t e d a c o m p r e h e n s i v e manage-

m e n t inventory to assess cu r ren t posi-

t ions, ident i fy key pos i t ions , assess per-

f o r m a n c e levels, get a hand le on in-

dividuals ' read iness to m o v e into new-

pos i t ions and ident i fy potent ia l b a c k u p s 

for t h e key pos i t ions . F r o m this informa-

tion, we learned that we 'd n e e d to d o 

s o m e work on managemen t deve lopmen t 

to k e e p cer ta in f u n c t i o n s o p e r a t i n g 

smoothly , b e c a u s e ready back-up person-

nel were no t available for every j o b . Suc-

cess ion p l ann ing and p lanning for con-

t i n g e n c i e s s p u r r e d our m a n a g e m e n t 

d e v e l o p m e n t activit ies, and s ince t h e n , 

s o m e p rac t i ces s tand out in their effec-

t iveness for deve lop ing manage r s . 

The recommendations: 
1. Success ion planning is deve lopmenta l . 

W h e n we set to work ident i fying peop le 

w h o are r eady , or could be ready within 

one to t h r e e years, to m o v e into key 

m a n a g e m e n t pos i t ions , t he skill and 

career n e e d s of individuals are t h e first 

cons ide ra t ion . In wha t areas does a 

ta rge ted p e r s o n need d e v e l o p m e n t : In-

t e r p e r s o n a l c o m m u n i c a t i o n ? P e o p l e 

m a n a g e m e n t ? It's par t of my j o b to k n o w 

what ou ts ide and internal p rograms or ap-

p r o a c h e s sat isfy our m a n a g e m e n t d e -

v e l o p m e n t n e e d s . 

D e v e l o p m e n t is p l anned and tai lored 

accord ing to which p r o g r a m s fit which 

m a n a g e r s , and w h y . M a n a g e r s ' e x -

pe r i ences are also b r o a d e n e d on t h e j o b 

w h e n new responsibi l i t ies are added , 

through task force activities, or by enlarg-

ing a manager ' s staff. 

2. P rov ide an e n v i r o n m e n t to increase 

respons iveness to the company ' s policies, 

prac t ices , ph i losophies and m e t h o d s of 

ope ra t ion , and to deve lop managerial 

skills. T h i s is the Johnson M a n a g e m e n t 

Inst i tu te ' s CJMI) ob jec t ive . A c o m p a n y -

des igned and i m p l e m e n t e d , 10-dav pro-

gram with a par t ic ipant wai t ing list, t he 

J M I helps managers be t t e r u n d e r s t a n d 

and k e e p u p with the cu l ture and opera -

t ions of t he company . S e g m e n t s of t he In-

s t i tu te p rog ram deal with skills assess-

m e n t , p e r f o r m a n c e appraisal , f inancial 

opera t ions , marke t ing strategies, how the 

research d e p a r t m e n t w o r k s — t h e full 

r ange of operat ional a reas and m a n a g e -

m e n t p r o c e s s e s tha t af fect t he manager ' s 

role. W e cannot tell managers exactly how 

they should perform their jobs , but we can 

do our par t by making su re they have t h e 

basics, and as much informat ion as possi -

ble about t h e c o m p a n y on which to ba se 

informed decisions. T h e a t tent ion paid to 

e m p l o y e e relations and m a n a g e m e n t pro-

cesses at the JMI has had a direct pos i t ive 

impac t on the organizat ion 's overall 

p roduc t iv i ty . 

3 . T h e s t ruc ture of work appraisal and 

p lann ing has an impac t on t h e deve lop -

m e n t of manage r s . H e r e , t he founda t ion 

is m a n a g e m e n t by ob jec t ives coup led 

with t he success ion p l ann ing s y s t e m . 

A c h i e v e m e n t of objec t ives and o ther per-

f o r m a n c e fac tors are assessed and im-

p r o v e m e n t s t ra tegies dev i sed dur ing t h e 

appraisal. Additional d e v e l o p m e n t needs , 

g leaned f rom the annual ly rev iewed suc-

cess ion p lann ing profile, are m e r g e d to 

m a k e up the manager ' s d e v e l o p m e n t 

agenda. D e v e l o p m e n t plans are suggested 

f rom t h e b o t t o m - u p and m a y be changed 

or reshaped by top m a n a g e m e n t , d e p e n d -

ing on how the suggest ions mesh with t he 

success ion p lanning p ic tu re . Ident i fy ing 

high-potential people through the succes-

s ion p l a n n i n g s y s t e m , l i s t en ing to 

manage r s ' profess ional in teres ts , pro-

vid ing f e e d b a c k and moni to r ing p rogress 

tailors deve lopmen t to t he needs of the in-

dividual and of t he c o m p a n y . 

