
What's the secret to success for training and development professionals? 

Address 
The Right Issues! 

BY TOD WHITE 

You have a great career oppor-
tunity. The people business is hot! 
In the '50s, '60s and '70s, finance 
and market ing were the fast t rack 
fields. Today, the big growth fields 
are computers and people. Career 
advancement opportunit ies for hu-
man r e s o u r c e p r o f e s s i o n a l s a r e 
t remendous because top-level man-
agers are finally recognizing tha t 
the success of their organizations 
really does depend on people. 

The importance of genuine sup-
port from top management can't be 
overstated. But, it isn't enough. 
Human resource professionals will 
not succeed by pursuing the same 
old goals in the same old ways. 
New issues are before us. 

In this article, I will address four 
types of issues: 

1. I s s u e s a f f e c t i n g o rgan iza -
tions. 

2. Issues affecting individuals in 
organizations. 

3. I s s u e s r e g a r d i n g o rgan iza -
tional-individual relationships. 

4. Issues regarding the role of 
the training and development pro-
fessional. 

Organizational Issues 
What are the key human re-

source issues felt by chief execu-
tive officers? To answer this ques-
t ion , I a s k e d t h e p r e s i d e n t s of 
For tune 200 and For tune 50 com-
panies an open question — alterna-
tive answers were not provided: 

"What do you believe mill be the 
three most important issues in-
volving human resources in your 
organization during the next few 
years?" 

Here's how the presidents in the 
survey answered the question. 

1. T h e mos t f r e q u e n t l y men-
tioned issue, from over 60 percent , 
was "identifying and developing 
the next generation of managers ." 
Or, as one president said, "The 
most important issue is s tructur-
ing career development programs 
t h a t will p r o v i d e m a n a g e m e n t 
regeneration over the next gener-
ation." 

These presidents know key peo-
ple are leaving and tha t the bench 
is weak. In a major oil company, 
for example, 160 of the top 200 
managers will re t i re during the 
next five years and there are too 
f ew back -ups . D e m o g r a p h i c s is 
par t of the problem. Managers in 
their 40s and 50s, the traditional 
age group of higher-level manag-
ers, are in short supply. Acceler-
ating the development of younger 
managers must be a major objec-
tive for training and development 
professionals in the '80s. 

2. The second most frequently 
mentioned issue, by over 50 per-
cent, was "increasing productivi-
ty ." The vast majori ty of presi-
dents believe productivity is inter-
t w i n e d wi th c h a n g i n g e m p l o y e e 
values. As one president said, "We 
need to design new motivational 

approaches to address productivi-
ty goals in a manner realistically 
related to current social t rends ." 
Or, as another said, "Creating a 
ba lance b e t w e e n p r o d u c t i v i t y 
needs and job enrichment objec-
tives." Or, as yet a third president 
sa id , " M o t i v a t i n g p e r s o n n e l to 
a ch i eve m a x i m u m r e s u l t s wi th 
maximum personal satisfaction in a 
period of changing values." 

3. Another issue, mentioned by 
about 50 of the presidents, was 
comply ing wi th E E O and o t h e r 
government regulations affecting 
personnel. Presidents feel govern-
ment regulation is very excessive 
— bu t , t h e y know t h e y m u s t 
comply. 

4. A fourth issue is compensa-
tion. They see a big problem in 
these inflationary times. One presi-
d e n t e x p r e s s e d t h e i ssue v e r y 
well: "Gearing salary and benefit 
costs in an inflationary environ-
ment to the realities of the com-
pany's earning power by finding 
innovative compensation designs 
which relate positively to t rends in 
our society." That 's a mouthful, 
but he clearly sees a big problem 
and knows he needs help solving it. 

C lea r ly , chief e x e c u t i v e s now 
recognize the importance of their 
human resources. Hard-nosed as 
they are about bottom-line results, 
t h e y k n o w s u c c e s s h a p p e n s 
through people. They know their 
success depends on being able to 
develop and motivate managers . 
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They're giving us a tough job to do 
— but, and this is the key point, 
top management wants new ap-
proaches. Top management is more 
supportive of personnel programs 
than it's ever been. Top manage-
ment expects more from us and it's 
watching to see if we produce. If 
we do, the rewards will be there . 
We'll finally join the management 
team. Of course, with grea ter re-
wards go grea te r risks. Companies 
simply can't afford to have a poor 
performer in charge of manage-
ment development any more. 

