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a planned program 
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A n y o r g a n i z a t i o n will sus t a in itself a n d 

inc rease i ts e f f e c t i v e n e s s o n l y if its p r o -

g r a m s a re r e l a t e d t o its o b j e c t i v e s a n d if 

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

o f its e m p l o y e e s . In t h e p a s t , g r e a t e m -

p h a s i s h a s b e e n p l aced o n t h e f i r s t a r e a , 

b u t e m p h a s i s is sad ly l a c k i n g in t h e 

s e c o n d . O r g a n i z a t i o n s a re hav ing p e o p l e 

p r o b l e m s , ye t p e o p l e a re t h e v a r i a b l e s 

t h a t c a n m a k e t h e d i f f e r e n c e b e t w e e n 

t h e s u c c e s s and f a i l u r e of an o r g a n i z a -

t i o n . 1 
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PEOPLE P R O B L E M S 

D r . M i c h a e l H . M e s c o n h a s c o n d u c t e d a 

r e sea rch p r o j c c t e n t i t l e d , " T h e P r o b l e m 

o f B u s i n e s s m e n . " 2 T h i s p r o j e c t w a s de-

s igned t o a s c e r t a i n w h a t b u s i n e s s m e n 

c o n s i d e r to b e t h e m a j o r p r o b l e m s fac-

ing t h e m as a d m i n i s t r a t o r s . O n e m a j o r 

p r o b l e m i d e n t i f i e d w a s t h e p e o p l e p r o b -

lem. 

H e r e is h o w s o m e b u s i n e s s m e n r e s p o n d -

ed t o t h e p e o p l e p r o b l e m : " W i t h e a c h 

pass ing d a y in i t i a t ive a n d " g e t - u p - a n d -

g o " s e e m h a r d e r t o c o m e b y , a n d it is 

r e a c h i n g t h e p o i n t o f b e i n g a l m o s t un -

a t t a i n a b l e . . . B e c a u s e o f th i s l ack o f 

" g o " in p e o p l e , w e f i n d s c r e e n i n g is ex -

pens ive a n d t i m e - c o n s u m i n g w i t h l i t t le 

r e w a r d . . . T h e m a n h i m s e l f still re-

m a i n s t h e b igges t p r o b l e m in t o d a y ' s 

b u s i n e s s . " 3 T h e c e n t r a l p r o b l e m f a c i n g 

o u r c o m p a n y t o d a y is n o t t h e avai labi l -

i ty o f i n v e s t m e n t a l t e r n a t i v e s , t h e avail-

ab i l i t y o f m a r k e t s f o r o u r p r o d u c t s , o r 

t h e ava i l ab i l i t y o f a d e q u a t e f i n a n c i n g , 

b u t t h e ava i l ab i l i t y o f e f f e c t i v e a d m i n i s -

t r a t o r s . " 4 

J o h n W . G a r d n e r is a l so c o n c e r n e d w i t h 

t h e p e o p l e p r o b l e m . H e r e is h o w h e re-

s p o n d s t o i t : " P e o p l e a re t h e u l t i m a t e 

s o u r c e of o r g a n i z a t i o n a l r e n e w a l . T h e 

s h o r t a g e of a b l e , h i g h l y - t r a i n e d , h igh ly -

m o t i v a t e d m e n wil l b e a p e r m a n e n t fea-

t u r e o f o u r k i n d of s o c i e t y . . . If o r g a n i -

z a t i o n s g e t these t y p e s of p e o p l e . . . it 

c a n n o t a f f o r d t o let ( h o s e m e n go t o 

s e e d , or ge t s i d e - t r a c k e d o r b o x e d in. 

T h e r e m u s t b e p o s i t i v e c o n s t r u c t i v e p r o -

g r a m s . 

