
Avoid Having 
Your Day in 
• HRD relationships arc potential sources 
V>d ULM. for numerous lawsuits. To which kind of 

legal actions are you most vulnerable? Learn to take 
precautions now, before you're asked to tell it to the judge. 

By JAMES K. McAFEE and LAWRENCE S. COTE 

Embarking on your new career as 
a free lance trainer, you run your 
first ad: "Be a word processing 

operator or type as fast as one." " fen 
bright-eyed and bushy-tailed trainees file 
in on the first day having prepaid their 
$250 entry fee. At the end of the five-
week course, one student who types no 
faster than he did when he arrived in your 
classroom looks at you with tearful eyes 
and says. "But you promised . . ." T w o 
days later, you hear from his lawyer. A suit 
has b e e n filed cha rg ing you with 
fraudulent misrepresentation. Why didn't 
you see it coming? 

T i m e in court as a defendant in a liabili-
ty suit is at best unpleasant and time con-
suming. Malpractice suits abound in our 
increasingly litigious society. Recently, 
even a college basketball referee was sued 
for making a bad call.1 Although the suit 
was dismissed as frivolous, it highlights 
the increasing vulnerability of pro-
fessionals. 

Most educational malpractice suits have 
been similarly unsuccessful, yet courts 
and legislatures are beginning to express 
a change in attitude. Heightened by the 
clamor for educational improvement , 
specific demands for accountability may 
increase the educator 's t ime in court. 
Although most material writ ten on 
malpractice and liability in education has 
been directed toward the education of 
children, there is no reason to believe that 
those who educate and train adults will 
escape easily, 
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Courts traditionally have taken a broad 
view of what constitutes education. In fact 
we know that the Buckley Amendment , 2 

while providing privacy rights primarily in 
elementary and secondary education, has 
also been applied to postsecondary pro-
grams. In addition, much of the education 
of adults is conducted by nongovernmen-
tal agencies which do not enjoy the pro-
tection of state immunity and other such 
defenses. T h e issue of professional liabili-
ty for educators and trainers is a bomb 
waiting to exp lode—one for which 
preventive measures are imperative. 

What are the general conditions under 
which liability occurs? We will consider 
these and each of the six potential causes 
of action as they apply to individuals who 
i n s t r u c t adul t l e a rne r s in co l lege 
classrooms, corporate and institutional 
training centers or adult programs in 
public schools. More importantly, we will 
conclude with a discussion of preventive 
measures that may reduce the liability of 
the trainer and his or her employer. 

Conditions required for 
liability 

In order for an allegedly injured party 
to seek compensatory damages from an 
instructor or his employer, at least four 
elements must be proven.-1 First, the plain-
tiff must show that the defendant (instruc-
tor/employer) had a duty or owed a stan-
dard of care tha t , if a d h e r e d to, 
represented the minimum required to 
protect the learners from unreasonable 
risk. Second, the plaintiff must show that 
the instructor/employer failed to act ac-
cording to that standard. Th i rd , there 
must be a causal connection between the 
(in)action of the instructor and the re-
sulting injury. Finally, there must be ac-
tual damages. 

If any of these four elements is missing, 
a suit may not be prosecuted successful-
ly. T h i s is especially important where 
malpractice is concerned. In many mal-
practice (but not negligence) cases courts 
have held that there is no clear , 
recognizable standard of duty in educa-
tional matters, T h u s educators cannot be 
held liable for breach of duty.4 In certain 
areas of adult instruction such as medical 
training and the fire service, there are 
comprehensively articulated standards; 
instructors in those areas are more likely 
to be prosecuted successfully. 

Situations of potential liability 
• Injury in the classroom—negligence. 
Liability for injury to a s tudent during 
class has been well articulated in the 
courts. Numerous instructors (including 
a chemistry professor) have been sued 
successfully for failure to "protect" 
students.5 T h e instructor is viewed as the 
supervisor in the classroom and is respon-
sible for minimizing risk to s tudents . If 
students are injured due to the instructor's 
action or the failure of the instructor to 
take action, a successful suit is likely. 
However , much training involves poten-
tially hazardous situations and trainees 
may assume some of the burden of risk 
(e.g. , f i ref ighters , chemis t s , pe t ro-
chemical workers). Yet, the instructor 
may not expose s tudents to risks that go 
beyond that required to accomplish the 
legitimate goals of training. 

