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With the redesign of the Journal’s editorial format comes a
new column, Practicum. Descended from the longstanding
FYI column, Practicum serves as a clearinghouse for news
items concerning the practice of human resource develop-
ment; practical, how-to information from the field; research

capsules with proven applications; and brief analyses of
how trends in business, education, technology, government
and the economy affect the work of HRD professionals.

Game Plans

Sony Corporation of America has
rolled out a new version of its
management development game
called, appropriately enough, The
Sony Management Game.

The three-day seminar gives U.S.
and Canadian executives and middle
managers an opportunity to experience
business management Sony-style:
That is, to manage with a good
understanding of the company as a
whole rather than from the vantage
point of a single management
specialty.

Functioning as presidents of their
own companies (with such names as
Frontrunners Industries, Pinstripe
Brokers and Futuristic Inc.), players
perform al management functions and
make all business decisions over a
simulated five-year period. They test
their planning, investment, purchasing,
hiring, research and development and
accounting skills.

The game is played by up to 42
participants, seated six to a table
around a device symbolizing six
markets. Among the tools of the game
are pivotal "risk" and "decision" cards
and chips representing workers, raw

o Wi .
materials, finished products, machines,
advertising, R& D, market research
and insurance.

Sony has supplemented its
manufacturing-oriented Industrial Ver-
sion with a Commercial Version
geared to service, retailing and finan-
cial organizations. A computer-assisted
format has been added to eliminate
"number crunching" and to focus on
strategy, analysis, planning and deci-
sion making.

Sony's game joins more than 1,000
training and development games
marketed by such organizations as
Maddux Associates, LaCanada Flint-
ridge, Calif.; Robertson/Merrell,
Hamden, Conn.; Simtek Business
Games, Cambridge, Mass.; and
Strategic Management Group, Inc.,
Philadelphia, Pa. At about $285 to
$450 per player, Sony's game falls at
the expensive end of the spectrum.

For alist of game sources, write the
American Society for Training and
Development Resource Center, Suite
305, 600 Maryland Ave., S\W.,
Washington, DC 20024.

Qs Charts vs. Netwarks

The information revolution is chang-
ing more about the organization than
the kind of equipment that sits on our
desks. Samuel B. Harvey, president of
RHS & Associates, an information
systems consulting and education firm,
was interviewed in the Fall 1983 Sié-
son Report, and he described how
sophisticated information retrieval
capabilities are transforming our neatly
charted hierarchical organizations into
cross-level networking systems:

“...we will have multiple organiza-
tions. We will have many networks. If
we are going to have order rather than
chaos, it will be necessary for com-
panies to have some prescribed net-
works, some areas in which working
relationships and flow of communica-
tions will be prescribed. There will be
many other areas where it will be the
job of the individual doing the work,
or the group assigned to do the work,
to determine their own organizations
and their own information sources and
systems.

“But I think we'll still have organiza-
tional charting. This will identify
businesses were in and organizational
units. It will also have identification
and prestige value, a version of ‘who'’s
who.'

"Keep in mind also that we will still
have administrative supervision
unrelated to technological direction.
Someone will still have to decide who
gets promoted, how much of a pay in-
crease a person gets, when vacations
can be taken and al those other ques-
tions that are important to people and
important to the organization.

".. .Of course [the networking
organization] will be more complex,
but this will be matched with an enor-
mous information base [that is] readily
accessible. Increased complexity will
be more than matched by technolo-
gies that deal with such complexities.
The challenge in the management of
people will be whether or not the
managers can be guided in using al
this intelligence correctly.

"l think the newer generation of
working people will become as com-
fortable with the fluidity of working
relationships and the free movement
of information as we, in our genera-
tion, adapted to the enormous amount
of travel we have done, but which was
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not done by the preceding generation
of managers."

“No amount of technological innova-
tion, worker education and training,
work force restructuring, or job
redesign can realize its full productivi-
ty improvement potential without the
cooperation of trusting employees,
men and women who know that
change in the workplace does not
threaten their livelihood.”

James F. Bolt, president, Human Resource
Associates, Westport, Conn.

In “Job Securiry: Its Time Has

Come,” Harvard Business Review,
November-December 1983

Rewarding Managers

The 19th Annual Management
Compensation Study by Robert E.
Sibson provides a good overview of
how organizations of varying sizes
plan to compensate their managers
during 1984. The study, which covers
bonuses, stock options and other long-
term income programs in addition to
salaries, supplies guidelines for
establishing fair, competitive compen-
sation schedules for managers at vary-
ing reporting levels.

