
MANAGEMENT 
DEVELOPMENT-

TODAY AND 
TOMORROW 

During the past decade, management de-

velopment lias at last received some of 

the publicity and recognition it has long 

deserved. ASTD and those who have 

participated in the function deserve con-

siderable credit. But there's still much 

work to be done. 

"In a competitive economy, 

above all, the quality and 

performance of the managers 

determine the success of 

a business, indeed they 

determine its survival. For 

the quality and performance 

of its managers is the 

only effective advantage 

an enterprise in a 

competitive economy can have." 

PETER DRUCKER, 

"The Practice of Management " 

GENARO A. FLOREZ 
President and Chairman of the Board 

Florez Incorporated 
Detroit, Michigan 

MANAGEMENT DEVELOPMENT-

TODAY 

Today management development is a 

little like apple pie and motherhood . 

Everyone is for it, and hardly anyone 

against it. To some degree, it has be-

come another management fad and al-

most everyone connected with it has 

j umped on the bandwagon. 

Packaged programs of all shapes and 

sizes are flooding the market . Hardly a 

day passes without someone announcing 

seminars, workshops and keynote speak-

ers with some " n e w " slant or approach 

to management development. Trade 

journals carry more and more essays and 

articles, and the subject is finding its 

way into an increasing number of text-

books. Consultants, producing organiza-

tions and publishers of syndicated ma-

terials are all ready to "he lp" by apply-

ing their particular specialty to the 

problem. Top management continues to 

authorize the building of impressive 

training centers, and asks us to provide 

curricula on management development 

subjects. 

Part of the reason for this "pa t chwork" 

approach is due to a lack of in-depth 

understanding by top management of 

what effective management develop-

ment really is and how it can be brought 

about . As a result, top management 

of ten limits our involvement to the spe-

cific elements of management develop-

ment which they choose to delegate to 

us. 

Almost inevitably we have found our-

selves increasingly knowledgeable about 

the methods and media of management 

development -sensitivity training, busi-

ness games, simulated models, in-basket 

case histories, computer-assisted pro-

grammed learning and videotaping, to 

mention but a few of those in vogue 

today. 

We should, of course, continue to learn 

all about these approaches, and to apply 

them professionally as they fit. But -

despite the limitations imposed upon 

us we should be careful not to con-

fuse fads, methods and the new and ex-

citing media with (he process which 

they fractionally represent the pro-

cess of total manpower planning and de-

velopment. 

MANAGEMENT D E V E L O P M E N T -

TOMORROW 

Fortunate ly , there are signs that many 

top managements are beginning to hear 

what Peter Drucker, George S. Odiorne 

and others like them have been saying 

for years about "managing for results" 

and "managing by objectives." Perhaps 

slowly, but I believe surely, they are be-

ginning to relate the need for precise job 

definit ions and the establishment of spe-

cific, co-authored performance stand-

ards to the process of developing effec-

tive management teams. 

Soon t o p management will recognize 

the inevitable interrelationships between 

the selection of potential managers, 

their initial, pre-management training. 

a n d t h e i r continuing development. 

Greater emphasis will be placed on 

training managers before they are made 

managers. Greater line management in-

volvement will be sought and supported. 

Ultimately top management will under-

stand that even a completely integrated 

management development program is 

but a portion of a cont inuum much 

larger than itself - the process of total 

manpower planning and development. 

If we who are now involved in manage-

ment development activities wish to 

take fuller advantage of the opportuni-

ties which this funct ion offers , perhaps 

we should explore ways and means 

whereby we can play an even more 

active, catalytic arid dynamic role in ex-

pediting top management acceptance of 

what management development will be 

tomorrow. 

Suppose, then, that we approach this by 
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reviewing the structure of total man-

power planning and development to see 

where management development itself 

fits in. 

THE PROCESS OF TOTAL MAN-

POWER PLANNING AND DEVELOP-

MENT 

The process of manpower planning and 

development, as many of you know, is 

merely a systematic approach designed 

to help line management deal continu-

ously and effectively with oil the factors 

which affect the performance of all per-

sonnel including, of course, managers. 