For example, a fire service instructor 
would be inviting a legal action if he or she 
required students to climb a ladder dur-
ing an electrical storm. Obviously such an 
activity exposes the student to un-
necessary risk and provides no benefit 
beyond training under less threatening 
conditions. Liability for negligence would 
result due to the action of the instructor. 
Similarly, an instructor who fails to warn 
a student of potential danger is negligent 
for his or her inaction, such as the welding 
instructor who fails to describe the perils 
of welding without adequate eye protec-
tion. Not only is an instructor required to 
provide this instruction, but liability may 
result from a subsequent injury because 
of the failure to enforce the wearing of pro-
tective gear. 
• Injury outside the classroom caused by 
poor or incorrect ins t ruct ion—mal-
practice! negligence. Liability in this instance 
is considerably more difficult to establish. 
Such a situation might exist if a newly 
hired and trained mental health worker is 
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injured by a patient. In this case the super-
visor could be held liable for failure to in-
form the worker of the nature of the pa-
tient. The in-service training instructor 
could he liable as well for failure to teach 
the worker how to deal with dangerous 
clients. Assignments of liability to the lat-
ter professional would he appropriate, 
especially if courses offered by that in-
structor or agency included such instruc-
tion by policy or tradition. T h u s , a stan-

dard of care and a duty would have been 
established by precedent . 
• Injury to a third party caused by poor 
or incorrect instruction —malpractice tneg-
ligence. In this more complex situation, at-
tributing "proximate cause" to the instruc-
tor would be difficult. "Educational 
malpractice" has been treated as an un-
touchable issue by courts until as recent 
as 1976.'' T h e few cases heard by the 
courts in the past decade have been either 

dismissed or decided in favor of the 
defendant . 

But most malpractice suits have con-
tended general damages rather than 
physical harm. Courts (especially dissent-
ing judges) have indicated that there are 
situations in which intervention would be 
l ikely T h e y include cases where a 
recognized standard of care exists and a 
casual connection can be made between 
the (in)action of the instructor and the 

damage that results f rom the actions of a 
present or former student. Such a situa-
tion would exist, for example, when a pa-
tient in a hospital is injured by improper 
medication administered by a worker. If 
the errors in administration were at-
tributable to improper instruction (e.g., 
failure to inform and test) during in-service 
training, then the instructor might be 
liable for contributory negligence. 

Liability might also occur in the case of 
an instructor who endeavors to teach 
fellow employees about the care and use 
of fire extinguishers but fails to teach them 
of the dangers involved in reloading ex-
tinguishers. An extinguisher explodes and 
an employee is injured. Is the instructor 
liable? Probably so, because without his 
instruction it isn't likely that employees 
would have used the extinguisher. With 
proper instruction and evaluation, odds 
are the accident would not have occurred. 

The latter point is extremely important. 
If dangerous activities are involved, then 
the instructor must evaluate the perfor-
mance of the s tudents . |See "Warning: 
Workers at Risk, Train Effectively," p. 51 ] 
In so doing, the instructor is able to docu-
ment that a later error in the former stu-
dent's performance did not result from his 
failure to instruct properly because the 
s tudent did possess, at the t ime, the 
necessary skills or knowledge. 

• Misrepresentation of qualifications of 
t h e b e n e f i t of t r a i n i n g — f r a u d u l e n t 
misrepresentation. Although this appears 
more vague than the previous three, there 
has been at least one related case in which 
a student was awarded $3,969 in damages 
based on a successful claim of fraudulent 
misrepresentation on the part of the 
teaching institution. T h e student alleged 
that the school had misled him regarding 
his aptitude for computer programming 
and the certainty of obtaining a high-
paying job.7 Similar results might occur 
when an H R D consultant enters an 
organization and instructs staff in an area 
in which he is unqualified. 

• I m p r o p e r s u p e r v i s i o n of in-
terns/trainees— negligence. Colleges, cor-
porations, instructors and field super-Circle No. 109 on Reader Service Card 

increase 
Tricks, like quick fixes, are short-lived illusions. 
Make increased, productivity a lasting reality in your organization 
by tapping the potential of NON-SUPERVISORY EMPLOYEES. 
Major U.S. corporations liave done this with INCREASING 
PERSONAL EFFECTIVENESS™, the program especially designed 
for CLERICAL and TECHNICAL EMPLOYEES. 

IPE is a cost-effective, in-house program that: 

• Increases individual and team productivity 
* Improves manager/employee communication 
* Increases job satisfaction 
• Encourages individual responsibility for career growth 

Call today and let us tell you about our measured results at 
America's best-run companies. 

