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Management and the job of the manager 
have been viewed and interpreted as a 
position or a function in a hierarchical 
system. As a member of this system he 
is a member of a group of individuals 
who are looked to as the leaders of any 
company or organization. 

The need for leadership in all areas of 
life, public and private, is greater today 
than ever before. Mot too many years 
ago there was widespread acceptance 
that leaders were born, not made. Some-
times a man became a leader by reason 
of his birth or his family position in 
society. Sometimes his personality was 
the chief reason of his acceptance as a 
leader. 

Organizations in search of executives 
sometimes lose sight of the real issue. 
Performance on the job should and 
must be the criterion for selecting men 
into this group known as managers. This 
is not to imply that personality traits 
are not important. They are. 

PERSONALITY AND LEADERSHIP 

There appears to be little correlation 
between personality traits and effective 
leadership — the achievement of your 
goals and objectives through the guid-
ance of people. Just, because a man is a 
"nice guv" is no guarantee that he will 
be a successful manager or leader. 

To become a leader, a person has to 
have certain qualities. They should have 
the ability to create; to experiment and 
be willing to gamble on the risk of fail-
ure; to be brave enough to start over 
again; and to be judged on what he 
contributes to the total picture of the 
organization as a whole. 

Sometimes it is hard to develop a leader 
or manager if the man is confined to an 
area where his talents are restrained or 
directed to a small segment of the entire 
operation. A man cannot learn to man-
age if his talent is concerned with only 
one function. Somewhere along the line 
he must be exposed to the entire oper-
ation of a company to achieve maxi-
mum training. However, today in this 
age of specialization, total involvement 

is not encouraged usually and is not 
included in the management program. 

MANAGER SKILLS 

Certain skills can be developed to devel-
op knowledgeable managers. These skills 
can be nourished and made to grow and 
make a person a highly ̂ skilled manager. 

1. Technical knowledge such as 
working with methods and pro-
cedures such as ei^ineers, accoun-
tants, electricians are skills which 
require knowledge and tools of a 
specific nature. 

2. Human skills to enable the mana-
ger to work effectively as a mem-
ber of an organization, and to be 
able to control the action of oth-
ers are skills which are concerned 
with people. 

3. Creative idea skills reflect the abil-
ity of the manager to work with 
ideas and creative thinking. He 
must see the organization as a 
whole and look beyond his own 
area. 

As one climbs the organization ladder, 
his need for technical skills becomes less 
and less and his need for human skills 
increases. Usually creative thinking also 
increases as a manager rises to higher 
levels within the organization. A top-
level manager should be spending at 
least 80 percent of his time in this capa-
city. 

The greatest problem in business today 
is that too many of the top-level mana-
gers are too old and set in some of their 
old-fashioned ideas. This is probably 
due to bringing capable people up into 
higher levels too late in their career. 
Most rapid growth companies have key 
management men in their forties and 
early fifties. These younger people are 
those with the ambition and guts to 
make fast and sometimes radical deci-
sions. These people are opportunity in-
novators. .If a man learns to take things 
in stride and make decisions in his thir-
ties and early forties, by the time he is 
fifty he is presumably stable and can 
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make decisions easily without having 
them wear him out physically and emo-
tionally. 

IDEA KILLING 

Unwittingly, a lot of managers are idea 
killers. Sometimes they are jealous of 
anyone who shows initiative and drive. 
They are viewed as threats to their own 
positions. Also, there are some who 
couldn't recognize a good idea if it hit 
them in the face. Good managers en-
courage individual thinking. They 
should view every idea as a potential 
winner, and critical judgement should 
be suspended until proven otherwise. 
All channels of communication must be 
kept open. A good manager has to be a 
positive listener and hear out all ideas in 
order to see if any merit exists. A good 
manager must let others think and act 
for themselves. 

The manager will be aided in his deci-
sion making by using various concepts 
and methods. These are tools to aid the 
decision maker in realizing his potential 
as a first-class manager: 

1. Planning involves finding the an-
swers to the following questions: 
What? Why? When? Who? and 
Where? Pla nning has been defined 
by some to mean the function of 
originally determining an effec-
tive, economical basis of action 
for the accomplishment of speci-
fic objectives. 

