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T o train a m a n to b e c o m e the leader o f 

m e n is a magni f i cen t a c c o m p l i s h m e n t . 

Some of the wor ld ' s great teachers , like 

Socra te s and Pla to , have taken up this 

chal lenge and failed. Yet t o d a y , t ra iners 

in bus iness and indus t ry are called upon 

to accompl i sh th is task on a regular 

basis. 

In a legend abou t the t raining and man-

agement of m e n , a wise ruler counsels 

his son in these words : 

• H e wlio instills a sense of grea tness in his 
peop le is t empe r ing an i n s t r u m e n t wh ich 
will serve him in t o m o r r o w ' s need . 

• I m p a r t less of the d ry b o n e s of k n o w l -
edge than a m o d e of t h o u g h t enab l ing 
m e n to grasp knowledge . 

• You shall no t fill men wi th ho l low for-
mulas , but wi th visions tha t open d o o r s 
to creat ive ac t ion . 

• T e a c h the m a n respect to h imsel f and 

o the r s , fo r i rony is the habi t of the d o l t . 
And w h a t can replace love? 

• T e a c h the m a n to b a r t e r himself for 

some th ing g rea te r than h imse l f , fo r 
o therwise he will b e w a r p e d . 

• D o n o t base y o u r s t rength on m e n ' s 
f a l s e h o o d s and c o r r u p t i o n s even t h o u g h 

they seem to bene f i t y o u , for he w h o 
b e t r a y s a fe l low labore r will n o t be fa i th-

ful to y o u . F ide l i ty a lone b r e e d s t h e 
s t rong m a n . 

• T e a c h love of p e r f e c t i o n , fo r every work 
a man se ts his hand to may lead to pro-

gress. 

• You shall show h o w w o n d e r f u l it is fo r 
m e n to work t o g e t h e r - each seconding 
each and all - for all m u s t m a i n t a i n the 

same vessel in which they all sail. 

• And tliis above all - do not change the 
m a n into an ant t rained t o t h e l i fe an an 
a n t hill. T h e o n e th ing n e e d f u l fo r a m a n 
is to b e - and to live and die in the full-
ness of his be ing . 

T h u s goes the legend. And any o n e of 

the a d m o n i s h m e n t s has po ten t ia l t o fill 

a t ra ining w o r k s h o p or a l u n c h t i m e dis-

cussion. 

I would like to add to t hem - m a k i n g no 

claim to wisdom. But there have been 

10 pr inciples or genera l iza t ions tha t 

have served m e well in a l i fe t ime spent 

in the t raining of m e n . Y o u may find 

t h e m he lp fu l , or at least s t imula t ing , 

since mos t bus iness en te rpr i ses are vital-

ly conce rned wi th the deve lopmen t of 

people - execu t ive d e v e l o p m e n t , man-

agement d e v e l o p m e n t and o the r s . A n d 

if t hey seem simple and obvious , it is 

the s imple and obvious that is mos t 

o f t e n ignored. 

PERSONAL AND INDIVIDUAL 

1. Development and training must be 

highly personal and individual. 

A p p a r e n t , bu t o f t e n ove r looked . N o 

person is jus t like any o t h e r person. T h e 

individual is u n i q u e . He is individual and 

d i f f e r e n t . 

But even in his d i f f e r ence he is not al-

ways the same. He changes wi th t ime . 

No m a n is the same as he w a s last year . 

It fo l lows then , tha t we c a n n o t success-

ful ly develop people by m e a n s o f 

c a n n e d , over -s tandard ized m e t h o d s . It 

c anno t be said that all m e n should be 

developed by some o n e m e t h o d , such as 

ro t a t i on . J u n i o r Board of Di rec tors or 

formal ized t raining courses . Since there 

is no "average m a n " and h u m a n devel-

o p m e n t can never be an assembly-l ine 

process, not one bu t m a n y manager de-

ve lopmen t p lans are needed . A n d each 

plan mus t be ta i lor -made to fit the abili-

ties a n d needs o f a par t icular per-

son — a imed at helping him develop in 

the d i rec t ion that is best for h im. 