Employee 
ij\itm Development 
ShES Systems, inc. 

The Employee Development Specialists 

TWO NQRTHPARK PLACE • SUITE 206 • KINGWOOD, TEXAS 77339 < (713) 358-3686 

Training and Development Journal, April 1985 



visors must be wary of this problem. Ac-
cording to Kapp (1984) trainees are 
viewed as "unlicensed lay persons"8 (p. 
143) and any client receiving services 
from a trainee rather than a licensed (or 
certified) professional must be informed 
of the trainee's status. T h u s , if an 
o rgan iza t ion uses the s e rv i ce s of 
psychology student interns, it must in turn 

inform its clients. 
Such a situation would occur when an 

organizat ion provides counsel ing to 
employees who have drug, alcohol or 
other problems. Perhaps the director of 
the counseling program has agreed to 
supervise psychology students who will 
assist him with the program. In order to 
minimize liability, several conditions must 
be met. First, clients must be informed of 
the trainees' status and may elect to reject 
any therapy. Second, there must be a for-
mal agreement which details the respon-
sibilities of the organization, the college 
and the field supervisor. Third , there 
must be specific guidelines for controlling 
the quality of the trainees' work. Finally, 
the task completed by the trainee must be 
documented and directed by the field 
supervisor.9 

• Improper communication—breach of 

confidentiality or defamation. Causes for 
legal action may include libel (written 
communica t ion) , slander (oral com-
munication) or breach of confidentiality 
(written or oral). An instructor acquires a 
great deal of information about s tudents . 
Th is is true in college classrooms, adult 
education classes, corporate and public 
employment training programs and in 
H R D consulting. An instructor may be 
required to communicate to others about 
the performance of trainees. T h e Buckley 
Amendment and the courts have outlined 
the rights of students insofar as that infor-
mation is concerned. It is imperative that 
instructors realize that the Buckley 
Amendment also provides access to 
educational records for s tudents at all 
levels. Therefore the instructor must take 
care that information placed in files is not 
libelous (i.e., untrue, bringing about 
disgrace or causing damage to the 
student) .1 0 In addition, the instructor 
must restrict oral communication, reveal-
ing information only to those who have a 
legitimate right to it such as the student 's 
supervisor in an in-service situation. T h e 
communication must be factual and free 
of malice. 

Consider the following: A consultant is 
hired by the XYZ corporation to train 
secretaries on newly acquired word pro-
cessing equipment . O n e secretary has 

great difficulty in learning proper opera-
tion of the equipment . During a lunch 
break, the consultant strikes up a conver-
sation with a supervisor in the manufac-
turing depar tment . While describing his 
training, he ment ions the secretary and 
refers to her as "incapable of learning." 
T h e consultant has committed several in-
fractions. First, here is a breach of con-
fidentiality. The re was no legitimate pur-
pose for this communicat ion since the 

supervisor was not the secretary's boss. 
Second, it is slanderous. Had the consult-
ant made a factual statement (that she was 
unable to do ABC process after two hours 
of instruction) he would have been guilty 
of only breach of confidentiality. 

It would appear that errors in com-
munication and negligence that lead to in-
jury are the cases most likely to result in 
awards against the trainer. T h e r e is a 
history of litigation in these areas. 
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Defense Strategy 
If a law suit arises, there are several defenses possibly available to trainers and organizations: 

• Sovereign immunity—applies only to governmental agencies, depends on state law and is fast eroding 
in courts across the country. In essence it prevents private citizens from suing the government . 

• Statutory immunity—applies to specific actions of specified individuals/groups. T h e immunity is 
specifically by legislative action. 

• Assumption of risk—applies when trainees are voluntary and know the risks involved in training (e.g., 
rescue workers, police or firefighters). It does not provide protection when injury occurs due to 

negligence. 
• Contributory negligence—applies when the action of a trainee results in part in his own injury. It does 

not provide total defense if the instructor's actions also contributed to the injury. 
• Charitable immunity—applies to agencies or individuals who are engaged in work that is essentially 

charitable/nonprofit (e.g., C P R instructors for Red Cross). It only applies in states with appropriate 

legislation. 

Malpractice in education is a recent con-
cept. It is, how ever, in the minds of many 
educators and training professionals, fer-
tile ground for aspiring attorneys. 

Protections and remedies 
T h e r e are many actions instructors or 

organizations may take in order to reduce 
the likelihood of legal action as a result of 
educational wrongdoing. S o m e are com-
m o n s e n s e , o t h e r s r e q u i r e s o m e 
understanding of the law as described. 