M A N P O W E R P L A N N I N G 

S o m e o r g a n i z a t i o n s see m a n p o w e r p l a n -

n ing as t h e a n s w e r to t h e p e o p l e p r o b -

lem. M a n p o w e r p l a n n i n g h a s t h e f o l l o w -

ing o b j e c t i v e s : 

1. T o i d e n t i f y o n a c o n t i n u o u s bas i s 

t h o s e i n d i v i d u a l s w h o have p r o m i s e 

t o o c c u p y p o s i t i o n s s u b s t a n t i a l l y 

a b o v e t h e i r p r e s e n t o r g a n i z a t i o n a l 

a s s i g n m e n t s ; 

2 . T o i d e n t i f y c a n d i d a t e s fo r j o b s even 

b e f o r e t h e j o b s b e c o m e v a c a n t : 

3 . T o i d e n t i f y i n d i v i d u a l s w h o h a v e 

p o t e n t i a l in t e r m s of s p e c i f i c j o b s o r 

f u n c t i o n a l a r ea s? 

4 . T o i d e n t i f y i n d i v i d u a l s w i t h t h e p o -

t en t i a l t o o c c u p y a b r o a d r ange o f 

j o b s w h i c h m a y o r m a y n o t be re-

la ted w i t h r ega rd t o f u n c t i o n a l a r e a s 

or o r g a n i z a t i o n a l l eve l . b 

T h e t o t a l e m p h a s i s o f m a n p o w e r p lan-

n ing is t h e f u t u r e . E x e c u t i v e s a re l o o k -

ing at m a n p o w e r p a t t e r n s t h a t d e v e l o p 

in t h e i r o r g a n i z a t i o n . O n e e x a m p l e of a 

p a t t e r n is t o d e t e r m i n e if t h e r e p l a c e -

m e n t s w i t h i n t h e o r g a n i z a t i o n a re f i l l ed 

b y u p g r a d i n g , b y l a t e ra l a s s i g n m e n t s , o r 

f r o m o u t s i d e s e l e c t i o n s . A n o t h e r p a t -

t e r n is t h e e f f e c t s o f r e t i r e m e n t s , d e a t h s , 

a n d q u i t t i n g s — v o l u n t a r y or n o n v o l u n -

t a r y . 

T h e h o p e is t h a t t h e p a t t e r n s , t o g e t h e r 

w i t h a c c o m p l i s h i n g t h e o b j e c t i v e s , will 

have a p o s i t i v e e f f e c t in t h e f u t u r e f o r 

t h e o r g a n i z a t i o n a n d will h e l p so lve t h e 

p e o p l e p r o b l e m . 

In o n e r e sea rch s t u d y , e m p l o y e r s w e r e 

a sked q u e s t i o n s c o n c e r n i n g t h e e x t e n t 

o f t h e i r m a n p o w e r p l a n n i n g a n d t h e re-

l a t i o n s h i p t o t h e i r t r a i n i n g p r o g r a m s . 

U n f o r t u n a t e l y , t h e s t u d y r e su l t s w e r e 

very n e g a t i v e o n t h e e x t e n t o f q u a l i t y 

m a n p o w e r p l a n n i n g . W h i l e m o s t o r g a n -

i z a t i o n s r e p o r t e d t h e y engage in m a n -

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

n o t t e n d to p l a n se r ious ly e v e n t h o u g h 

t h e y c la im t h a t p o o r p l a n n i n g w o u l d 

h a r m t h e i r o p e r a t i o n s . 7 

L e a d i n g b u s i n e s s f i r m s a re no t f u l f i l l i ng 

t he i r r e s p o n s i b i l i t y t o c h o o s e t h e i r f u -

t u r e l e a d e r s in a s y s t e m a t i c w a y . T h e r e 
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a re t w o p r i n c i p a l r e a s o n s fo r f a i lu re in 