The first thing you will notice as we re-

examine the framework of this process 

is that none of the elements which com-

prise it are new. In some form or another , 

most of them already exist in most or-

ganizations. What is d i f ferent is the con-

cept of integrating, coordinating and 

applying these elements so as to create 

and maintain a more effective, self-

energizing and continuously growing or-

ganization. 

THE STARTING POINT -

OBJECTIVES 

A company 's manpower resources, in-

cluding managers at all levels, must , of 

course, exist in relationship to some-

thing which is to be achieved. Each 

manager, each manpower group, each 

individual must have goals which tie 

into total corporate objectives. 

These goals must be established, com-

municated and understood by everyone 

who can do something to help reach 

them. 

Though I realize that staff people may 

not be responsible for or involved in 

actually setting goals, it is important 

that line management understand the 

importance of consultation with staff 

people and the need to communicate 

established goals to them to guide them 

in their part of the total management 

development plan. 

CORPORATE PLANNING 

Objectives tell us where we want to go. 

But we also need specific plans to tell us 

how to get there. Here again communi-

cation between line and staff is essen-

tial. 

JOB FUNCTION ANALYSIS 

Having our goals and our plans, we 

should next define and organize the 

work to be done by everyone - includ-

ing, of course, the management team. 

This may well call for analyzing each 

job to see whether , as now structured, it 

fits our goals and plans and, if not , to 

modify it accordingly. 

M A N P O W E R I N V E N T O R Y AND 

PLANNING 

Now that we have a bet ter idea of what 

we want our people to do , the next logi-

cal step would be to find out how many 

people we now have who are capable of 

doing what is required. 

This implies an inventory of our people 

to provide answers to such questions as: 

• How many managers do we have? 

How many should we have, and by 

when, to meet our short- and long-

range objectives? 

• What kinds of managers are they? 

What kinds should they be? 

• How good are they? How good do 

they need to be - and is it possible to 

effect that improvement? 

• How much do they cost us? How much 

should they cost including the cost 

of training them up to agreed-upon 

standards? 

The answers to these and other related 

questions will not come easily, but they 

can be gained through a careful and 

thorough manpower inventory; and 

they are basic to manpower planning. 

JOB DESCRIPTIONS 

Job analysis of ten begins with a study 

of what the incumbent is supposed to 

be doing at the time the analysis is 

made. 

Too many job descriptions are prepared 

either by the personnel department or 

by some consulting organization, both 

of ten remote f rom actual operations. 

Such descriptions are used primarily for 

wage and salary administration - which 

is about all they can be used for because 

they frequently bear little resemblance 

to what the describee actually does for a 

living. 

There is, therefore , in many organiza-

tions a great need for a different kind of 

a j o b description - an up-to-date, living 

document , preferably developed cooper-

atively by each employee and his im-

mediate superior so that both share the 

same understanding of what that man is 

to do , including: 

• The overall nature and purposes of his 

job . 

• His reporting and working relation-

ships with other people and depart-

ments. 

• The specific activities which he is to 

perform. 

• The limits of his authority to act on 

his own initiative. 

• The measures of his accountabili ty to 

his s u p e r i o r s - i n o ther words, the 

standards by which his bosses will 

evaluate his performance. 

This type of job description is essential 

to real management development. It 

represents a blueprint to guide the re-

crui tment , selection, initial training, 

c o n t i n u i n g development, supervision 

and appraisal of each manager. 

JOB PROCEDURES 

The job description details what a per-

son must know and do - but not how it 

should be done. Thus, a carefully-pre-

pared policy and procedures manual is 

needed to increase the incumbent ' s 

knowledge of his j o b and help him 

translate his responsibilities into action. 

Such a document has, time and again, 

proved a lifesaver to newly-appointed 

managers who did not benefit f rom 

management training before being pro-

moted or transferred. As a bonus such a 

guide of ten clarifies problems for those 

who have already been working at the 

job . 
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MANPOWER SPECIFICATIONS 

As we well know ( though of ten ignore), 

the specifications for a person who is 

charged with "gett ing results through 

others" are far different f rom those of a 

person who is actually doing the work 

himself. In addit ion, different levels of 

management of ten demand different 

characteristics. 

Thus , I here is a continuing need to ex-

amine not only the content of the job . 

but the characteristics which the job 

holder should have. 