Several precautions are safety related. 
Instruct and test all s tudents in the safe 
operation of equipment. Maintain written 
learning objectives and document each 
training session. [See "Warning: Workers 
at Risk, Train Effetively,"p. 51]. Regular 
ly check equipment to see that it is in 
good condition and enforce the use of pro-
tective clothing. Don't leave your class 
unat tended while they are engaged in a 
potentially dangerous task. 

Make sure your trainees are lit for the 
task. Require proof of recent physical ex-
ams prior to involving s tudents in 
strenuous activity. Adapt programs to the 
needs of handicapped students . R e m o v e 
intoxicated students who may endanger 
themselves and others. 

Be honest with your class. If interns are 
used, make sure they are identified, 
supervised and trained. Provide students 
with a written description of the course 
and your expectations. D o not oversell 
t h e c o u r s e or m i s r e p r e s e n t y o u r 

qualifications. 
Finallv, respect student privacy. Do not 

discuss one student with another, unless 

mmmmmmammmmmmmmmM 

Errors in communication 
and negligence that lead 
to injury are the cases 

most likely to result 
in awards against 

the trainer 

he or she has a legitimate right to the in-
formation. In reporting student progress, 

convey only facts. ("Mr. 
obtained a score of (t out of 10," not, "Mr. 

performed at a mediocre 

level.") 
Approximately 1200-1300 suits are 

brought against educators each y e a r . " In 
addition, countless suits are brought 
against individuals/groups who are not for-
mally educators but whose mission is 
teaching. One concerned the parent of an 
E S T trainee who charged the trainer with 
negligence in the death ot her son, claim-
ing that he had died as a result of emo-
tional stress. Causes for litigation broaden 
daily and absolute protection is impossi-
ble. But as one writer has stated simply, 
the best protection available to education 
and training p r o f e s s i o n a l s " . . . is to act in 
good faith as a reasonable man would act 
under all the circumstances."12 
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agers demands a more integrated, in-
dividualized process that provides job 
assignments, role models and other work-
place "events" that develop key manage-
ment competencies. It is based on obser-
vations of how successful managers learn 
best: through the challenges, hardships, 
victories and role models (both desirable 
and undesirable) of their own work 
environment . 

In his controversial 1971 article, "Myth 
of the Well-Educated Manager," J. Ster-
ling Livingston laid some of the ground-
work for "events"-based management 
development . "Many crucial managerial 
tasks are not taught in management 
education programs but are left to be 
learned on the job, where few managers 
ever master them because no one teaches 
them how. . .what takes place in the 
classroom often is miseducation that in-
hibits their ability to learn f rom their ex-
perience. Commonly , they learn theories 
of management that cannot be applied 
successfully in practice, a limitation many 
of them discover only through the direct 
experience of becoming a line executive 
and meet ing personally the problems 
involved."2 

Reg Revans. in his work on action 
learning, emphasized managers' need to 
learn from direct experience, where "one 
has something to lose by making a 
mistake, as well as something to gain from 
finding a workable solution. Exercises that 
involve no emotional threat teach only 
how to work on exercises that involve no 
emotional threat."3 

When writing about transfer of learning, 
David. Casey objects convincingly to 
management coursework: "If manage-
ment were less of a whole-person activi-
ty and more of an intellectual activity, 
courses would work because the transfer 
would be from one cognitive activity to 
another . . .Transfer of learning from one 
whole-person experience to the next 
whole-person experience can only be 
achieved by a learning model which ac-
cepts the trauma of real management ac-
tion for what it is—a bewildering and 
punishing assault from all sides on a per-
son's mental, emotional, physical, and 
even moral capacities at the same time."4 

Nice work, if you can get it 
T h e debate is not merely one of duel-

ing methodologies. Dissenters argue that 
the content of traditional management 
education is irrelevant at best , Liv-
ingston's "miseducation" at worst. 

What shoulda manager be able to do? 

Plan, control, staff, organize and direct 
are the time-honored quintet of manage-
ment competencies. "None of the above" 
or "It depends" may be better answers. 