INDIVIDUAL RESPONSIBILITY 

2. The obligations and responsibilities 

for development rests with the indi-

vidual. 

Y o u n g m e n are coming to business con-

cerns wi th the a t t i t u d e : " H e r e I am. De-

velop m e . " This is wrong . Possibly re-

crui ters oversell to t h e youngs te r s . What 

we ought to say is: "We' l l give you the 

o p p o r t u n i t y , but d o n ' t c o m e here unless 

you wan t to w o r k hard and earn you r 

pay and deve lop y o u r s e l f . " Th is will 

e l iminate the chaf f early. 

T h e c o m p a n y natura l ly has an interest 

in a m a n ' s d e v e l o p m e n t . A n d the com-

pany can and will he lp . But develop-

m e n t is not s o m e t h i n g y o u d o to a man . 

T h e m o t i v a t i o n , the desire , the e f f o r t , 

t he obl iga t ion and the responsibi l i ty for 

d e v e l o p m e n t lie wi th the m a n h imsel f . 
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NO IDEAL P E R S O N A L I T Y 

3. D o not seek m e n with certain "per-

sonality traits." but men w h o indi-

cate or demonstrate an abil ity to do 

the work y o u want done . 

D e v e l o p m e n t c a n n o t and m u s t no t b e 

based u p o n any set of ideal pe r sona l i t y 

charac te r i s t i c s . Why n o t ? Well s u p p o s e 

y o u c o u l d arr ive at the ideal pe r sona l i t y 

t ra i t s of an ideal m a n a g e r . Would y o u 

t h e n t ry to d e v e l o p a race of s u p e r m a n -

agers - all having these ideal charac te r i s -

tics? If y o u d id , y o u wou ld be h e a d i n g 

t o w a r d c o n f o r m i t y and u n i f o r m i t y . Yet 

a c o m p a n y ' s s t r eng th has a l w a y s b e e n in 

the ind iv idua l i t y o f t h e p e o p l e w h o 

c o m p o s e it. A n d ac tua l ly t h e r e j u s t isn't 

any s t a n d a r d p a t t e r n of p e r s o n a l i t y 

t ra i t s that m a k e a g o o d m a n a g e r . S o m e 

m a n a g e r s are t o u g h and rugged pe r son-

ali t ies, o t h e r s are qu ie t and t h o u g h t f u l 

m e n , still o t h e r s are t h e aggressive sales-

m e n t y p e and o t h e r s are jus t as wide ly 

assor ted — d i f f e r e n t ind iv idua ls b u t all 

good m a n a g e r s . So pe r sona l i t y t ra i t s are 

not s o m e t h i n g u p o n w h i c h w e c a n base 

o u r d e v e l o p m e n t a p p r o a c h . 

In a d d i t i o n , p e r s o n a l i t y t ra i t s are a lmos t 

imposs ib le to d e f i n e . N o r can w e mea -

sure t h e m . A n d we can change t h e m 

on ly wi th the grea tes t d i f f i c u l t y . O n e 

m e t h o d is p sychoana lys i s . T h e o t h e r is 

re l igious c o n v e r s i o n . N e i t h e r is o u r 

f o r t e . 

Work is t h e b e t t e r focal po in t t han per-

sonal i ty t ra i ts . W o r k can b e seen , ident i -

f i ed , a n a l y z e d , m e a s u r e d . Work is spe-

c i f ic , t ang ib le , bas ic . T h e w h o l e com-

p a n y is n o t h i n g m o r e t h a n a g r o u p of 

peop le b a n d e d t o g e t h e r t o d o w o r k in 

r e t u r n for m o n e y a n d pe r sona l ful f i l l -

m e n t . 

