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Any organization will sustain itself and
increase its effectiveness only if its pro-
grams are related to its objectives and if
its programs meet and satisfy the needs
of its employees. In the past, great em-
phasis has been placed on the first area,
but the
second. Organizations are having people

emphasis is sadly lacking in
problems, yet

that

people are the variables
can make the difference between
the success and failure of an organiza-
tion.*

PEOPLE PROBLEMS

Dr.
research projcct entitled, "The Problem

Michael H. Mescon has conducted a

of Businessmen."? This project was de-

signed to ascertain what businessmen
consider to be the major problems fac-
ing them as administrators. One major
problem identified was the people prob-

lem.

Here is how some businessmen respond-

ed to the people problem: "With each
passing day initiative and "get-up-and-
go" seem harder to come by, and it is
reaching the point of being almost un-
attainable ... Because of this lack of
"go" in people, we find screening is ex-
pensive and time-consuming with little
reward... The man himself still re-
mains the biggest problem in today's

business.”® The central problem facing
our company today is not the availabil-
ity of investment alternatives, the avail-
ability of markets for our products, or
the availability of adequate financing,
but the availability of effective adminis-

trators."*

John W. Gardner is also concerned with
the people problem. Here is how he re-
sponds to it: "People are the ultimate
The

shortage of able, highly-trained, highly-

source of organizational renewal.
motivated men will be a permanent fea-
ture of our kind of society ... If organi-
zations get these types of people ... it
afford to let

cannot (hose men go to

seed, or get side-tracked or boxed in.
There must be positive constructive pro-

grams.
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MANPOWER PLANNING

Some organizations see manpower plan-
ning as the answer to the people prob-
lem. Manpower planning has the follow-
ing objectives:

1. To
those

identify on a continuous basis
individuals who have promise
to occupy positions substantially

above their present organizational

assignments;

2. To
before thejobs become vacant:

identify candidates for jobs even

3. To
potential

identify individuals who have
in terms of specific jobs or

functional areas?

4. To
tential

identify individuals with the po-
to occupy a broad range of
jobs which may or may not be re-
lated with regard to functional areas

or organizational level.”

The total emphasis of manpower plan-
ning is the future. Executives are look-
ing at manpower patterns that develop
in their organization. One example of a
pattern is to determine if the replace-
ments within the organization are filled
by upgrading, by lateral assignments, or
from outside selections. Another pat-
tern is the effects of retirements, deaths,
and quittings —voluntary or nonvolun-

tary.

The hope is that the patterns, together
with accomplishing the objectives, will
have a positive effect in the future for
the organization and will help solve the
people problem.

In one research study, employers were
asked questions concerning the extent
of their manpower planning and the re-
their

lationship to training programs.

Unfortunately, the study results were
very negative on the extent of quality
manpower planning. While most organ-

izations reported they engage in man-
power planning to some degree, they do
not tend to plan seriously even though
they claim that poor

harm their operations.”

planning would

Leading business firms are not fulfilling

their responsibility to choose their fu-

ture leaders in a systematic way. There
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are two principal reasons for failure in
manpower planning. First, the highest
levels of executives generally cling to a
survival-of-l lie-fittest theory for getting
to the top. Second, the professional
training or personnel manager who
favors more systematic manpower plan-
ning usually hasn't enough influence in
the highest councils.®

Manpower planning is as good as the
effort, the involvement and the commit-
ment of top management. To some or-
ganizations. manpower planning isa fad
or the in-thing to do with no real
thought.

EMPLOYEE INVOLVEMENT

Even with the organizations where man-
power planning is successful, it is still
very much a management-oriented pro-
gram. This is as it should be, but there
ought to be a way of getting the em-
ployees involved involved to the ex-
tent that they begin thinking about
their careers, their goals and their expec-
tations in relationship to the organiza-
tion.

Manpower planning is one attempt. It
should be continued - continued at the
highest plane and very actively because
if we don't, organizations will be seri-
ously hurting in the future.

A strategy of some organizations to
solve the people problem has been to
build fences around their employees.
This is done by rapid promotions, large
salaries, frequent and fat raises, lush
stock options and job enrichments.
These are all management oriented and
do not get the employee involved. Even
with these fences, employees are able to
high jump them, leaving management
facing the people problem.

But, what else can be done to get em-
ployees involved?

CAREER PATHS

What is a career path? A career path isa
program by which al jobs within an
organization are described by level, by
function, and by the needed develop-
ment for eachjob. For eachjob a career

OPPORTUNITY is the keynote word
members of an association recently
reached in response to the question,
"Why do you value your membership
in your association?"

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-
tions programs.

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

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

POINTERS
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path and its alternatives should be estab-
lished. This is a big task and, for many
organizations, this would be the first
time this type of project would be un-
dertaken. However, this would provide

management a real fix on paths within
the organization and the paths that lead

to the top.

Once the material on career paths is as-
sembled, a copy should be distributed
to all employees. When the employee re-
ceives it. he should find where he is in
the organization and determine his per-
short, intermediate

sonal career path -

and long-range within his functional

area and within the total organization.

Before the employee starts development
he should assess his
his

current job and for thejobs on his path.

toward his goal,
own strength and weaknesses for
A guide could be prepared for each level
to assist the employee in this self-assess-
ment.

The career path program gets the em-

ployee involved in his own growth and
development. It also provides each em-
ployee with a positive goal and a feeling
be

doing the same thing. The program will

of togetherness because others will

also provide each employee with a need
to do something in meeting his goal and
a sense of advancement by reaching his
goal on the path.®

be
necessary to assist the employee in the
his
achieve his path and a critique on how

Periodic counseling sessions will

implementation of program to

he is progressing.

How does this program differ from man-
power planning? While they are compat-
ible and do complement each other,
there is also a difference. Employee in-
is the major

volvement difference be-

tween the two programs. Career paths

INDUSTRIAL TV ASSOCIATION
TO ORGANIZE
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get all employees involved in relation-
ship to their careers within the organiza-

tion.

A LIVING PROGRAM

Could the career path program become
a fad? Yes, unless you have the involve-
and commitment of lop manage-
be-
come a living program and it should be-

ment

ment and the employees. It must

come a part of each employee's job

regardless of level. If it is not a living
program, the same negative reactions
will occur as with the manpower plan-

ning program.

Some might say that they have such a
but it is The

is: Do you

program, informal. re-
sponse to such a statement
really? Do the employees know which
paths are available to them? Have you
checked with them? What their

goals? |If seriously ask yourself

are
you
these questions you will find an answer
and a need.

There are going to be some employees

who are not going to get involved;
others who will be disappointed because
the program is not working to their

satisfaction. However, with involvement
and active participation these problems

will be kept to aminimum.

There arc other employees who have no

place to go in the organization. One
solution could be to develop a path
within their current jobs. A short-range
possibility could be that the employee
his

present job. An intermediate-range pos-

becomes better equipped to do
sibility could be that the employee de-
velops toward a lateral assignment or an
The overall
be

handle all situations.

advancement. career path

program can flexible enough to

As McGregor stated in Theory Y: "Peo-

During the ASTD National Conference,

a beginning National Industrial Tele-

vision Association will hold an organiza-
tional meeting to elect officers and
approve bylaws. The place is the Disney-

land Hotel and the time is Wednesday,

ple are responsible and creative when

given the opportunity." By getting in-
volved in their own career paths, they
will become more involved in their cur-

rent jobs because employees will know

that if they perform in their current
jobs they will move on their career
paths. Employees need this oppor-
tunity.

CONCLUSION

The people problem isbecoming critical
and positive action must be taken. The
career path program is but one possibil-

ity.
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