"The mix of knowledge and skills that 
d i s t i n g u i s h e s s u c c e s s f u l m a n a g e r s 
depends on the set of circumstances," ac-
cording to Carl Long, acting manager of 
management education for Mobil Oil Cor-
poration. i t ' s a situational thing. Someone 
who ma'riages successfully in the military 
may not succeed in a small, rapidly grow-
ing company like Apple Computer . " 

Long says managers need to be more 
sensitive to their envi ronment , so that 
learning becomes a daily, on-the-job pro-
cess, one more valuable than "learning 
abstract concepts at a five-day meet ing 
away from their environment ." 

Likewise, British management scien-
tists John Beck and Charles Cox call for 
t he development of learning-to-leam 
skills—"metaskills"is the term they u s e -
that help managers cope with a rapidly 
changing world. Managers should be 
made more sensitive to their own learn-
ing and development processes, say Beck 
and Cox. so that every experience 
becomes a learning experience.5 

A f ive-year s t udv of s u c c e s s f u l 

manager's typical day as a series of seem-
ingly random, reactive, disjointed activ-
ities. behavior that runs counter to our im-
age of the disciplined, to-do-listed 
management success story. T h e effective 
managers were "adept at grasping and tak-
ing advantage of each item in the random 
succession of time and issue fragments 
that crowd (their] dav[s|."" In other words, 
effective managers are skilled at getting 
people to accomplish what needs to be 
done, in an actual business environment. 

"Management training courses, both in 
universities and in corporations, probably 
overemphas ize formal tools, unam-
biguous problems, and situations that deal 
simplistically with human relationships," 
Hotter writes. He cites time management 
and "how to run meetings" seminars as ex-
amples of programs "based on simplistic 
conceptions about the nature of man-
agerial work."9 

Kotter also objects to university-based 
programs' emphasis on formal quan-
titative tools: "All evidence suggests that 
while they are sometimes relevant, they 
are hardly central" to effective managerial 
performance. 1 0 

As a turncoat from Harvard Business 
School, that bastion of analytical manage-

It was the kind of job, not its subject matter, that helped 
managers learn most. 

managers conducted by Harvard Business 
School Professor John P. Kotter found a 
"rather large gap" between the conven-
tional notion of management functions, 
tools and systems and the actual behavior 
of effective managers. T h e gap is a churn-
ing moat of uncertainty, ambiguity and 
the "diversity and volume of potentially 
relev ant information," as well as the "dif-
ficult human environment." Successful 
managers bridge the gap —figuring out 
what to do and getting it done—through 
subtle, complex techniques of "agenda 
setting" and "network building."6 

Agenda setting involves developing 
both general and specific, loosely con-
nected goals and plans that address long-, 
medium-and short-term responsibilities. 
Netw ork building is a continual process of 
developing cooperat ive relationships 
among those people the manager believes 
are necessary to satisfy the agenda.7 

A report on the study published in Har-

vard Business Revim describes a successful 

ment techniques, Kotter is in good com-
pany. J. Sterling Livingston was a pro-
fessor of business administration there 
when he wrote the following: 

"Preoccupation with problem solving 
and decision making in formal manage-
ment education programs tends to distort 
managerial growth because it over-
develops an individual's analytical ability, 
but leaves his ability to take action and get 
things done underdeveloped."1 1 

Livingston said the ability to solve 
problems and make decisions is "respon-
dent behavior," and managers must excel 
in "operant behavior"—finding problems 
and opportunities, initiating actions and 
following through to attain desired 
results—that must be acquired through 
direct personal experience on the job.1 2 

"Guided practice in real business situa-
tions is the only method that will make a 
manager skillful in identifying the right 
things to do."13 

Livingston claims managers can learn 63 
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another critical aspect—their own per-
sonal managemen t style—only through 
"firsthand exper ience on t h e job."14 H e 
claims studying managemen t theory is 

worthless, that a manager "cannot become 
effect ive by adopting the pract ices or the 
managerial style of someone else. . . What 
all managers need to learn is that to be 

successful they must manage in a way that 
is cons is tent with their unique personali-

ties."15 

If the requi rements for successful 

managemen t are so cont ingent on the in-
dividual and his or her circumstances, can 
we trust any generic model of manage-

ment knowledge and skills? 
Yes, according to Esther Lindsey of the 

Center for Creative Leadership, who par-
ticipated in the center's extensive research 
on how executives learn, grow and change 

It's c o m m o n knowledge that not 
everyone can be a good manager , even 

those (perhaps especially those) who are 
m o s t t echn ica l ly p r o f i c i e n t . W h e n 
technical specialists are called up to 
managemen t ranks, they often cannot 
overcome their s t rong ego identification 
with technical compe tence and their need 

for independen t responsibility, feedback 
and efficiency, condit ions sorely lacking 

in day-to-day managemen t . 1 6 

Many have wri t ten about how to help 
technical people m a k e the transition to 
management , but some suggest we're try-

ing to train people in untrainable qualities. 
"You may know what characteristics make 
a successful basketball player," says 
Mobil 's Carl Long . "But you can't train 

s o m e o n e to be tall. N o r can all tall people 

be good basketball players." 