In the area of m a n a g e m e n t , t he r e is an 

i m p o r t a n t c h e c k - p o i n t in eva lua t ing a 

m a n ' s w o r k . T h e single c o m m o n de-

n o m i n a t o r in all manager ia l j o b s , w h a t -

ever the w o r k , is tha t the m a n a g e r m u s t 

get resu l t s t h r o u g h the e f f o r t s of o t h e r 

p e o p l e . E d u c a t i o n and d e v e l o p m e n t ac-

t ivi t ies shou ld b e d i r e c t e d t o t e ach ing or 

he lp ing t o d e v e l o p a m a n ' s abi l i t ies to 

do th i s k ind of w o r k . 

M A N A G E M E N T IS D I F F E R E N T 

4. Management , or leadership, is a 

separate and distinct kind of work. 

In t h e pas t , t h e best eng inee r w a s m a d e 

m a n a g e r o f eng inee r ing , and o f t e n 

fa i led . T h e star sa lesman w a s m a d e sales 

m a n a g e r , a n d o f t e n fa i led . T o o o f t e n , 

w h e n t h e o u t s t a n d i n g individual per-

f o r m e r is m a d e m a n a g e r , w e lose t h e 

g o o d p e r f o r m e r a n d get a m e d i o c r e 

m a n a g e r . T h e reason : fa i lu re to real ize 

tha t m a n a g i n g has its o w n pa r t i cu l a r re-

q u i r e m e n t s . A n d fa i lu re to realize that 

m a n a g e m e n t shou ld not be t h e o n l y re-

ward f o r o u t s t a n d i n g a c h i e v e m e n t . 

In m a k i n g a cho ice b e t w e e n m a n a g e r 

and c o n t r i b u t o r , t h e dec i s ion shou ld 

rest o n t h e answers to t h e q u e s t i o n s : " I s 

this m a n in t h e right k ind o f w o r k n o w ? 

Is m a n a g e m e n t the right d i r e c t i o n f o r 

h i m ? " A n d if all m e n w e r e t r u l y a d u l t , 

we w o u l d no t yea rn a f t e r the t r a p p i n g s 

of p res t ige , bu t w o u l d w a n t f u l f i l l m e n t 

in o u r w o r k . In the area of w o r k and 

t e a m w o r k , w e w o u l d w a n t to get recog-

ni t ion f o r o u r p ro fes s iona l c a p a c i t y a n d 

c o n t r i b u t i o n s , r a the r t h a n in t h e social 

h i e r a r c h y of t h e c o m p a n y . But all o f u s 

are s o m e t h i n g less t h a n adu l t . A n ou t -

s t and ing c o n t r i b u t o r is o f t e n u n h a p p y 

because he sees a lesser p r o d u c t i v e m a n 

g e t t i n g " p r o m o t i o n s " he is no t ge t t ing . 

F r o m th i s d i s sa t i s f ac t ion c o m e s de-

c r e a s e d ind iv idua l e f f o r t . Which is 

w o r s e , a s econd- ra t e m a n a g e r or a sec-

o n d - r a t e p r o d u c e r ? 

T h e s o l u t i o n is that the pres t ige and re-

w a r d s f o r an ind iv idua l ' s o u t s t a n d i n g 

c o n t r i b u t i o n s shou ld be equal t o the 

prest ige a n d r e w a r d s f o r manager i a l 

w o r k . A n d this is no t yet t r ue . T h i s is an 

area w h e r e t he r e is still m u c h to be 

d o n e . 

C O N C E N T R A T E ON NOW 

5. Emphas ize a man's deve lopment in 

the present ass ignment , rather than 

o n a promot ional ladder. 

P r o m o t i o n as a d e v e l o p m e n t f a c t o r is 

i m p o r t a n t . But if u n d u e s t ress is p laced 

o n t h e p r o m o t i o n a l l adder , e v e r y o n e be-

gins t o feel tha t he is in his p resen t j o b 

on ly t e m p o r a r i l y . S o he d e v o t e s m o s t of 

his a t t e n t i o n to look ing a h e a d and no t 

to g e t t i n g his p r e sen t w o r k d o n e . A n d 

y o u are fai l ing in y o u r d e v e l o p m e n t ac-

t iv i ty . 