m a n p o w e r p l a n n i n g . F i r s t , t h e h i g h e s t 

levels o f e x e c u t i v e s g e n e r a l l y c l ing t o a 

survival-of- l l ie-fit tes t t h e o r y fo r g e t t i n g 

t o t h e t o p . S e c o n d , t h e p r o f e s s i o n a l 

t r a i n i n g or p e r s o n n e l m a n a g e r w h o 

f a v o r s m o r e s y s t e m a t i c m a n p o w e r p lan-

n ing u s u a l l y h a s n ' t e n o u g h i n f l u e n c e in 

t h e h ighes t c o u n c i l s . 8 

M a n p o w e r p l a n n i n g is a s g o o d as t h e 

e f f o r t , t h e i n v o l v e m e n t a n d t h e c o m m i t -

m e n t o f t o p m a n a g e m e n t . T o s o m e or-

g a n i z a t i o n s . m a n p o w e r p l a n n i n g is a f a d 

o r t h e i n - t h i n g t o d o w i t h n o rea l 

t h o u g h t . 

E M P L O Y E E I N V O L V E M E N T 

E v e n w i t h t h e o r g a n i z a t i o n s w h e r e m a n -

p o w e r p l a n n i n g is s u c c e s s f u l , it is still 

ve ry m u c h a m a n a g e m e n t - o r i e n t e d p r o -

g r a m . T h i s is a s it s h o u l d b e , but t h e r e 

o u g h t to b e a w a y o f g e t t i n g t h e e m -

p l o y e e s i nvo lved involved t o t h e ex-

t e n t t h a t t h e y b e g i n t h i n k i n g a b o u t 

t h e i r c a r e e r s , t h e i r goa l s a n d the i r e x p e c -

t a t i o n s in r e l a t i o n s h i p t o t h e o r g a n i z a -

t i o n . 

M a n p o w e r p l a n n i n g is o n e a t t e m p t . It 

s h o u l d b e c o n t i n u e d - c o n t i n u e d at t h e 

h ighes t p l a n e a n d v e r y ac t i ve ly b e c a u s e 

if w e d o n ' t , o r g a n i z a t i o n s will b e seri-

o u s l y h u r t i n g in t h e f u t u r e . 

A s t r a t e g y o f s o m e o r g a n i z a t i o n s t o 

solve t h e p e o p l e p r o b l e m has b e e n t o 

bui ld f e n c e s a r o u n d the i r e m p l o y e e s . 

T h i s is d o n e b y r ap id p r o m o t i o n s , large 

sa la r ies , f r e q u e n t a n d f a t ra ises , l u s h 

s t o c k o p t i o n s a n d j o b e n r i c h m e n t s . 

T h e s e are all m a n a g e m e n t o r i e n t e d and 

d o no t ge t t h e e m p l o y e e i n v o l v e d . Eve n 

w i t h t h e s e f e n c e s , e m p l o y e e s a re a b l e to 

h igh j u m p t h e m , leav ing m a n a g e m e n t 

f ac ing t h e p e o p l e p r o b l e m . 

B u t , w h a t else c a n be d o n e t o ge t e m -

p l o y e e s i n v o l v e d ? 

C A R E E R P A T H S 

What is a c a r e e r p a t h ? A c a r e e r p a t h is a 

p r o g r a m b y w h i c h all j o b s w i t h i n a n 

o r g a n i z a t i o n a re d e s c r i b e d b y level , b y 

f u n c t i o n , and b y the n e e d e d d e v e l o p -

m e n t f o r e a c h j o b . F o r e a c h j o b a c a r e e r 

OPPORTUNITY is the keynote word 
members of an association recently 
reached in response to the question, 
"Why do you value your membership 
in your associat ion?" 
The members said their association 
gave them OPPORTUNITY: 

TO MEET—by providing a common 
place and ground for general assembly. 

TO GREET—to know their competitors 
better. 

TO KNOW—to learn better methods and 
procedures in their own business. 

TO GROW—personally, through contact 
with others having problems even larger 
than their own. 

TO GIVE—members benefit in propor-
tion, they said, to what they put in— 
ideas, cooperation, participation. 

TO RECEIVE—all of the values of co-
operative study. 