So, some of the issues facing us 
in the '80s are defined by top man-
agement: 

1. Developing the next genera-
tion of managers 

2. Increasing productivity 
3. Providing new incentives to 

motivate workers with new values 
4. Assuring compl iance w i th 

government regulations affecting 
personnel. 

Individual Issues 
Our job i sn ' t s imply to m e e t 

needs defined by top management . 
Our responsibility includes — or at 
l e a s t ou r s t r a t e g y fo r m e e t i n g 
management 's goals must include 
— addressing the issues as defined 
by individuals. 

Workers at all levels are report-
ing a lower level of job satisfaction 
than they have in 25 years . This is 
the conclusion of the Opinion Re-
search Corporation (ORC) and, it 's 
s u p p o r t e d by s u r v e y s done by 
Yankelovich and several other re-
searchers. Opinion Research Cor-
poration has been measuring em-
ployee at t i tudes for more than 25 
years . In response to the question, 
"How do you like your job?", about 
75 percent said "very much" in 
1950. It stayed at about 75 percent 
year af ter year until 1970. It has 
gone down every single year since 
then to a current low of about 60 
percent. This is t rue of managers, 
professionals, clericals and hourly 
manufacturing. 

Another question ORC asks is, 
"How would you ra te this company 
as a place to work compared to 
w h a t i t was w h e n you s t a r t e d 
here?" Each year through the '60s, 
about 50 percent said "be t te r than 
it was." Each year since 1970, it 
has decreased. It now stands at 

Figure 1. 
THE RELATIONSHIP BETWEEN THE GOALS 
OF INDIVIDUALS AND OF ORGANIZATIONS 

Goals 
Values 

Organization Individual 

only 25 percent saying "bet ter ." 
My i n t e r p r e t a t i o n of t h i s de-

creased satisfaction is tha t jobs 
haven' t changed to provide less 
satisfaction, but tha t workers have 
raised their expectations. People 
expect more s a t i s f a c t i o n f r o m 
work. And, they expect us — or 
top management expects us — the 
people experts , to deal with this 
problem of decreasing satisfaction. 

We're in a tough position. We 
must meet the organization's need 
for increased productivity and, at 
t h e s a m e t i m e , t h e i nd iv idua l ' s 
needs for increased satisfaction. 
Sometimes these objectives are in 
conflict. Figure 1 describes this 
relationship between the goals of 
individuals and the goals of organi-
zations. 

What are these goals of organi-
za t ions? T h e y inc lude b u s i n e s s 
goa ls r e g a r d i n g p r o f i t , g r o w t h , 
s h a r e of m a r k e t , new m a r k e t s , 
new products — and they include 
goals which impact us directly such 
as succession planning, producti-
vity and affirmative action. 

Since the mid-'50s, people like 
Herzberg, Maslow and MacGregor 
have made an important contribu-
tion by calling our attention to the 

importance of motivation as a key 
factor in performance. However, 
these same authors have perhaps 
done as much harm as good by 
s t a t i n g or imp ly ing t h a t mos t 
workers share the same motiva-
tions. Contrary to some theorists, 
not all workers want more recogni-
tion, and money is a very powerful 
motivator for many people. We 
also find the vast majori ty of peo-
ple at all levels do not value in-
creased responsibility. 