Among the major findings reported:
* The average budget for management
salary increases for 1984 is seven per-
cent. This is one percentage point
less than in 1983 and about three
percentage points less than the
management salary increase budgets
during the inflationary years of 1981
and 1982.
* During the last two years many
firms reported increased effortsto in-
tegrate more performance rewards into

their salary increase programs.
However, thus far, these effaris are
largely unsuccessful. One impediment
is the disinclination to “penalize
mediocrity” by granting increases
substantially below the company
average to those whose performance is
below average.
» Organizations have shown an in-
creasing willingness to vary from the
original management salary budget if
economic trends are different than an-
ticipated. This is usually done by
shortening or lengthening the intervals
between increases rather than by
changing the amount of the increase.
For more information write The Sib-
son Report, 5065 North A1A, Vero
Beach, FL 32960.

Fellowship Competition

The National Center for Research
in Vocational Education, The Ohio
State University, has announced that
additional fellowships will be awarded
in its Advanced Study Center for each
of the next two years.

Applicants should be mature
scholars, preferably with an earned
doctorate, leadership experienice and
an interest in pursuing independent
research projects of their own selec-
tion. The Advanced Study Center
program is interdisciplinary, and
fellows come from diverse professional
experiences. The only condition
governing their research is that it
focus on excellence in vocational
education.

The Advanced Study Center is sup-
ported by the U.S. Department of
Education under a contract with The
Ohio State University to establish and
operate the National Center for
Research in Vocational Education.
Fellows receive a stipend equal to half
their current annual salary up to a
maximum of $22,500, plus limited
travel and assistance with relocation
expenses subject to availability of
funds.

Applications for the 1984-1985
academic year must be submitted by
March 1, 1984 and for the 1985-1986
academic year by March 1, 1985.
Awards for each year are announced
on or before April 15. Write the Na-
tional Center for Research in Voca-
tional Education, 1960 Kenny Road,
Columbus, OH 43210.
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Rhyme and Reason

Most trainers have a cache of anec-
dotes they use as icebreakers, to in-
troduce a new topic or to illustrate a
point. Natasha Josefowitz, a professor
of management at San Diego State
University's College of Business, uses
poetry to perform the same functions.

"It's unexpected," explains
Josefowitz, "and it gives a message
that may not be new, a new twist.
Hearing it in another medium can
make the message seem fresh."

Josefowitz says poetry makes the
trainer vulnerable and helps trainees
and trainer connect: The message in
the verses, often covert, is the shared
scerct. There is not always 7 fieed to
say anything further to make the
point.”

Among her favorites is this gentle
message ahout ageiom:

Plums and Prunes

Your skins are taut.
Your faces smooth
like fresh plums.

My skin is wrinkled.

My brow isfurrowed
like a prune.

Prunes are sweeter.

"Support Systems" is used in clos-
ing. Josefowitz asks the participants to
join hands as she recites the verse.

My right hand is being held

by someone who knows morethan |,
and | am learning.

My left hand is being held

by someone who knows lessthan |,
and | am teaching.

Both my hands need thus to be held
for me—to be.

More than 100 of these poems have
been collected in Is This IVhere | Was
Going?, Warner Books, 1983.



1 eating the Accuracy
of Self-Assessment

Can an individual accurately assess
his or her training needs?

A recent study of how senior
managers of a major financial institu-
tion assessed their job-related skills,
compared with the results of an ap-
plications test of the same skills,
showed that these managers were very
accurate in self-assessing their
strengths and weaknesses.

The study focused on 19 high-level
managers who had been selected to
assume a newly created position.
Their average length of service in the
organization was 12.5 years.

Each manager completed a self-
assessment questionnaire concerning
55 skills in six functional categories:
lending, management, interpersonal
relations, problem solving, marketing
and corporation services. Managers
rated their current ability to apply
each skill using a six-point Likert
scale. A rating of 1 meant a limited
ability to apply the skill, while a rating
of 6 indicated considerable ability to
apply the skill.

A test was then administered to
each manager covering technical job
components. Successful completion of
the test required application of the
skills included in the questionnaire.

Test results were rank ordered, and
two groups were selected—one group
of 13 persons who scored 100 or
more points out of 150, and a second
group of six persons who scored less
than 100. In instructional classes it is
common for test score averages to fall
between 65 percent and 75 percent
when the material is relevant to the
participants' current jobs. Thus, the
cutoff of 100/150 or 67 percent was
an assumed divisional point separating
those who were only minimally com-
petent from those who had fully
mastered the desired skills. Because
managers were selected for the new
position according to their current job
and performance, it was expected that
the "high-score test group" would be
much larger than the "low-score test
group.”

