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ABSTRACT

"This paper summarizes selective
material found in the professional
literature which collectively suggest a
variety of characteristics that would be
desirable in an eaployee development
program for Managerial and executive
levels.
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SUMMARY

14 e
r"{hcro is clear evidence that the mix of required skills and

knowledge is quite different for workers, supervisors, managers, and
executives, Consequently, development occurs at all stages in career
progression., Strong indicators suggest that guid;d on-the—-job exper—
ience is more valuable than classroom experience in developing an
understanding of work processes, although the classroom is a preferred

forum for the development of conceptusl skills., Technological obso-

lescence of senior parsonnel is a common concern ecross—the -browh /' -

sptctrurvf} private and public enterprise. Empirical evidence strongly
suggests that, given an adequate experience background, certain personal
characteristics are primary determinants of performance excellence.
Other studies suggest that ac_:h:levenent is related to positive and
supportive attitudes, While breadth of experience is often highly
regarded, personnel pric:icos tend to foster specialization. Serious
attention to issues relating to employee development, over a broad
spectrum of American public and private enterprises and over a very long
period of time, clearly indicates that there is no preferred, most

effective, or ?ﬁescff’)progran design. Each enterprise must design its

own program to Efit its own environment,
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INTRODUCTION

There is an abundance of professional literature that relates to
the carser development of managers and executives, Moreover, an
extensive bibliography can be assembled for almost any past period. The

issues and concerns rclatihg to managerial development are common to

many large eﬁcetptises, and they are persistent, This paper selectively
reviews this information, integrating general industry and government
research material,

It is emphasized that this is a selective review of the litera~-
ture. Material directly referenced was chosen because it was considered
to be most pcrtinﬁn: to issues perceived to be present in the
development of managers and executives, Some natcrial.of equal value is
not referenced because it duplicates observations already discussed,
Still other material forms an important background, but is not
referenced because it is less relevant to career development of managers
and executives., |

While the individual is responsible for mgintaining and enhancing
personal competence, organization design and managerial practice should

facilitate development of a motivated and up-to-date work force,

Thompson and Dalton {1] cite an informed opinion that likens each person
to a one-man business with a production function (doing today's job

vwell), a marketing function (selling one's services), and an R&D ]
function (developing capabilities that will be marketable in the
future), There is some evidence that as corporate interests in career i

development are reflected in more institutionalized development acti-
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vity, some individuals reduce their attention to self-development and
rely more on employer initiatives on their behalf [2]. The recommended
corrective act;on is to formulate self-development objectives from
constructive criticisms in performance appraisals and other evaluative
feedback.

Although many persons consider and report themselves as being ambi-
tious, thers is often a notable lack of personal involvement in prepar-
ing themselves for promotion., Farnsworth reports that managers who
aspire to superior positions often fall to appreciate the true extent of
skill and knowledge these jobs require. “Technical specialists in
particélar are prone to overvalue the importance of sheer technical
expertise in a mansgerial job, and to ignore the qualities of
leadership, administrative ability, and rigorous financial control”
(ibid.). Unless more accurately targeted, self-development under such
circumstances is likely to be ineffective,

A related problem is the reluctance of some to accept greater
responsibility—to actively avoid career development, self-directed or
otherwise, Most writings on this issue cite organizational impediments,
assuming that the work ethic will not produce persons content to remain
in non—-growth jobs. Avoidance of responsibility is described as failure
to delegate effectively, responding when a subordinate finds it easier
to ask the boss to rasolve a difficult problem, fear of criticism, lack
of necessary information or resources, excessive current work, lack of

self-confidence, and inadequate incentives, Employee development acti-~
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vity that will effectively "reach” such persons requires prior action to
correct whatever organizational impediments are 1dentifi§d (31.

While individual occupational growth is conceded to be an indi-
vidual responsibility, it is also acknowledged that organizations should
be designed so that exercise of that responsibility will flourish for
those so inclined [1].