If this precaution is taken, management 

will be in the far sounder position of 

being able to select managers who really 

fit a well-defined job . as opposed to the 

common practice of selecting people on 

the basis of seniority, experience in an 

unrelated assignment or personality -

and then trying to warp the job to fit 

the man. 

RECRUITING AND SELECTION 

Once established, the preceding ele-

ments serve to make the task of identi-

fying and recruiting managers (either 

f rom within or from outside of the or-

ganization) far more scientific and effi-

cient. 

If the manpower inventory has been 

done with care, it should reveal mana-

gerial needs well in advance so that 

selection need not be made on a crash 

basis. 

Without these elements, recruiting too 

of ten turns into an emergency, con-

ceived in crisis and born in panic. 

ORIENTATION 

One of the most critical limes in any-

one's career is when he steps into a new 

position, and this is as true of managers 

as it is of people going to work for the 

first time. 

We know that most of us inherently re-

sist change. A change in thinking, a 

change in home, a change in job - even 

when the change is for the bet ter — is 

likely to be uncomfortable or even pain-

ful. 

Thus, it is extremely important that , 

wherever a man is hired, transferred or 

promoted, extra effort planned ef-

fort be made to insure that lie will 

feel that he is welcome, that his super-

iors and peers are glad to have him there 

and that he has made the right decision 

in accepting that position. 

It is especially important for the new 

manager to know how his new responsi-

bilities relate to the goals and plans of 

the enterprise, and what relationships he 

is to maintain with the people with and 

through whom he is to perform his new 

assignment. 

INITIAL MANAGEMENT TRAINING 

The single element most of ten missing 

or slighted in the rubric of management 

development is the training of managers 

before they are made managers. This de-

serves stressing because this is the best 

time we'll ever have to insure that this 

person will operate productively. 

We advocate use of the job description 

as the blueprint for a man 's training 

an approach which encourages job-

oriented training methods and proce-

dures, rather than academic training, 

oriented toward "sub jec t" areas. 

By exposing a manager-to-be to the job 

description for his next posit ion, we 

sometimes help him discover for himself 

that he doesn't really want the j o b — or 

that he is not suited to it. If this is des-

tined to be the case, belter he should 

find it out in advance. 

In addition, this approach permits us to 

utilize all three of our basic training 

methods - on-the-job, self-development 

and discussion or classroom work - in 

the most effective combination. This re-

sults in a much more lighlly-conlrolled 

program, which involves line manage-

ment, and will thus serve, not only as a 

training ground, but also as a "proving" 

ground for potential managers. Finally, 

not only does such an approach help us 

screen out a potential manager who is 

pre-destined to fail, but it helps to re-

duce the errors (and resulting frustra-

tion) which almost any newly-appoinled 

manager makes. 

SUPERVISION 

The concept of manpower planning and 

development is predicated on the in-

volvement of line management at all 

levels. In fact , this is probably the key 

to a truly practical, resultful and self-

energizing management development 

program. 

A man's immediate boss automatically 

has (or should have) the closest relation-

ship with him, and the greatest influ-

ence, for bet ter or worse, on his devel-

opment . 

To capitalize on this potentially valu-

a b l e relat ionship, top management 

should be persuaded to initiate four im-

portant steps: 

1. Incorporate in every manager's job 

description the responsibility for the 

development of subordinates. 

2. Train each manager to discharge this 

responsibility before he is made a 

manager. 

3. Weigh the skill required to discharge 

this responsibility in the selection of 

managerial applicants. 

4. Energize and supervise this require-

ment continuously, not only by dic-

tum, but by example. 

Does this reduce the importance of staff 

in management development? In our 

opinion, it does/?(?/. Rather , it enhances 

it by blending the expertise which both 

line and staff can contr ibute. 

In our opinion, one of the weaknesses 

with management development pro-

grams has been that staff (forced by 

circumstances) has a t tempted to do too 

much and has, as a consequence, accom-

plished less than would have been 

achieved had line contributed its share. 

Staff has its proper functions: to per-

suade line management to accept its 

share of the total responsibility for man-

agement development; to plan, prepare 

and help line management assume its re-

sponsibilities; and to support line man-

agement with methods , tools, facilities 

and manpower. 
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INCENTIVES 

Incentives are an integral part of any 

management development activity. 