The two test groups' self-assessment
questionnaire results were compared,
and a "difference" score was calculated
by subtracting the "low" group from
the "high" group. The purpose was to
determine if individuals grouped by

Figure 1. Self-Perception in the Lending Component

"Low-score test group perceive
themselves more adequate than does
the high-score test group.”

¢ Loan collections—workouts

Loan collections — problem «

"High-score test group perceive
themselves more adequate than does
the low-score test group.”

*« Economics

¢ Finance

« Accounting
¢ Loan collections—bankruptcy

eLoan collections-realization of security

* Loan collections—receiverships

Identification « Loan collections-

Loan supervision ¢

Negotiation™*
HHHP skills

Determination of
Risk

Interview skills ¢
(gather information)

5 3 1 0

early warning signals

¢ Other security documentation
( Use and meaning of bank's forms

¢ External communication

¢ Preparation of forms

Pricing

« Development of alternatives

¢ Security evaluation

» Financial analysis—
interpretation

¢ Financial analysis—

« Assessment and investigation

Self-Assessment Questionnaire
High-Score Test Group Less the Low-Score Test Group
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test score would show common
perceptions of their abilities and if the
groups' self-assessments differentiated
on specific skill items.

Figures 1 and 2 show al 55 skill
items of the self-assessment question-
naire. The left side of each figure
shows the skills that the low-score
test group said they could apply better
than did the high-score test group.
Conversely, the right side displays
skills that the high-score test group
said they could apply better than did
the low-score test group. The skills
position on the numerical scale in-
dicates the degree of difference bet-
ween the two groups' self-assessments.
For example, Figure 1 shows that
there was no difference between the
two test groups' assessments of their
competence in "use and meaning of
bank's forms." However, the category
"loan collections—workouts" revealed a
difference in assessment of nearly five.

These results reveal that the low-
score test group perceived themselves
to be more people-oriented in dealing
with organization, administration and
service. Among the skills that this
group said they were stong in were in-
terviewing, risk determination,
negotiation and loan supervision (in
the lending job component);
knowledge of the corporation's ser-
vices in making personal loans; iden-
tification of problems, setting up
development plans and time frames
and organization of resources (in the
problem solving job component); abili-
ty to delegate, train, motivate and ap-
praise personnel (in the interpersonal
relations job component); and stress
management and priority setting (in
the management job component).

The high-score test group, in con-
trast, rated themselves more prepared
in such functions as financing, ac-
counting, preparation of documents,
deposits, loans and formal (versus in-
formal or personal) communication.
Among the skills that this group said
they were strong in were methods and
interpretation of financial analysis,
security evaluation, pricing and
economics (in the lending job compo-
nent); knowledge of commercial
deposit and loan process; preparing,
making and closing selling calls and
planning, designing and implementing
marketing strategies (in the marketing
job component); problem analysis (in
the problem solving job component);
and management by objectives (in the

Figure 2. Self-Perception in Other Job Components

"Low-score test group perceive "High-score test group perceive

themselves more adequate than does themselves more adequate than does
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management job component).

Test results confirm the self-
perceptions regarding the more
technical components of the job. The
high-scoring test group perceived
themselves as being better able to
apply technical skills, and, indeed,
they performed better on the test.

This study of the self-perception of
skills and their relationship to achieve-
ment test results was conducted
within the banking industry using a
group of senior managers from one
major bank. Each manager had many
years of experience on which to assess
his abilities. The results may be
industry-specific and'relevant primarily
to persons with considerable work
experience.

Although the sample size was small,
the assembled group was represen-
tative in size and purpose to those of
formal institutional training programs.

Submitted by Richard Kemerer, manager
of program development, Bank of Mon-
treal Institute, and Merlin fVahlstrom,
associate professor, department of cur-
riculum and department of measurement,
evaluation and computer applications,
Ontario Institutefor Studies in Education,
and graduate studies, University of
Toronto

Cultural Advantages

The corporate culture circuit has
been unusually active lately, as culture
surpasses strategy as the hottest
remedy for a host of organizational
ills.

The October 17 issue of Fortune
magazine consulted the Fearsome
Foursome of corporate culture
sources— Theory Z, TheArt of Japanese
Management, Corporate Culturesand In
Search of Excellence—and arrived at this
helpful definition: Corporate culture is
a "system of shared values (what is
important) and beliefs (how things
work) that interact with a company's
people, organizational structures and
control systems to produce behavioral
norms (how we do things around
here)."