• n g M H Mill ill! I'll'HI1 M M 

Effective managers are skilled at getting people to 
accomplish what needs to be done in an actual business 
environment 

mum 

throughout their careers. W h e n they in-

terviewed fast-track execut ives to deter-
mine what knowledge, skills and charac-
teristics contr ibuted to their success, 

researchers found 16 "events and 31 
lessons learned from those events that led 

to successful management careers. 
T h e 31 lessons can be grouped into 

four basic arenas in which effective 

managers mus t be c o m p e t e n t : 
• technical or business knowledge; 
• people skills ("A t remendous array," ac-

cording to Lindsey. "There 's not just one 

interpersonal skill."): 
• mee t ing the demands of ass ignments 

(accept ing responsibility, making deci-
sions, get t ing the job done) ; 
• surviving hardships and growing as a 

result of t hem. 
T h e kinds of events that taught these 

lessons, and how this information can be 
applied in the work place, will b e dis-

cussed later in this article. 

Who comes first 
If it seems difficult to separate what 

managers should know f rom how they 
should learn, it is. It is also difficult to 

separate what they should know from who 
they should be . S e l e c t i o n - p u t t i n g the 

r igh t i n d i v i d u a l s on m a n a g e m e n t 

64 tracks—is critical. 

Mobil under took an intensive study of 

p e t r o l e u m e n g i n e e r s to l ea rn t h e 
characteristics that distinguish successful 

career engineers f rom those who b e c o m e 
successful managers . T h e y developed a 
c o m p e t e n c y m o d e l , based on skill 
clusters, that helps recruiters in t he selec-

tion process . 
O n e cluster involves developing a net-

work of information sources and being 
able to draw on t h e m quickly. Another 

relates to the ability to analyze engineer-
ing principles creatively to solve problems 
and gain fresh insights—to consider rever-
sing a principle to see what happens , for 
example . A third cluster conce rns the in-
terest and ability to influence and involve 

people. 
Interestingly, when a group of ex-

perienced engineers were invited to sug-
gest traits of a successful manager , their 
model differed significantly. T h e y "grossly 
o v e r e s t i m a t e d " t h e i m p o r t a n c e of 

technical knowledge, according to Long. 
While technical excel lence may not be 

the road of managerial success , most 
agree that a certain level of technical com-
petence and business knowledge is essen-
tial. Hiring s o m e o n e who does not know 
the business because he or she is a suc-

cessful "professional manager" is risky, ac-
cording to John Kotter. "Especially for 
large and complex businesses, this condi-

tion suggests that 'growing' one's own ex-
ecutives should have a high priority."17 

Creating events 
If formal classroom management train-

ing has little value, and individual-driven, 
on-the-job deve lopment a great deal , is 
there any room for p lanned, s t ructured 

management learning? D o we simply 

select as best we can for managerial traits, 
put the candidates on the job and let them 

develop? 
Fortunately, a number of strategies ex-

ist for developing the knowledge and skills 
managers need, in their own environ-
ments . T h e C e n t e r for Creat ive Leader -
ship's research points to the educational 
value for managers of specific kinds of 
events . T h o s e responsible for manage-

ment training can model developmenta l 

opportuni t ies after these . 
Four types of events were significant: 

assignments, o ther people, hardships and 
a catch-all category labeled "other events . 
T h e managers who were interviewed ex-
per ienced these events fairly randomly 
and usually on the job, although some 

e v e n t s t h a t i n f l u e n c e d w o r k - p l a c e 
behavior took place in their personal lives. 

T h e executives learned most from their 

ass ignments . Five kinds of ass ignments 
taught different lessons; it was the kind of 

job, not its subject matter , that helped 
managers learn most . A fix-it assignment, 
such as turning an ailing business around 
or cleaning up a troubled depar tmen t , 
teaches lessons in building and using 

organizational s t ruc ture and control 
systems, restructuring problems and mak-
ing changes in product lines and reporting 
relationships. Such an assignment also can 
prompt the discovery that lateral relation-

ships are critical, that a manager mus t be 
able to gain cooperation from people over 
whom he or she has no formal authority.1 9 

A start-up ass ignment such as creat ing 
a bus iness f rom scratch can teach 
managers what it means to stand alone, to 
take full responsibility, to take risks and 
persevere under adverse condi t ions . 2 0 

Assignments teach business knowl-
edge. technical expert ise , knowledge of 

the organization as a sys tem and self-
confidence, according to Esther Lindsey. 