2. Organizing — establishing the pro-
per relationship between the plan-
ned work and the available re-
sources. Thus, organizing is pri-
marily based on the planned work 
to be done. Organizing is a contin-
uous process and begins with an 
analysis of things that require at-
tention. The organization is built 
around the work flow and not 
around individuals. Individuals 
will change but the work usually 
remains constant. Delegating of 
responsibility and authority is 
essential to a good manager. Re-
sponsibility is necessary for the 

accomplishment of the business 
goals. Authority is delegated with 
responsibility and in equal mea-
sure. 

3. Controlling — measure and main-
tain harmony between planned 
action and results. It provides 
standards of performance to mea-
surable quantities, and uses the 
standards to evaluate the perform-
ance. Proper control insures prom-
ised goals and specifications, and 
minimizes mistakes. 

4. Motivation — causes the worker to 
seek gratification of his personal 
goals. Motivation creates the high-
est level of human utilization and 
development. It provides a pleas-
ant working atmosphere. Good 
morale is a by product of proper 
motivation. 

In this day and age everything seems to 
become obsolete in a short period of 
time. Men are no exception to this rule. 
Over one half of all the technical infor-
mation printed in this country since the 
American Revolution has been printed 
in the last ten years. As a result, mana-
gers have been forced to keep abreast of 
the times. Managers must continue their 
education and training to keep them-
selves well informed as to the latest de-
velopments in the business world. 

TOP SUPPORT ESSENTIAL 

To be successful, a manager training 
program must have the backing and sup-
port of top management or it is doomed 
to failure. The participants should un-
derstand company policy and practices 
to insure the content of the program 
can be translated into specific appli-
cations on the job. 

Most management training programs 
that fail can be traced to (1) content of 
the program is not applicable to the 
particular job of the participant, (2) the 
training program is contrary to the com-
pany policies and practices, (3) the ap-
plicant resists and takes a negative ap-
proach to the training program. 

There will be a scarcity of managers in 
the next ten to fifteen years due to the 
tight labor market. Men in their late 
thirties and early forties will be thrust 
into top management jobs before they 
are really qualified to assume such du-
ties. For the next fifteen years we will 
have fewer people in what we consider 
the "prime of life." This condition will 
continue until the depression babies 
reach middle age. 

The primary problems that are now con-
fronting all companies big arid small 
deal with: 

1. Finding talent that already exists 
within the present organization. 

2. Developing the raw talent of these 
newly discovered people through 
increased training and self-im-
provement courses. 

3. Keeping the talent once it has 
been found. 

MANPOWER SURVEYS 

One way of finding these men is 
through a method that has been neglect-
ed and underemphasized, the manpower 
survey. Each management job within 
the organization should be surveyed to 
determine; (1) who is available to re-
place the incumbent, (2) what training 
and development he needs before he can 
become qualified to replace the incum-
bent. This survey should be projected 
for the next five to ten years and kept 
constantly up to date. The manpower 
survey will therefore tell you the num-
ber and caliber of people you must han-
dle in your training and development 
programs. Top management must be 
told the real need for manpower plan-
ning and development. 

Every company operates off the human 
element and they must make sure that 
the people concerned are growing and 
developing. Every job will have people 
constantly replacing themselves. They 
must be trained to move not only up 
the ladder but should be trained to 
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move into lateral jobs also for future 
development. 

TRAINING RESOURCES 

Companies find it difficult sometimes to 
find suitable management training de-
vices and programs due to the numerous 
aids available. There are countless 
audio-visual and programmed tech-
niques, not to mention the countless 
text books and pamphlets on the mar-
ket today. Sometimes one or several of 
the above can be used to establish a 
successful management training pro-
gram. 

Part of the reason why there is some 
problem in setting up a successful pro-
gram is because the company does not 
know what the program is to accom-
plish. Also, a decision should be made as 
to whether the program should have 
short-term or long-term results. 