If you think the importance of cor-
porate culture is till only in the
minds of authors and consultants, con-
sider this: In a recent survey of 305
CEOs by William M. Mercer Inc., a
compensation design firm, al but a
few executives said that strong cor-
porate values are important to their

companies' success. When asked to
what degree their organizations had
"addressed the issue of corporate
values," two-fifths said "a great deal."*

If today's organizations must be
highly adaptive to constant change,
how can a rock-solid, enduring set of
values benefit the company? The con-
sensus is that the right kind of
culture—and certain "correct”
characteristics are implicit in the ad-
vocacy of corporate culture—eases
change by supplying a psychological
anchor and a tool by which to
measure and compare the implications
of tough decisions.

Reference

1. Uttal, B. The corporate culture
vultures. Fortune, October 17, 1983,66.

Are We Trying to Manage
the Unmanageable?

An executive reviews the assess-
ment center scores of five finalists for
a key position, disregards the clear
hierarchy of skill levels and selects the
candidate who scored fourth. Why?

Three divisional vice presidents are
given the same exhaustive data on the
organization's decreasing market share
and are asked to submit their recom-
mendations. Each advances a "logical"
argument, clearly linked to the data—
and each report is totally different.
How do these equally endowed and
experienced, culturally similar in-
dividuals come up with such
dramatically different conclusions?

Some call it subjectivity, some gut
feeling. More and more people are
calling it "bounded rationality," organi-
zational/behavioral/computer scientist
Herbert Simon's term to describe how
we process information and make
decisions in our dizzyingly complex
world.

Simon, who was interviewed in the
November issue of Science 83
magazine, has made a (Nobel Prize-
winning) career out of proving that
human behavior cannot be logically
defined, that humans are fundamental-
ly irrational beings.

This is not to say that we're al
teetering on the brink of insanity. All
but a small percentage of us are
masters of incredibly sophisticated,
rapid systems for making the
thousands of decisions of varying com-

plexity we must make every day.
They're just not logical systems.

For the most part, according to
Simon, people use examples from
their own experiences and from the
world around them to reach broad
conclusions, a process opposed to
deductive logic, which reasons from
the general to the specific. This pro-
cess is paraleled in the "pattern
vocabularies' championed by Peters
and Waterman in their book In Search
of Excellence. Pattern vocabularies—the
not-always-obvious mental paths that
experienced managers travel to arrive
at decisions—are based on
remembered patterns of experience
and that familiar entity, gut feeling.

Peters and Waterman credit Simon
for some fundamentals of their ap-
proach to organizational excellence;
they espouse rejecting rigid, rational
models in favor of action, experimen-
tation and creativity. In fact, their
basic research strategy smacks of
Simon; their recommendations are
based on observed facts and their
results—idiosyncratic, often startlingly
simple attitudes and acts—rather than
on a rational model of how organiza-
tions and their people should behave.

What's the verb for doing bounded
rationality? "Satisficing": the everyday
act of simplifying millions of pieces of
data and potential choices intrinsic in
a decision, by inventing rules of
thumb that make for good enough, if
not perfect, decisions.

Most of the examination of decision
making through bounded rationality
has focused on executives, perhaps
because we look to them as models of
excellent decision making.

But what about the rest of us?
We've been satisficing al our lives,
but no one ever appreciated us for it.

Developing Career
Motivation in
Young Managers

Recent research by the Bdl System
and other companies found that to-
day's college graduates newly recruited
into management are equal in ability
to young managers of 25 years ago
but are less motivated to assume
leadership roles or to advance in the
company.* These differences are dis-
quieting because advancement motiva-
tion measured early in a career is a
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good predictor of the level attained 20
years later.?

With these findings in mind,
Douglas W. Bray and Manuel Lon-
don, both of AT&T, developed an
assessment center to measure dimen-
sions of career motivation using exten-
sive background interviews, personali-
ty and projective tests, interest inven-
tories and behavioral exercises.