A frequent observation is that there are several distinct stages or
phases of & career. Progression can be arrested at any stage for a
variety of reasous, but employee development activity should recognize
the entire range. In its simplest definition, career progression 1is
described as a gradual incresse in personal discretion in doing one's
work,llatl; including supervision over others, and subsequently includ-
ing influence on the operations of the enterprise [4]. Thompson and
Dalton [l] suggest that there are four distinct phases in a career: an
apprentice stage (whers some can remain for most of their careers)
characterized by routine work and close supervision; an independent
worker stage characterized by a defined area of personal responsibility
with expanding relationships; a “"mentor stage” characterized by multiple
areas of responsibility, increased breadth of substantive skills, and
involvement in the development of others; and a fourth stage in which
one has significant influence over the affairs of the enterprise as idea
innovator, internal entrepreneur, or upper level manager. An even more
complete concept of a career is developed by Pyle as a branching process

[15]:
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This concept is attractive because of its realistic recognition that
some will remain in non—-leadership roles and all will eventually
“disengage.” While there is abundant material in the literature about

' employee development for career advancement, there is a dearth of in-
formed guidance on employer development activity that does not prepare
one for promotion., Information is also scant on maintaining motivation
and productivity in the disengagement period., These issues are general-
ly addressed only obliquely in material on coping with midiife crises,
stress, and disappointment. In any event, it appears prudent that
employee development activity recognize that distinct phases do exist in

career progression, It would be sensitive and humanitarian at least,

and probably valuable in terms of employee productivity, to consider the

“stuck” and declining career as well,

ROLE DIFFERENTIATION
One point that enjoys an absolutely unanimous conclusion is that

promotion to any supervisory position brings into play new requirements




for skills of leadership and communication, and a need to attend to
development of human resources, It is generally acknowledged that the
best worker is not necessarily the best candidate for a supervisory
position because the supervisory job requires attributes different from
the worker job, yet workar cxcellenc§ is typically the basis for promo-
tion to supervisory positions. This change is typically abrﬁpt and
often traumatic, not only because former colleagues suddenly become
subordinatas, but becausa the new sdpervisor is often poorly prepared
for the new role [6].

It has long been considered that a similarly distinct interface
exists between supervisory and managerial positions. An emerging theme
suggests that an equivalent interface exists between managerial and
executive positions [7,8],

The excellent performer at any level becomes a prime candidate for
promotion to the next level, even though work in the lower level posi-
tion may not have prepared one for what is a quite different role.
Ashton et al, [9] characterize judgments about past performance (for
example, excellence) as appraisal, and judgments about future
performance as career development. Since promotion across the
worker/supervisor, supervisor/manager, and manager/executive interfaces
involves transition to a new role, with its own knowledge and skill
requirements, typically different from the requirements of the former
role, there is a need for career development activity at every stage of

career progression. Often authors don't distinguish among these

interfaces and use identical terminology in addressing them., Pomerleau




describes the different interfaces as comprising "a bewildering variety
of forms and innumerable philosophies and #pproaches' (101.

The literature generally emphasizes role differentiation as an
essential element of employee development. Role differentiation makes a
distinction between workers, supervisors, managers, and executives,
While the terminology varies widely, a consensus in the literature
appears to be that executives give force and direction to corporate
effort by formulating broad business strategies, developing general
policy statements and organizational objectives, establishing the major
division of resources among anission areas, authorizing the initiation of
significant effort, and monitoring its execution. Managers plan and
direct the effort to achieve these objectives, generally controlling ¢
allocation of resources in the execution process. Supervisors direct
and control the work done by individuals, although in many occupations
the work is performed with considerable independence [4,6,7].

Role differentiation is significant because the mix of knowledge
and skills required is somewhat different in each capacity, with obvious
implications in employee dcveiopnent. Supervisory skills emphasize
leadership theories, human motivation, and work scheduling in addition
to whatever knowledge of the work process is required, Manigerial
activity emphasizes coordinative and liaison skills, analytic tech-
aiques, and a deeper appreciation of organizationmal mission and objec~
tives. Executive duties require skill in balancing multiple forces,
strategic thinking, conceptualization, personal flexibility, consul-

tation, and dealing in hostile environments., The transition from one




role to another is analogous of that from worker to supervisor:
excellence of personal performance is a primary reference for candidacy,
but does not necessarily predict: success in the different role.
Different knowledée and skills are required, and to the degree that they
are not possessed, they must be acquired., Thus, employee development is
neceisary at all levels.