Unfor tunate ly , many people place too 

much emphasis on extra dollars or 

fringe benefits . While these are import-

ant , we must remember that "motiva-

t ion" is something which comes f rom 

within a man. and cannot be " b o u g h t " 

with cash alone. 

Every individual is d i f ferent . Each of us 

has his own distinctive "hot-but tons '" to 

which lie responds in his own way. We 

also know from experience that one of 

the best incentives to superior perform-

ance is for a man to feel that lie is in the 

right j o b a job that f i ts liini creatively, 

emotionally, physically, socially, spiritu-

ally and yes, financially, too, because 

money is still an important factor. When 

a man feels that his job fits him in these 

ways, there is no need to "manipu la te" 

him to get him to do his best. He will 

want to do it without artificial stimu-

lants. 

All of this, of course, puts a burden, 

first, on proper selection, second, on 

initial training, and last, but very im-

por tant , on the supervision he receives 

from his immediate superior. 

CONTINUING TRAINING 

Many management development depart-

ments have concentrated their e f for t s 

on continuing training. Before exploring 

it fur ther , however, we'd like to clear up 

some implications of the term "cont inu-

ing training." We consider it a mis-

nomer. We contend that you don ' t 

" t r a in" a man in a job he has already 

been doing for some time. 

We prefer to use the word " t r a in" some-

what selectively and use it only in 

conjunct ion with the word " n e w . " If 

there is a " n e w " person who aspires to 

be a manager, we can train him. If a 

manager is to be promoted into a " n e w " 

management j ob , we can train him, too. 

Or, if there is " n e w " information which 

will help a manager do his present job 

bet ter , we can train him. And in each of 

these situations, the man will accept the 

concept of being " t ra ined ." Otherwise, 

we feel that the word "deve lopment , " 

with all that it implies, of fers the cor-

rect approach. 

Unfor tunate ly , however, because of the 

separation between line and staff, too 

many management development activi-

ties have had to virtually ignore the spe-

cifics of a manager 's job and concen-

trate on the academic aspects of mana-

gerial responsibility and know-how. 

This may be why business has resorted 

to sending so many managers to the 

conferences and workshops offered by 

universities, associations, and consulting 

organizations, or has conducted its own 

in-house seminars featuring scholarly 

subjects such as "Decision Making," 

"Managerial Styles," "Human Rela-

tions," "Motivat ion and Leadership" 

and the like. 

Many of these activities prove fruitful 

despite the fact that they are of ten too 

general to fit the specific needs of the 

participants, and tha t , as a rule, there is 

little if any acceptance by the manager 's 

superiors, and therefore even less sup-

port and follow-through. 

In the main, however, this " p a t c h w o r k " 

has not proved overly rewarding, not be-

cause some of the "pieces" weren ' t use-

ful, but because they had not been de-

signed as an integral part of the total 

concept of management development. 

PERFORMANCE REVIEW 

This brings us to what is of ten called 

"per formance review." although we pre-

fer to call it "per formance planning." 

To us, the word "review" implies em-

phasis on the past (which is more of ten 

than not fruitless), while "planning" im-

plies emphasis on the fu tu re , which 

seems a more constructive approach. 

In our concept , performance planning 

involves each manager silting down with 

each of the managers who report to 

him, and working out (using the job de-

scription as a guide) precise targets for 

that person's continuing improvement 

and development, together with precise 

methods and schedules for reaching 

those targets. 

Through involvement in this activity the 

management development depar tment 

can receive inputs f rom line manage-

ment about the areas in which the man-

agers can develop their people individu-

ally, and the areas which require pro-

grams of group exposure and inter-ac-

tion. 

Thus, performance review might be con-

sidered the end of a process: it tells us 

how well our managers have been doing. 

Performance planning might be regarded 

as the beginning, since it tells us where 

we go f rom here with the development 

of our people. 

From a top management point of view, 

this concept has an added benefi t : pro-

perly organized, it provides cont inuous 

feedback on the state of the company 's 

manpower resources. With this kind of 

f e e d b a c k , management can recruit, 

select, train and develop the necessary 

number of people, and move forward in 

an orderly and intelligent fashion. 