Bray and London defined career
motivation in terms of three domains:
career resilience (how resistant the
person is to career disruption in a less
than optimal career environment);
career insight (how much insight the
person has into his or her strengths
and weaknesses and into current and
potential career environments); and
career identity (how important work
and career advancement are to the
person).®

The career motivation assessment
center was administered to 48 young
managers. Consistent with the results
of the earlier research, these managers
were low in career resilience, insight
and identity.*

Based on the results of this ex-
ploratory study, Bray and London
isolated some individual and organiza-
tional factors that affect career motiva-
tion, and they developed a set of
practical guidelines to help organiza-
tions enhance young managers' career
motivation. While the two researchers
found that career motivation was in-
fluenced by the characteristics that in-
dividuals brought with them when
they were hired (implying that the
selection process should measure a
candidate's self-esteem, initiative, risk-
taking and independence), the
stronger influences were the nature of
supervision that the managers received
and the organization's policies, pro-
cedures and programs.

The following are recommendations
for organizations to enhance the career
motivation of young managers.

Enhance career resilience through
organizational strength and support:
¢ Increase employees' self-efficacy
through encouragement of individual
contribution and personal growth. Pro-

THE BOOK THAT BEGINS
WHERE THE OTHERS LEAVE OFRF.

MANAGING FOR EXCELLENCE
The Guide to Developing High Performance
in Contemporary Organizations
David L. Bradford and Allan R. Cohen

Here at last is a book for doers—a guide for
moving from strategy to action—that shows
middle managers how to implement the
"grand design" of their organization.

“_..Provides the operating manager with
some fundamental keys to understand-
ing, acting on and improving personal

managerial excellence.”

—Richard Beckhard, MIT Sloan School

"...You articulate a leadership model that must be
understood by American managers if we are to improve produc-
tivity. Moreover, your emphasis on...what managers should be

doing makes yours a very practical book"-RobertH. Waterman, Jr., Director,
McKinsey and Company and co-author of In Search of Excellence

"There are few books which | have felt are truly significant to the

working manager today. | have four or five which | give to all my
managers to read. This is one of them..."

__Kenneth A. Eldred, President, Inmac

"This is must reading for all managers of people, from supervisors

to chief executives."

—Aubrey K. Reid, Jr., President, The Paul Revere Companies
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vide positive reinforcement, encourage
autonomy and increase individual con-
trol. Provide opportunities for achieve-
ment and input, support creativity and
skill development, demand quality and
vary job assignments.

¢ Increase risk taking through more
opportunities and rewards for taking
risk. Minimize consequences of
failure. Don't try to clarify every work
method and reporting relationship;
some uncertainty and ambiguity can
be healthy if employees have the abili-
ty to create their own structure. Don't
threaten job security.

¢ Decrease dependency through
moderate interpersonal concern and
cohesiveness. Avoid reliance on the
organization for career decisions. Pro-
vide interpersonal concern and struc-
ture when necessary. Encourage
subordinates to help each other, but
hold each accountable for his or her
own work. Foster competition.

Enhance career insight through sup-
port for career development:
« Encourage managers to develop

Mail to:

John Wiley & Sons, Inc.

Attn: Industrial Sales Dept.

605 Third Avenue, New York, NY 10158

Please send copy(s) of
MANAGING FOR EXCELLENCE by Brad-
ford and Cohen (ISBN: 0-471-87176-1) at
the price of $18.95 per copy to examine
FREE for 15 days. | understand that dur-
ing the trial period | may return my ship-
ment and owe nothing. SAVE! Enclose
full payment now (plus state sales tax)
and Wiley pays postage and handling
charges. We normally ship within ten
days. If shipment cannot be made in 90
days, payment will be refunded.

[0 Check enclosed

O Bill me O Bill my firm

0 Send me information on bulk dis-
counts (10 or more copies) and these

free training catalogs:

[ Business & Management

[0 Data Processing [0 Banking
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career plans and to think about the
long-term effects of current behavior.
» Encourage goal setting and action
plans to achieve goals.

» Institute mechanisms for periodically
revising career plans.

w Clarify the basis for performance ap-
praisals and promotion and transfer
decisions.

« Provide fair and accurate feedback.
» Foster realistic expectations.

» Provide information about career op-
tions and the individual’s role in mak-
ing decisions that affect his or her
career.

» Clarify possible effects of company
changes on career goals and provide
assistance in g‘gapting to change.

Enhance career identity by en-
couraging individual involvement:
» Maximize job challenge, profes-
sionalism, the importance of the
management role and benefits of re-
maining with the organization.
= Provide opportunities for advance-
ment, recognition, leedership end
financial gain.
e Clarify time and experience re-
quirements for promotion, salary in-
creases and leadership opportunities.

Submitted by Manuel London, district
manager, basic human resources research
AT&T Basking Ridge, N.J.
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