The important point for us as 
people exper ts is tha t motivation 
and job satisfaction are very per-
sonal mat ters . Group generaliza-
tions don't work. Individuals ex-
pect more satisfaction from work 
— as measured against their own 
p e r s o n a l c r i t e r i a . B u t , we also 
know tha t most people don't know 
what their personal criteria are. 
People expect more, but they ' re 
not sure more what! One of our 
most important jobs is to help indi-
viduals clarify their own values so 
we can unleash their energy and 
get their commitment to change 
their behavior on the job. It is 
through individuals tha t our or-
gan i za t i ona l o b j e c t i v e s will be 
achieved. 
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Clearly, one of the major issues 
of the '80s is to help individuals 
accept responsibility for managing 
their own career development and 
job satisfaction. Related to this is 
the issue of creating a par tnership 
between individuals and the or-
g a n i z a t i o n . T h e m o s t i m p o r t a n t 
step in this direction is to open 
communications between individ-
uals and t h e i r m a n a g e r . Much 
m o r e d i scuss ion n e e d s to t a k e 
place about goals — of the job, of 
t h e ind iv idua l ; a b o u t ind iv idua l 
s t rengths and weaknesses; about 
ideas for improving productivity 
and job satisfaction. MBO, Per-
formance Appraisal, Quality Con-
trol Circles, and Career Develop-
ment programs are all different 
ways of at tacking this issue. But, 
more effort is needed. Any human 
resource activity which does not 
provide payoff for both the organi-
zation and the individual is doomed 
to failure. Test your own activities 
against this criterion. For exam-
ple, what specific benefi ts will be 
produced by your new perform-
ance appraisal process for the or-
ganization? . . . for the individual? 

We've got a big job to do — 
meeting o r g a n i z a t i o n a l i s sues , 
meeting individuals' issues. Now, I 
want to address a fourth key issue. 
How qualified are we to do the job? 
Do you have the skills to be suc-
cessful? What are these skills? 

When I surveyed the presidents 
of For tune 200 and For tune 50 
companies, I asked them a second 
question: "For a human resource 
manager or training director to be 
truly effective, what do you feel 
are the three most important per-
sonal a t t r ibutes or talents he / she 
must possess?" Again, al ternative 
answers were not provided. It was 
a totally open question. 

The single most f requent answer 
was, "He or she must know the 
company's business." One presi-
dent says, "Our Human Resource 
Manager must have intimate know-
ledge of the mission of the corpora-
tion as well as the s t ra tegies tha t 
will drive that mission in order to 
design appropriate personnel poli-
cies and programs." Or as another 
says, "We want human resource 
people who can grasp the big pic-
tu re and understand our direction 
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The problem: 
How can you give your em-
ployees the training they need 
in microprocessor technology 
when you can't afford to take 
them off the job? 

The Heathkit/Zenith Solution 



for the future; then address their 
efforts toward implementing pro-
grams that will help us achieve our 
goals." 

"Knowing the business of the 
business" is the most important 
qual i ty of an e f f ec t ive human 
r e source p rofess iona l . The f i r s t 
step to your success is to "Know 
what your buyer wants and needs." 
Too often, I'm afraid, we talk too 
much to each other and not enough 
to the line managers who are our 
main c u s t o m e r s . Too o f t en , we 
look to each other for direction, 
when we should be analyzing the 
long-range goals of our own organ-
ization and asking, "How can I best 
contribute to the achievement of 
these goals?" F ind ing the r i g h t 
answers to this question is cer-
tainly high on the list of "secrets 
for success as a human resource 
professional." 

The second most frequent talent 
or quality of an effective human 
resource manager or training di-
rector mentioned by presidents in 
our survey was "knows behavioral 

science/knows personnel technolo-
gy" — in other words, "is profes-
sionally competent." To us, this 
may be obvious . Howeve r , i t ' s 
good news that presidents recog-
nize that the body of knowledge in 
our field is now quite considerable. 
It takes a pro to do our job! It 
wasn't very many years ago that 
training, and personnel in general, 
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were felt to be such undemanding 
jobs that that was where you put 
your brother-in-law or some man-
ager who couldn ' t do any th ing 
else. We've come a long way! 

The th i rd t a l e n t or qua l i ty , 
stated by over 50 percent of the 
presidents, is a bit more difficult to 
define with a word — so I'll use 
several: "flexibility, initiative, in-
nova t ive , c o u r a g e o u s . " Some 
quotes: "The flexibility to adopt 
unique t r a i n i n g concepts to the 
needs of the moment and at the 
same t ime moving t oward the 
needs of the f u t u r e . " A n o t h e r 
p r e s i d e n t said, "An abi l i ty to 
weigh and balance seemingly con-
flicting objectives." A third says, 
"The courage and skill to convince 
and mo t iva t e line m a n a g e r s to 
seek both short-term operational 
ob jec t ives and longe r - r ange hu-
man resource development objec-
tives." 