A packaged training program may not 
always be the most competent method, 
although it may be quicker and cost 
less. Packaged training has its merits as 
it may be used either as the base mater-
ial or as supplementary material. If used 
as the base material it may not hit at the 
heart of the problem and actually be a 
waste of time and money. Therefore 
these programs should be analyzed care-
fully in terms of goals. They may offer a 
general approach but lack that certain 
direction to make a program successful. 
It costs less to purchase such programs 
than to devote time and energy to the 
research and development of an original 
program. However, the cost of sending 
managers to a meeting or series of meet-
ings that may or may not contain mater-
ial to develop them may be false econ-
omy. 

Packaged programs and training devices 
of various types can be purchased at 
almost any cost desired. Combinations 
of these programs may be the answer to 
some training needs. If these packages 
do not turn the trick or accomplish 
what is intended, training people must 
use their own creative ability. 

SENSITIVITY TRAINING 

Sensitivity training is an excellent me-
thod for a manager to get a good look at 
himself in action in a group. The mana-
ger is given the opportunity to interact 
with others and he receives feedback 
from them concerning their reactions to 
him. This is probably one of the few 
opportunities to see himself as others 
see him. This could be a situation where 
he may have some of the "starch" taken 
out of his sails and be deflated like a 
balloon with a hole in ii. One method to 
help emphasize this type of training is 
to incorporate a video tape recorder. 
Video tape is an excellent means to 
show an individual how he actually ap-
pears and sounds to others. The video 
tape recorder has the greatest potential 
of any training instrument available in 
the last decade. 

In-basket exercises are frequently used 
for manager training. The purpose of 
these tests is to establish the present and 
potential skill of individuals. These in-
basket tests can be purchased or a skill-
ed training coordinator can develop his 
own. Accurate scores require consider-
able time on the part of the trainer. 
Sometimes letting the individual score 
his own test can achieve the desired 
result with minimum time of the in-
structor. 

MANAGEMENT GAMES 

Since 1956 there have been hundreds of 
"management games" on the market. 
These games are usually dynamic, sim-
ulated-decision-making episodes per-
formed in an environment in which 
feedback is given to allow analysis of 
the results. Usually these are played by 
a small number of teams, although 
games for individuals are available also. 
Some games are designed for top man-
agement and some for middle and low 
management. Business games have ex-
ceeded in popular use the attempt to 
measure their reliability. Management 
games are not only entertaining but also 
educational. 

Training programs should be designed to 
lead and direct participants toward de-
sirable goals. Managers must be taught 
to lead! Effective management leader-
ship requires adequate knowledge of 
certain tools and techniques. Training 
programs must be designed to provide 
them. 

Managers must be taught the following: 
understanding of human behavior; abil-
ity to manage people; how to get results 
from people; guides for handling com-
plaints and grievances; how to delegate 
responsibility; proper communications; 
counseling of employees. These are just 
a few of the many things a manager 
must master to become a leader. 

IS TRAINING EXPENSIVE? 

Training of managers is expensive. One 
utility company has set the cost of ex-
ecutive training at about $10,000 per 
man. Yet any company can justify the 
expense by comparing it with what an 
untrained executive wastes in payroll 
expense, resources, lost customers, com-
petitive position, etc. The financial bur-
den of an untrained worker can be far 
greater than the cost of the training. To 
receive a good return on its investment, 
a company must make sure that each 
employee reaches and maintains a profi-
table level of production. This can only 
be done through an effective training 
program. 

To a capable executive, problems have a 
way of becoming goals and opportuni-
ties. A manager must welcome these 
chances and not attempt to shun them 
or pass them off to others. His position 
has been assigned certain duties and re-
sponsibilities and he must be taught to 
meet these to the limit of his ability. A 
manager must and should be given the 
keys to unlock the doors to future 
growth and development, not only for 
his benefit but for the company's as 
well. If these keys are lost or carelessly 
set aside then the manager is not worthy 
of holding his present position in the 
organization. 
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