T h e d e v e l o p m e n t p rocess shou ld be in-

t eg ra t ed wi th t h e n o r m a l c o n d u c t of the 

business . 

Bu t , if a m a n ' s d e v e l o p m e n t is c o n c e n -

t ra ted on his p resen t j o b . will he be able 

to t ake t h e bigger respons ib i l i t i es w h e n 

t h e y c o m e ? T h e a n s w e r is tha t he con-

c e n t r a t e s p r i m a r i l y , not sole ly , on the 

p r e s e n t j o b . At t h e same t i m e , he is 

he lped and e n c o u r a g e d t o b r o a d e n him-

self to t a k e on t h e bigger tasks . Broad-

en ing - fo r - the - fu tu re shou ld be an addi-

t iona l f a c t o r . T h e m a i n o b j e c t i v e is 

do ing b e t t e r w h a t y o u are do ing n o w . 

T h e n w h e n he m o v e s u p , in r ecogn i t i on 

or a u t h o r i t y , he has e a r n e d it. 

O F F E R O P P O R T U N I T Y 

6 . O p p o r t u n i t y for deve lopment 

must be unrestricted. 

M a n y d e v e l o p m e n t p r o g r a m s have 

been based o n t h e idea of se lec t ing 

" h i g h p o t e n t i a l m e n . " Y e t , c h e c k s 

s h o w tha t a low p e r c e n t a g e - one-

third - fu l f i l l thei r p r ed i c t i ons . A n d 

t he r e a re h is tor ic warn ings against the 

" p r o m i s i n g y o u n g m a n . " A b r a h a m 

L i n c o l n , o n e e x a m p l e , w a s a c o n s t a n t 

fa i lu re in his ear ly life and w o u l d never 

have a p p e a r e d o n a n y b o d y ' s " p r o m i s -

ing" list . 

E v e r y b o d y in t h e c o m p a n y m u s t be 

given o p p o r t u n i t y to d e v e l o p . Obv ious ly 

the b r i g h t e r m a n will deve lop fas te r . But 

t h e lesser m a n is no t cut o f f . Each ge t s 

an a p p r o p r i a t e o p p o r t u n i t y . N o b o d y is 

left ou t a n d the stage is set f o r h a p p y 

surpr ises , d a r k horses , and p o o r s t a r t e r s 

a n d s t rong f in ishers . 

D A Y - T O - D A Y D E V E L O P M E N T 

7. Develop a man through his experi-

ence in his day-to-day work . 

N i n e o u t of ten m a n a g e r s will tell y o u 

that the o u t s t a n d i n g f a c t o r s in thei r de -

v e l o p m e n t w e r e t h e m a n n e r in w h i c h 

t hey w e r e m a n a g e d in the i r da i ly w o r k , 

t h e c l i m a t e in w h i c h t h e y w o r k e d and 

the i r r e la t ionsh ips . Civic act iv i t ies , ou t -

side courses , r o t a t i o n and f o r m a l train-
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Cassette 
tells off 
Carousel! 
(or other sl ide or f i lmst r ip projectors) 

New Norelco LCH 1000 casset te syn-
chronizer un i ts add the s imp l ic i t y , con-
venience and f lex ib i l i t y of the casset te 
to your sound-sl ide presentat ions. And 
they ' re re l iab le ! Salesman or ins t ruc to r 
just snaps casset te in recorder , loads 
s l ides and begins presentat ion. No spi l l -
age. tear ing or m is th read ing of tape. 
Fast fo rward and rewind lets you repeat 
at wi l l . Cassettes are easy to carry, f i le 
or mai l . Unique record ing head plays 
two d i s t i nc t non- in te r fe r ing sound 
t racks. Each can be updated anyt ime. 
One track for your own narrat ion. 
Other w i t h inaudib le cue signals to 
t r igger advance of p ro jec tor . Outstand-
ing Norelco c la r i t y and resonance! 

Pulse Recorder un i t lets you create 
your own programs easily and inex-
pensively. Puts the inaudible sl ide-
chang ing cues and the accompanying 
narrat ion on thei r separate t racks. And 
plays back, too. 