These presidents seem to under-
stand clearly the difficulties of our 
t a sk : Confl ic t ing p r io r i t i e s , un-
cooperative line managers, tight 
budgets. Yet, just as clearly, they 
expect us to have the skill, the 
tenacity and the quickness of foot 
to o v e r p o w e r or s ides t ep t h e s e 
problems. Certainly our task is no 
tougher than any other manager's. 
It 's just that management cares 
more than they used to whether 
we fail or succeed. This challenge 
is our opportunity! The prospects 
for a prosperous, meaningful, sat-
isfying career in human resources 
have never been brighter. 

The opportunity exists for tre-
mendous success. Yet some of us 
lack the vision to take advantage of 
this opportunity. Let me tell you 
three situations I've encountered 
which illustrate the problems some 
of us are having coping with suc-
cess. 

The first example involves the 
training manager of a division of a 
medium-sized company who devel-
oped a career development pro-
g r a m . I t was des igned to help 
reduce turnover and to improve 
morale among professionals in the 
accounting department. She hoped 
that eventually the program might 
be made available to other depart-
ments in the division. 

Well, unknown to her, the vice-
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president of her division attended 
a corporate-wide executive com-
mittee meeting. This was her boss' 
boss' boss' boss. He took "her" 
program and presented it to the 
executive committee. They loved 
it! It seemed an excellent way to 
help solve problems they all faced. 
Upon learning of this sudden sup-
port for her program, the heroine 
of our story was outraged. She had 
a plan for building support for the 
program — and this wasn't it! Put 
simply, she didn't know how to 
cope with success. 

Here ' s ano the r example . The 
training and development manager 
of a large manufacturing company 
had run a catalogue of courses for 
many yea r s . He had a s taff of 
trainers who taught them. Getting 
enrollments was always a problem 
because top managemen t didn ' t 
support training. So they mostly 
taught non-exempts and first-level 
supervisors. He had quit trying to 
sell top management on training 
years ago. 

Out of the blue, the vice presi-
dent of the largest division called 

him. The VP wanted to present a 
succession plan — including devel-
opment plans for key people to the 
executive committee in a month 
and he needed help. Our hero, the 
t r a in ing and deve lopment man-
ager, told him "NO!" He was too 
busy. He recommended a con-
su l t an t . Well, I 've got nothing 
agains t consu l tan t s , but th is is 
madness! After years of complain-
ing about lack of top management 
suppor t , this t r a in ing d i rec tor 
lacked the vision to see the very 
important role he was personally 
being asked to play. Obviously, 
this person wasn't ready for suc-
cess. 

Here ' s a th i rd example . The 
training manager of a large bank 
was meeting with his staff of 10 or 
so. These staff members were each 
responsible for different training 
programs. One performance mea-
sure was the number of people 
enrolled in these var ious pro-
grams. A busy training depart-
ment was a good training depart-
ment. Well, this training manager 
did have vision. He reorganized his 

staff. No longer would each person 
be responsible for a training pro-
gram. Rather, each person would 
be responsible for meeting all the 
training needs of a department of 
the bank. Suddenly, their role had 
changed. Ins tead of being pro-
gram- or iented and sell ing pro-
g r a m s to lower-level managers , 
they were expected to be cus-
tomer-oriented and do much more 
consulting with top-level managers 
. . . a great opportunity to enlarge 
thei r job —yet many re s i s t ed . 
They lacked vision. Their immed-
iate concerns about the newness of 
the task blinded them to the tre-
mendous opportunities for more 
meaningful success. 

The biggest barrier to capitaliz-
ing on our new opportunities for 
success can be our own lack of 
vision. To succeed, we must be 
open to new ideas, we must break 
some old habi t s . Many of t he 
problems we ' re being asked to 
solve are new. New approaches 
will be needed. An obvious ques-
tion is, "Are you ready for suc-
cess?" 
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How do we have to change to 
maximize our own effectiveness as 
managers and developers of our 
organization's human resources? I 
have four r e c o m m e n d a t i o n s for 
maximizing our effectiveness as 
training and development profes-
sionals: 

1. Know the tools of your t rade 
— assess your skills as a profes-
sional trainer. If you have been in 
your job less than a year, it's a 
certainty you have gaps in your 
professional expertise that should 
be filled. If you're a proven pro, 
you should pinpoint your strengths 
and capitalize on them. Whatever 
your situation, you should have a 
plan for your own continued devel-
opment. 