TO PLAN—through discussion of indus-
try conditions. 

TO IMPROVE — association activities 
help to promote better services, and to 
eliminate poor ones. 

TO PROTECT—through understanding 
of government regulations and proposed 
as well as existing legislation. 

TO COUNTERACT—harmful and unfa-
vorable propaganda through public rela-
t ions programs. 

TO ACT—in unison in behalf of de-
serving projects—giving strength and 
effectiveness which would be missed if 
tr ied individually. 

Join others in the association of your 
industry or profession by taking advan-
tage of the tremendous OPPORTUNITY 
it affords you. 

POINTERS 
FOR PROGRESS 
Through t rade and p ro fess iona l assoc ia t i ons 



p a t h a n d its a l t e r n a t i v e s s h o u l d b e e s t a b -

l i shed . T h i s is a b ig task a n d , fo r m a n y 

o r g a n i z a t i o n s , th i s w o u l d b e t h e f i r s t 

t i m e th i s t y p e o f p r o j e c t w o u l d b e un-

d e r t a k e n . H o w e v e r , th i s w o u l d p r o v i d e 

m a n a g e m e n t a real f ix o n p a t h s w i t h i n 

t h e o r g a n i z a t i o n and t h e p a t h s t h a t lead 

t o t h e t o p . 

O n c e t h e m a t e r i a l o n c a r e e r p a t h s is as-

s e m b l e d , a c o p y s h o u l d be d i s t r i b u t e d 

t o all e m p l o y e e s . W h e n t h e e m p l o y e e re-

ce ives i t . he s h o u l d f i n d w h e r e he is in 

t h e o r g a n i z a t i o n a n d d e t e r m i n e h i s per -

sona l c a r e e r p a t h - s h o r t , i n t e r m e d i a t e 

a n d l o n g - r a n g e w i t h i n h is f u n c t i o n a l 

a r ea and w i t h i n t h e t o t a l o r g a n i z a t i o n . 

B e f o r e t h e e m p l o y e e s t a r t s d e v e l o p m e n t 

t o w a r d h i s g o a l , h e s h o u l d assess h is 

o w n s t r e n g t h a n d w e a k n e s s e s f o r h is 

c u r r e n t j o b a n d f o r t h e j o b s o n h is p a t h . 

A g u i d e c o u l d be p r e p a r e d f o r e a c h level 

t o assist t h e e m p l o y e e in t h i s self-assess-

m e n t . 

T h e c a r e e r p a t h p r o g r a m g e t s t h e e m -

p l o y e e invo lved in h is o w n g r o w t h a n d 

d e v e l o p m e n t . It a lso p r o v i d e s e a c h e m -

p l o y e e w i t h a p o s i t i v e goa l a n d a f e e l i n g 

o f t o g e t h e r n e s s b e c a u s e o t h e r s will be 

d o i n g t h e s a m e t h i n g . T h e p r o g r a m will 

also p r o v i d e e a c h e m p l o y e e w i t h a n e e d 

t o d o s o m e t h i n g in m e e t i n g h is goa l and 

a sense o f a d v a n c e m e n t b y r e a c h i n g his 

goa l o n t h e p a t h . 9 

P e r i o d i c c o u n s e l i n g s e s s i o n s wi l l b e 

n e c e s s a r y to assist t h e e m p l o y e e in t h e 

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

a c h i e v e his p a t h a n d a c r i t i q u e o n h o w 

he is p r o g r e s s i n g . 

H o w d o e s t h i s p r o g r a m d i f f e r f r o m m a n -

p o w e r p l a n n i n g ? Whi le t h e y a r e c o m p a t -

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

t h e r e is a lso a d i f f e r e n c e . E m p l o y e e in-

v o l v e m e n t is t h e m a j o r d i f f e r e n c e be-

t w e e n t h e t w o p r o g r a m s . C a r e e r p a t h s 

g e t all e m p l o y e e s involved in r e l a t i o n -

sh ip t o t he i r c a r e e r s w i t h i n t h e o r g a n i z a -

t i o n . 