ESTABLISHING THE FRAMEWORK 

As stated earlier, all or most of the ele-

ments of the manpower planning and 

development process already exist in 

many of our country 's professionally-

managed companies. They are not new. 

But - are they being administered with 

continuity and balance? Arc they being 

done with adequate understanding of 

the interrelationship of these elements? 

Arc they being done with centralized 

and enlightened leadership and direc-

tion? And who is responsible for provid-

ing that guidance? Answers to these 

questions must be resolved. 

TOP MANAGEMENT SUPPORT 

We have left for last the element which 

must really come first. 

The process of manpower development 

is, in reality, a way of life which, once it 

has been soundly established, will con-

tinue of its own momentum. Yet , it will 

never get off the ground until and unless 

top corporate management recognizes it 

at all times as a major corporate func-

tion. 
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Management deve lopmen t is, in tu rn , 

d e p e n d e n t upon the recogni t ion tha t 

t o p m a n a g e m e n t gives t o the sys tem or 

c o n c e p t of wh ich it is such an impor t an t 

sub-s t ruc ture . 

If you agree wi th the premises we have 

t r ied t o establ ish, and if you r organiza-

t ion has a sys tem which p e r m i t s you to 

p e r f o r m as we have suggested, y o u r 

m a j o r task is to apply sound j u d g m e n t 

and t e c h n i q u e s wi th in the limits of y o u r 

j o b . 

I f , however , you agree, and yet y o u r or-

ganization d o e s not have a c o m p a t i b l e 

sys tem, then you have a selling j o b on 

y o u r hands . 

N o w we are talking abou t change a n d , 

as we have suggested, change c o m e s 

hard for people - and even more so for 

organiza t ions . 

Y o u have several choices : 

• Y o u can main ta in the s t a tus q u o and 

mark t ime unti l the c l imate is be t t e r . 

• Y o u can w o r k to improve resul ts 

w i th in you r exist ing l imi ta t ions . 

• Y o u can seek some o t h e r organiza t ion 

wh ich is a l ready endors ing the man-

a g e m e n t deve lopmen t th ink ing of 

tomorrow. 

• Or y o u can he lp plan an ac t iv i ty 

which will permi t you to p e r f o r m as 

you th ink you shou ld . 

If y o u choose the la t ter a l ternat ive, you 

might have to seek and f ind the people 

in you r o rgan iza t ion , w h o share y o u r 

convic t ions , and w h o are will ing to help 

y o u sell t o p managemen t on an ap-

proach which will enhance you r com-

pany ' s o p p o r t u n i t y fo r g r o w t h . 

You have p lenty of au thor i t a t ive sup-

port — m e n like Pe te r Drucker , George 

Od io rne , Rensis R icker t , the late Doug-

las MacGregor . R o b e r t McMurry . N a m e 

your own e x p e r t . You' l l f i n d , as we 

have indica ted , that t hey are all preach-

ing the doc t r ines o f managing for results 

and managing by object ives . You ' l l find 

tha t t hey are all urging the d e v e l o p m e n t 

of m o r e precise and useful j o b defini-

t ions and j o b s t anda rds as the means fo r 

achieving object ives . 

N o , this concep t is not new or revolu-

t ionary . But it is a concep t whose com-

pletely in tegra ted appl ica t ion is still 

foreign to m a n y organiza t ions . As such, 

it represents a t r e m e n d o u s o p p o r t u n i t y 

for any m e m b e r of a managemen t devel-

o p m e n t g roup . 

If y o u r own organiza t ion does not n o w 

benef i t f r o m this a p p r o a c h , we suggest 

you sell it, t hen test it even in a small 

way perhaps in jus t o n e d e p a r t m e n t 

or division. T h e n , w h e n you can show 

concre te results , e x p a n d it until it be-

c o m e s a way of life t h r o u g h o u t you r 

o rgan iza t ion . 

T h e n you will have he lped to establish 

the m a n a g e m e n t deve lopmen t f u n c t i o n 

of t o m o r r o w wi th in y o u r o w n organiza-

t ion. T h e n y o u will have helped to in-

sure for y o u r c o m p a n y the c o n t i n u o u s l y 

improving compe t i t i ve th rus t needed to 

survive and g row in our increasingly 

compe t i t i ve e c o n o m y . 
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