2. My second bit of advice is to 
become more customer oriented. 
The presidents in our survey say 
the single most important qualifi-
cation of a human resource pro-
fessional is that he or she "knows 
the business of the business." Rule 
number one is "To know what your 
customer wants and needs." 

H e r e ' s a sad s t o r y . A la rge , 
rapidly growing electronics com-
pany with at least a dozen Ph.D. 
behavioral scientists on its staff, 
recently appointed as VP of human 
r e sou rce s an engineer who had 
been with the company 15 years, 
most recently as manager of in-
ventory control. Why an engineer 
to head human resources? Simple. 
He knew the organization and had 
the t rust of top management. 

As a human resource profession-
al myself, I strongly feel that job 
should have gone to a human re-
source pro. Yet the pros failed to 
qualify themselves. They were not 
c u s t o m e r o r i en t ed . They ta lked 
too much to each other and not 
enough to the top managers who 
used their services. 

What can you do to become more 
customer oriented? Here are a few 
ideas: 

• Take a line manager to lunch. 
Why not? At least once a week. 
Find out what he or she does, what 
problems they have. 

• Transfer out of training for a 
year or two to a line department. 

• Study the business plans, an-
nual reports, news articles about 
your organization. 

"Accelerating the 
development of 

younger managers 
must be a major 

objective for training 
and development 

professionals 
in the '80s." 

• Iden t i fy y o u r two or t h r e e 
most i m p o r t a n t c u s t o m e r s and 
meet with them at least four times 
a year to learn about their goals 
and problems. Then ask yourself, 
"How can I help this manager?" 
Chances are some creative think-
ing will produce new ways to ex-
pand your role and increase your 
contribution. 

• Here's an idea that 's catching 
on in many organizations. . . . 
Form a training committee of line 
managers — or of the group you 
are particularly concerned with — 
maybe it's engineers, new hires, or 
secretaries. The point is to get 
your customers involved in defin-
ing their own problems and goals, 
in des ign ing solut ions , and in 
assessing success. When you have 
a real partnership with your cus-
tomers, your success will soar. 

3. My third bit of advice is "to 
organize for success. " Jimmy Car-
ter once said to a group of com-
plaining citizens that "Life is not 
fair." Well, it's not totally unfair 
either. Outstanding performance 
is usually rewarded. The trick is to 
get credit for your successes. 
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Pete r Drucker offers good ad-
vice: "Do the right things." Train-
ing, in and of itself, is rarely a goal 
anyone cares about. Training is an 
activity. When it's organized as an 
activity, success can be hard to 
d e f i n e . F o r e x a m p l e , w h e n t h e 
training depar tment ' s mission is to 
a d m i n i s t e r a c a t a l o g u e of p ro-
grams, the measures of success 
tend to be "number of programs" 
and "number of people t ra ined." 
Both are cost i tems — not success 
indicators. Little wonder tha t a 
c a t a l o g u e t r a i n i n g m a n a g e r ha s 
t r o u b l e j u s t i f y i n g t h e t r a i n i n g 
budget . 

To "organize for success" means 
to define projects and programs in 
t e r m s t o p m a n a g e m e n t c a r e s 
about. Here are several examples 
— I s t ress they are only examples: 

• "Manager of human resource 
planning and development" might 
be the title. The responsibility of 
this position is to assure tha t the 
o r g a n i z a t i o n has t h e h u m a n re -
sources required to achieve its two 
to five year business goals. This is 
a result, not an activity! 

Training is part of the job, but so 
is s tudying the long-range plans of 
t h e b u s i n e s s , so is c o o r d i n a t i n g 
with the recruit ing manager , so is 
one -on-one c o n s u l t i n g wi th key 
managers. 

Because t h i s job ha s a v e r y 
specific purpose, success is easy to 
assess: The organization either has 
quality people ready when needed 
to achieve its business goals or it 
doesn't . 