4 . T h e managers ' own initiative and c o m -

mi tmen t is a necessary ingredient for solid 

d e v e l o p m e n t . T h e y rece ive ass i s tance , 

bu t managers par t ic ipate in def in ing their 

own d e v e l o p m e n t goals and p e r f o r m a n c e 

ob jec t ives ; they have o w n e r s h i p in t h o s e 

priorities and usually do what is needed to 

e q u i p t h e m s e l v e s so t h e goals can be 

r e a c h e d . T h i s may m e a n asking for 

counse l ing , taking initiative with ideas, 

w o r k i n g at keep ing aware of t h e c o m -

pany ' s overall b u s i n e s s . . . b u t t h e par-

t icipat ion is the re . 

Four by Four is compiled and edited by Man 
Condon. 
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torates have a median income of $ 4 3 , 5 0 0 . 

T h e increase is approximately 34 pe rcen t . 

I n c o m e s usually are h ighes t for in-

dividuals with doctora tes , followed closely 

by t h o s e with M B A s . Surpris ingly, in-

dividuals with a master 's degree o ther than 

an MBA s o m e t i m e s earn less than t h o s e 

with only a bachelor ' s degree . For e x a m -

ple, top training and O O execu t ives with 

a master ' s degree h a v e a med ian i n c o m e 

of $ 4 0 , 2 6 4 ; t h o s e with a bachelor ' s earn 

$ 4 1 , 0 5 0 . 

Length of experience 

Length of expe r i ence correlates s trong-

ly with the i n c o m e of mos t H R I ) pract i-

t ioners . (See Figure 4.) T h e med ian in-

c o m e of training managers increases f rom 

$ 2 5 , 3 6 6 to $ 4 4 , 2 1 4 (up approximately 74 

percent ) as exper ience increases f rom less 

than 2 years to 20 years or m o r e . T r a i n -

ing general is ts with 10 or m o r e years ex-

p e r i e n c e have a m e d i a n i n c o m e of 

$ 3 6 , 4 5 0 — a p p r o x i m a t e l y 6 2 p e r c e n t 

higher than t h o s e with less than 2 years 

expe r i ence . 

Supervisory responsibility 

I n c o m e usually is directly related to 

level of supervisory responsibi l i ty . In t h e 

case of the top training execut ive (without 
O D responsibi l i ty) , med ian i n c o m e rose 

f rom $ 3 6 , 9 5 0 for those who supervise and 

par t ic ipa te in the w o r k of 1 to 4 subor-

d ina tes , to $ 5 6 , 0 0 0 for t hose w h o direct 

5 0 or m o r e s u b o r d i n a t e s . T h i s is an in-

crease of 52 p e r c e n t . A similar change in 

superv isory responsibi l i ty for t ra ining 

managers results in an increase of only 28 

p e r c e n t . F igure 5 i l lustrates t he se data . 

Geographic responsibility 

Significant i ncome d i f fe rences w e r e 

r e p o r t e d for jobs t h a t d i f f e r e d in 

geographic responsibi l i ty . T h e top train-

ing execut ive (without O D responsibility) 

with international responsibili ty has a me-

dian i n c o m e of $ 5 2 , 4 0 0 . T h i s is approx-

imately 2 8 p e r c e n t m o r e than his or her 

coun te rpa r t w h o s e responsibil i ty s tops at 

U . S . bo rde r s . In ternal t raining and O D 

consu l t an t s earn approx ima te ly 18 per-

cen t m o r e w h e n they have internat ional 

responsibi l i t ies . 

T h e complete results of this survey and a 
statistical analysis are published in Compen-
sation in Training and Development. 3rd b'di-
tiott. Copies are available for SI 10.00 
($85.00 for A S T D National members) 
from Abbott , Lunger & Associates, 
Dept. T D , 548 First Street, Crete . IL 
60417. 
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