But the self-confidence born of com-
pleting assignments successfully mus t be 

t empered by the humility learned from 
suffering "hardship" events ; arrogance is 
a potential "derailing" characterist ic iden-

tified by the s tudy. 

Is this simply another version of job 
rotation? N o , say the center 's Michael 
Lombardo and Morgan McCall: "Rotating 
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managers just to expose them to law or 
finance or marketing (job content) is not 
as valuable to them as a diversity in their 
types of experience (job circumstances). 
Diversity teaches more than the repeti-
tion of one type of experience even when 
the repetition carries with it additional 
responsibility or exposure to a different 
division or business."21 

The lessons learned by observing other 
people, especially the manager's im-
mediate boss, are also influential. T h e 
process is different from mentoring; in 
fact, the study found overdependence on 
a single advocate another derailing 
characteristic. Instead, it is a gradual 
developing of the executive's manage-
ment values through a variety of role 
models, both "good" and "bad." 

T h e managers reported learning more 
intensely from observing "bad" bosses 
than "good," according to Lindsey. "When 
they saw a boss demonstrating desirable 
behavior, the managers tended to tuck the 
lesson away for future use. T h e lessons 
learned from a really bad boss—one who 
was observed failing to support his subor-

dinates, for example—were far more po-
tent. T h e managers reacted strongly and 
immediately, and years later, still used 
strong words like 'I vowed to be different' 
in describing the incident." 

"Other people* events were often where 
managers first witnessed the derailment 
qualities and their destructive potential, 
and so learned to watch carefully for 
evidence of those tendencies in their 
behavior. 

"Hardships" events tended to change 
the managers by giving them a depth of 
understanding and a need for introspec-
tion they may have lacked previously. 
These important lessons taught them 
humility, to value mistakes as well as suc-
cess, to learn from them, but to move 
beyond them quickly and thoroughly. 

According to Lombardo and McCall. 
"Sixty-six percent of the executives 
reported either missing promotions, be-
ing exiled to poor jobs, being demoted or 
fired, being caught in a major conflict with 
a boss, contributing to a business failure, 
or simply being overwhelmed by the enor-
mity of the job."22 

"We need to value negative situations," 
Lindsey claims. "They are important 
development grounds, really powerful 
shapers of people." 

How much meaning do the experiences 
of fast-track executives have for lower 
level managers? T h e center recently ex-
tended its research to include lower and 
middle managers; the results thus far 
show that the same lessons apply. "Cer-
tain events drive certain lessons," says 
Lindsey. 

How can human resource development 
professionals ensure that the right kinds 
of events happen to people? Interview the 
top managers in the organization to learn 
the events that shaped their success, and 
create similar development opportunities 
for the "readv-soons," says Lindsey. 

"It takes managerial tasks to develop 
managers, and there often aren't enough 
management positions for all those with 
talent. But you can give non-management 
personnel assignments and exposure to 
role models to help them develop man-
agement skills now." 

Lindsey notes that creating and moni-
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From Other Corners 
Many strategies apply the principles of 

events-based management development. 
Here are. a few. 

• The "ID" manual— Marriott Corpora-
tion's Individual Development program for 
new hotel managers makes each participant 
responsible for his or her development. As 
explained by division training manager 
Jerry Goldstein, "ID trainees" are placed on 
a property for eight to sixteen weeks arm-
ed with a manual of tasks to be completed 
and signed off by appropriate coaching per-
sonnel. Informal mentoring occurs as 
trainees learn on the job in planned 
development events. 
• The task force—Managers and technical 
people with management potential col-
laborate on solving a problem or com-
pleting a task. Cross-skill development 
takes place as participants exercise inter-
nal consulting skills, analytical skills, oral 
and Written presentation skills, team 
leadership skills and evolving managerial 
styles. 
• The manager as developer— A leaders 
orientation should be "how can each prob-
lem be solved in a way that further develops 
my subordinates' commitment and 
capabilities?" This is one of the principles 
of a leadership model presented by David 
L. Bradford and Allan R. Cohen in their 
book Managing for Excellence: The Guide to 
Developing High Performance in Contemporary 
Organizations." Read the book, or its ex-
cerpt in the January 1984 issue of Training 
& Development Journal, to learn how it 
works. 
• The simulation exercise— Large-scale 
simulation exercises like the Center for 
Creative Leadership's Looking Glass pre-
sent participants with dozens of problems, 
"not in the tidy array of a business school 
case study, but in the hectic disarray of a 
busy day's memos, meetings, casual con-
versations, phone calls and interruptions.'"-" 
What simulations lack in real-work value, 
they make up in their telescoping of events 
and lessons into a few days' time. Trained 
debriefers help maximize the benefits of 
lessons learned. 