Here are two more examples of 
success-oriented jobs: 

• "Manager of New Employee 
Assimilation." The responsibility 
of this position is to get new em-
ployees up to speed as quickly as 
possible — a f requent objective, 
too, is to reduce turnover within 
the f irst couple of years . Again, 
t r a i n i n g new e m p l o y e e s is only 
par t of the job. It often includes 
creating a "mentor system," train-
ing the managers of new employ-
ees , i nd iv idua l c o u n s e l i n g a n d 
other activities tha t will cause a 
new e m p l o y e e to be p r o d u c t i v e 
more quickly. Again, because the 
job is organized for success, suc-
cess is much more visible. 

• "Manager of Performance Im-
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provement." The purpose of this 
position is to design and implement 
improved and integrated systems 
of goal setting, planning, perform-
ance appraisal, subordinate devel-
opment and the like. 

Implementing such systems al-
most always requires training — 
but, again, training is only part of 
the job. 

I'm not saying that these three 
particular jobs should be created in 
all organizations. I am saying that 
training will be much more suc-
cessful — and that the individual 
trainer will make a much more 
obvious contribution to the organi-
zation — if the activity of training 
is subordinated to a bigger pur-
pose, a purpose that top manage-
ment cares about. 

Though it might sound like hear-
say, I 'm not at all a d v e r s e to 
abolishing the title "manager of 
training." And, it's happening in 
many o rgan iza t ions . Now's the 
time to enlarge your job, to inte-
grate training with other activities 

to achieve a bigger purpose. 
You don't have to be a vice-

president or director to "organize 
for success." Almost any training 
activity can be defined in terms of 
its bigger purpose and then en-
larged to become totally responsi-
ble for achieving this purpose. For 
example, a new trainer with a big 
company in California was told to 
"do something for the secretaries 
in h e a d q u a r t e r s . " Well , r a t h e r 
than j u s t run t hem t h r o u g h a 
training program, she determined 
that turnover and recruiting were 
the problems. Morale was down 
and the company did not have a 
good reputation among secretaries 
in the city. So in organizing for 
success, she defined as her goal, 
"To es tab l i sh a r epu t a t i on for 
Company X as the best place for a 
secretary to work." She formed a 
committee of secretaries to brain-
s t o r m i m p r o v e m e n t ideas . She 
conducted a " p e r s o n a l g r o w t h " 
workshop for all secretaries. She 
conducted meetings with manag-
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ers to prepare them to be more 
supportive of secretaries. She pub-
lishes a quarterly newsletter to 
secretaries — and, she convinced 
the local n e w s p a p e r to run an 
a r t ic le about all t he wonde r fu l 
t h ings t h a t we re happen ing for 
s e c r e t a r i e s at Company X. Her 
success was obvious. And, she's 
been promoted twice since initiat-
ing this project. 

"Organizing for success" is more 
than j u s t becoming more goal 
oriented — it means expanding 
your job to include responsibility 
for more of the factors that affect 
achievement of the goal. The per-
son who concentrates just on train-
ing will experience much less satis-
faction and success than the person 
who, with broader vision, focuses 
on the results training is to pro-
duce. 

I have one final bit of advice and 
it's this: Do it now! When manage-
ment comes to t r a i n i n g with a 
problem, they want it solved yes-
terday. A great case can be made 
for s t u d y i n g the s i tua t ion , for 
doing a needs analysis, for building 
conceptual f r a m e w o r k s and the 
like. But none of this solves the 
problem. If management is patient 
with all th is analys is , t hen the 
problem usually isn't worth solv-
ing. If management cares, do it 
now! Even if your action isn't per-
fect, you'll get high marks for re-
sponsiveness — and, you'll learn 
by doing. From experience you'll 
refine your actions. 

I'm sorry to say, but I've known 
several people who were hired into 
important training jobs only to be 
fired before the year was out! They 
spent months doing needs analyses 
when management hired them to 
solve problems. The time to do a 
needs analysis is before you take a 
new job — not after . Reputations 
are often made during the first few 
months on a job — the secret to 
success is to be a do-er! As one 
sage HR pro says , " I t ' s much 
easier to get forgiveness than ap-
proval." The error of omission is 
becoming more dangerous than the 
error of commission. 
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