Playback un i t avai lable for f ie ld use. 
Tr iggers p ro jec to r f rom pre-recorded 
casset te . Also records voice t rack. 

For demonstration or details mail coupon. 

North American Philips Corporation TD2 
Training and Education Systems 
100 East 12nd Street, New York, N.Y. 10017 

• I 'd like a demonstration of the LCH 
1000 cassette synchronizer units 

• Please send l i terature 

Name 

Company. 

Street 

City -State- -Zip-

florelco 
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ing w e r e i m p o r t a n t , b u t t h e d a i l y ex-

p e r i e n c e w a s m u c h m o r e i m p o r t a n t . 

T h e r e c a n b e n o d o u b t w h e r e t h e m a j o r 

a t t e n t i o n s h o u l d b e d i r e c t e d . E v e r y m a n 

is hav ing e x p e r i e n c e in h is d a y - t o - d a y 

w o r k t h a t t e n d s t o d e v e l o p h i m — o r t o 

r e t a r d h is d e v e l o p m e n t . H e is da i ly re-

a c t i n g t o t h e c l i m a t e in w h i c h he w o r k s 

and t o h i s r e l a t i o n s h i p w i t h h is i m m e d i -

a t e m a n a g e r . 

D E C I S I O N - M A K I N G P R A C T I C E 

8 . A prime ins trument of d e v e l o p m e n t 

is dec i s ion-making . 

N o o n e c a n rea l ly d e v e l o p j u d g m e n t a n d 

learn h o w t o m a k e g o o d d e c i s i o n s ex-

c e p t b y a c t u a l l y m a k i n g d e c i s i o n s . In 

a n y g a m e , s p o r t o r skill , l e a r n i n g is d o n e 

w i t h t h e h e a d , w i t h t h e m u s c l e s and 

w i t h t h e i n t e s t i n e s . T h i s k i n d o f l e a r n i n g 

c o m e s f r o m d o i n g . Bu t if m o s t o f t h e 

d e c i s i o n - m a k i n g in t h e c o m p a n y is c o n -

c e n t r a t e d a m o n g a f e w o f t h e t o p b r a s s , 

it l imi t s t h e f ield f o r i nd iv idua l d e c i s i o n 

l e a r n i n g . 

S o m e c o m p a n i e s h a v e d i s c o v e r e d t h a t 

smal l i s o l a t e d p l a n t s b r e e d m a n y o f 

t h e i r be s t e x e c u t i v e s . T h e m a n in a de -

c e n t r a l i z e d c o m p o n e n t h a s t o m a k e de -

c i s i o n s f o r h i m s e l f r ight t h e r e o n t h e 

j o b . H e d e v e l o p s b y d o i n g . 

M A N A G E R I N F L U E N C E 

9. T h e i n c u m b e n t manager i n f l u e n c e s 

t h e d e v e l o p m e n t o f t h e p e o p l e 

under h im. 

Use t h e i n c u m b e n t m a n a g e r in d e v e l o p -

m e n t t r a i n i n g . H e is a p o w e r f u l i n f l u -

e n c e . M a n y m a n a g e r s o b j e c t t o d e v e l o p -

m e n t w o r k b u t pa r t o f t h e d e s c r i p t i o n 

o f h i s j o b . p a r t o f t h e ru le aga ins t w h i c h 

h e is m e a s u r e d , s h o u l d be w o r k in he lp -

ing t h e p e o p l e w h o r e p o r t t o h i m to de -

v e l o p t h e m s e l v e s . H e m u s t w a t c h t h e cli-

m a t e t h a t ex i s t s . H e m u s t o r i g i n a t e 

o p p o r t u n i t i e s and w o r k s i t u a t i o n s w h i c h 

will c h a l l e n g e a n d d e v e l o p t he se m e n . 