toring such events offers an excellent ap-
praisal opportunity: "Watch how potential 
managers react to a negative event , like 
a bad boss. D o they merely cope? D o 
they give up? D o they learn a lesson?" 

T w o tools are being developed for ap-
plying the center's research: an executive 
inventory based on the 31 lessons, and a 
job-analytic tool that will help determine 
the core demands of a job and assess what 
lessons a manager can expect to learn 
from performing it. Both tools should be 
ready by the end of 1985, according to 

Lindsey. 
"Eventually we hope to marry the two 

tools," she says. "We'll be able to look at 
the available assignments and determine 
who's best for that job—not who's most 
expert at the job's demands , but who 
stands to develop most from performing 

that job." 

Mentoring revisited 
While the Center for Creat ive Leader-

ship's research discounts mentoring as a 
mangement development tool, other 
evidence points to its effectiveness. In The 
Mentor Connection, Michael Zey argues 
convincingly for mentoring as a continual, 
events-based, on-the-job learning ex-
perience, and a less haphazard approach 
to the developmental strategy suggested 
by the center. 

Among his points: Mentoring facilitates 
learning by observing superiors at work 
because it offers a " f reeze f rame" 
opportunity—the chance to stop the men-
tor in progress and ask, legitimately, why 
he or she chose a course of action.2 3 

Zey says mentoring is superior to role 
modeling because a good mentor involves 
the protege in the decision-making pro-
cess; role modeling becomes role par-
ticipation, an actual trying on of the 
managerial hat rather than mere window-
shopping. "Role participation is as dif-
ferent from role modeling as on-the-job 
training is from textbook learning," Zey 

asserts.2 4 

Don't throw out the Hrieker's 
"Would my education rob me of what 

made me a good manager?" wondered one 
first-year Harvard Business School stu-
dent who had already been a manager.2 5 

S o m e especially strident voices aside, 
most would admit that formal manage-
ment training, whether in an academic or 
corporate setting, has some value. Many-
believe that soft U.S. productivity calls for 
skill-building in precisely the analytical 
areas —work- leve l f o r ecas t i ng , cost 
ana lys i s , r e s o u r c e s c h e d u l i n g and 

allocation—that a few have damned, 
Classroom training can even offer some 
valuable templates for interpersonal skills 
such as pe r fo rmance feedback and 
coaching and counseling. 

In fact, one of the "other events" valued 
by the Cen te r for Creative Leadership's 
successful executives was formal course-
work. T h e y said participating in courses 
with other managers, especially those out-
side their company, gave them a chance 
to compare their knowledge and skills 
with others' . T h e y said courses could be 
verv valuable when timed to correspond 
with their developmental needs, when 
they could study a concept one night and 
apply it the next day in their own 

envi ronment . 
Survey results promising "a revolution 

in management training and develop-
ment" were published in a recent issue of 
Training & Development Journal\lb Such a 
revolution would certainly be bloodless, 
as the data showed survey participants 
calling for the same old topics, peppered 
with a few new information technology re-
quirements , using the same old method-
ologies. 

If nothing else, data like that publiciz-
ed by the Center for Creative Leadership 
should make human resource develop-
ment professionals rethink some of the 
old bromides. 

"Too of ten, trainers know a set of 
characteristics for good managers and 
simply try to train people in them," says 
Carl Long. "They're like a coach who 
wants athletes with speed, stamina and 
agility, who trains players in those areas 
and then sends them out to play without 
describing the game they're going to play, 
without teaching them the rules of the 

game. 

"We train managers in problem-solving, 
planning and organizing without ever put-
ting them in context. W e have no recogni-
tion of the game they're playing; we leave 
that entirely up to them." 

Events-based management develop-
ment helps train skilled managers who 
know the rules of the game. 
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