A L I V I N G P R O G R A M 

C o u l d the c a r e e r p a t h p r o g r a m b e c o m e 

a f a d ? Y e s , un l e s s y o u h a v e t h e involve-

m e n t and c o m m i t m e n t o f l o p m a n a g e -

m e n t a n d t h e e m p l o y e e s . It m u s t be-

c o m e a l iving p r o g r a m and it s h o u l d be -

c o m e a pa r t of e a c h e m p l o y e e ' s j o b 

r ega rd l e s s of level . If it is n o t a l iving 

p r o g r a m , t h e s a m e n e g a t i v e r e a c t i o n s 

will o c c u r a s w i t h t h e m a n p o w e r p lan-

n ing p r o g r a m . 

S o m e m i g h t say t h a t t h e y h a v e s u c h a 

p r o g r a m , b u t it is i n f o r m a l . T h e re-

s p o n s e to s u c h a s t a t e m e n t is: D o y o u 

r ea l l y? D o t h e e m p l o y e e s k n o w w h i c h 

p a t h s are ava i lab le t o t h e m ? H a v e y o u 

c h e c k e d w i t h t h e m ? W h a t a re t h e i r 

goa l s? If y o u s e r i o u s l y ask y o u r s e l f 

t he se q u e s t i o n s y o u will f i n d a n a n s w e r 

a n d a n e e d . 

T h e r e a re g o i n g t o b e s o m e e m p l o y e e s 

w h o a r e n o t g o i n g t o g e t i n v o l v e d ; 

o t h e r s w h o will b e d i s a p p o i n t e d b e c a u s e 

t h e p r o g r a m is n o t w o r k i n g t o t he i r 

s a t i s f a c t i o n . H o w e v e r , w i t h i n v o l v e m e n t 

and ac t i ve p a r t i c i p a t i o n t h e s e p r o b l e m s 

will b e k e p t t o a m i n i m u m . 

T h e r e a rc o t h e r e m p l o y e e s w h o h a v e n o 

p l ace t o g o in t h e o r g a n i z a t i o n . O n e 

s o l u t i o n c o u l d b e t o d e v e l o p a p a t h 

w i t h i n t he i r c u r r e n t j o b s . A s h o r t - r a n g e 

poss ib i l i t y c o u l d b e t ha t t h e e m p l o y e e 

b e c o m e s b e t t e r e q u i p p e d t o d o h i s 

p r e s e n t j o b . A n i n t e r m e d i a t e - r a n g e pos-

s ib i l i ty c o u l d be t h a t t h e e m p l o y e e de-

v e l o p s t o w a r d a la te ra l a s s i g n m e n t o r a n 

a d v a n c e m e n t . T h e overa l l c a r e e r p a t h 

p r o g r a m c a n b e f l e x i b l e e n o u g h t o 

h a n d l e all s i t u a t i o n s . 

A s M c G r e g o r s t a t e d in T h e o r y Y : " P e o -

ple a re r e s p o n s i b l e and c r e a t i v e w h e n 

given t h e o p p o r t u n i t y . " By g e t t i n g in-

vo lved in t he i r o w n c a r e e r p a t h s , t h e y 

will b e c o m e m o r e i nvo lved in t he i r c u r -

r en t j o b s b e c a u s e e m p l o y e e s will k n o w 

t h a t if t h e y p e r f o r m in t h e i r c u r r e n t 

j o b s t h e y wi l l m o v e o n the i r c a r e e r 

p a t h s . E m p l o y e e s n e e d t h i s o p p o r -

t u n i t y . 

C O N C L U S I O N 

T h e p e o p l e p r o b l e m is b e c o m i n g c r i t i ca l 

and p o s i t i v e a c t i o n m u s t b e t a k e n . T h e 

c a r e e r p a t h p r o g r a m is b u t o n e poss ib i l -

i ty . 
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