A c t u a l l y , d e v e l o p m e n t w o r k can be o n e 

o f t h e m o s t s a t i s f y i n g p a r t s o f a m a n a g -

e r ' s j o b . It h e l p s h i m in g e t t i n g h is w o r k 

d o n e w h e n h e o p e r a t e s o n a n i n t e g r a t e d , 

r e c i p r o c a l bas i s . A n y o n e c a n issue c o m -

m a n d s a n d give o r d e r s . Bu t t o m a k e a 
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m a n fee l t h a t he is d e v e l o p i n g t h r o u g h 

his w o r k so t h a t h e p e r f o r m s v o l u n t a r i l y 

at a h igh level o f e f f e c t i v e n e s s , t h i s is 

l e a d e r s h i p . T h i s is m o t i v a t i o n in t h e t r u e 

s e n s e . 

ETHICS A N D M O R A L S 

10. Moral and spiritual va lues are im-

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

F o r a l ong t i m e , w e h a v e b e e n g r o w i n g 

m o r e and m o r e m a t e r i a l i s t i c . We h a v e 

b e e n m a k i n g g rea t p r o g r e s s in m a t e r i a l 

s c i e n c e . B u t t h e h u m a n b e i n g has ad -

v a n c e d ve ry l i t t l e . T h e s c i e n t i f i c a n d 

phys i ca l t h i n g s w e h a v e in o u r h a n d s 

h a v e g r o w n all o u t o f p r o p o r t i o n . S o w e 

m u s t f i n d t h e w a y t o g r e a t e r w i s d o m in 

h a n d l i n g o u r p r e s e n t p o w e r f o r g o o d o r 

evil . 

T h i s is d i r e c t l y invo lved w i t h d e c i s i o n -

m a k i n g w i t h t h e q u a l i t y o f o u r dec i -

s i ons , p a r t i c u l a r l y t h o s e in regard t o 

p e o p l e . T h e y m u s t be w i se a n d t h e y 

m u s t b e g o o d . T h i s n e c e s s i t a t e s t h e e t h i -

cal m a n , t h e m o r a l m a n , t h e c o m p l e t e 

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

o f c o n d u c t d i s t i n g u i s h e s d e v e l o p m e n t 

a n d e d u c a t i o n f r o m m e r e t r a i n i n g . 

Wc c a n n o t i n t e r f e r e w i t h a m a n ' s p r i v a t e 

l i fe a n d w e c a n n o t insist o n a c h u r c h 

a f f i l i a t i o n . Bu t we can sugges t i n t e r e s t 

in a b r o a d r a n g e o f s u b j e c t s n o t r e l a t e d 

t o h is w o r k soc io log ica l p u r s u i t s t h a t 

m a k e h i m a pa r t o f t h e c o m m u n i t y o f 

m e n - a n d r e a d i n g t o c o n d i t i o n a n d im-

p r o v e h i s m o r a l j u d g m e n t s . I t is i m p o r t -

a n t f o r m a n a g e m e n t t o d e m a n d t h e 

q u a l i t i e s e x p r e s s e d in an a d v e r t i s e m e n t : 

" G i v e Me A Man W h o R e a d s ! " It is im-

p o r t a n t f o r m a n a g e m e n t t o k e e p i ts 

m a n a g i n g m e n g r o w i n g m o r a l l y a n d in-

t e l l e c t u a l l y . 

T h e s e a re t e n t h o u g h t s f o r t h o s e w h o 

a re i n t e r e s t e d in t h e d e v e l o p m e n t o f 

p e o p l e . T h e y t o u c h o n l y a f e w f a c e t s o f 

an e x t r e m e l y c o m p l e x p r o b l e m . T h e r e 

are g r e a t g a p s in o u r k n o w l e d g e w h i c h 

w e m a y n o t fill f o r g e n e r a t i o n . B u t u n t i l 

t h e n , s o m e t h o u g h t a n d a c t i o n b a s e d o n 

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

t h e l e g e n d a r y k i n g m a y h e l p u s t o fill 

t h e s e g a p s — a n d t o e n a b l e e a c h o f u s 

" t o live a n d d ie in t h e f u l l n e s s of h is 

b e i n g . " 
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