The general implication is that these transitions are vertical
changes in an organization's hierarchy of management, but this is not
universally true., In very large and complex organizations the division
between manager and executive is often unclear. Further, in some high-
technology firms, maintaining an adequate technological base (including
individual engineers and scientists compensated at executive levels) is
cousidered necessary for survival of the enterprise, and corporate
resources are devoted to ensure that the technological base does not

atrophy [11].

MAINTAINING TECHNOLOGICAL CURRENCY

Maintenance of a technological base immediately raises two related
issues, each with an extensive literature: avoiding occupational obso-
lescence (that is, maintaining “currency”) and extending career opportu-
nities for cdgin.cta and scientists outside management functioms (that
is, the "two—-track”™ system),

Occupational obsolescence is characterized as a phenomenon preva-
lent in a rapidly advancing technology in which practitioners are so

occupled in day-to-day duties that they have no time to maintain an
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intellectual currency with their occupation. A 1976 study suggests,
however, that the cause of obsolescence might be organizational rather
than technological {[6]. Based on interviews with 200 professiomals in

large R&D organizations, this study found that the high performers were

exposed to no more formal education experiences than others, that high .

or low performance of an individual tended to be consistent over time,
and that negative performance was more correlated with uncomplicated and
unchallenging assignments than with age., The study concluded that, if
allowed, a maturing career will pass through four stages of progres-
sively broad and varied assigmments, and performance will decline if the
career is arrested or impeded somewhere along the line., The study also
concluded that less effective organizations have built-in obstacles to
career maturation. The study suggests that representative obstacles
include "devaluation of technical comtribution” by a reward system that
provides most recognition to managers, and concern with product exclu-
sive of career considerations, as when one 1is "trapped” in a successful
project for so long that experience growth is hampered.

While providing a valuable insight into career progression, the
conclusions of the cited study are, in degree, unrealistic, Organi-
zations are still roughly pyramidal in structure—there are successively
fewer positions in higher echelons., Not everyone will advance to the
CEQO position or to secona or third echelons. Some significant number of. )
careers will mature at middle levels, and it is imprudent to accept that
performance of this large group will ine§1tab1y decline, Nor are there

unlimited oumbers of separate efforts at the technological frontier to
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fully challenge each person in a work force with a complex task at the .

cutting edge of technology.

TWO-TRACK CAREER SYSTEMS

The highest levels of career opportunities exist in managerial
positions, and are severely limited for all specialist occupations in
non-managerial roles. If an engineer, scientist, or other specialist
aspires to a senior .level, the surest route is via a management posi~
tion, This “drain” of engineers has been decried for several decades
and is considered a current problem as well [ll1]. Industry response,
where response exists at all, has taken two forms: “stretching”
engineering talent by augmentation with sub-professional and clerical
assistance, and creation of very senior, non—managerial technical
positions, as is done in IBM and Xerox., Both responses would require
additional high—-level position authorizations adding to overhead.

Giving serious consideration to extending a two—-track system is

nonetheless appropriate, and mot just because of a shortage of engineers

and scientists, As will be discussed in a later section, there is some

evidence that managers, engineers, and scientists all have different

value systems., Converting one who is dedicated to “"doing” engineering

and science functions into a senior level manager not only removes one

from a direct technical contribution, but also presents the need to

restructure personal values——a notoriously difficult task.

There is evidence that the drain of engineers out of a technologi-

cal discipline 1is accompanied by an even more subtle influence than
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simply moving into "management.” As the business environment becomes
increasingly more complex, additional staff specialists positions tend
to be created, Both line and staff positions lead "to the top.”
However, the line official works in a more arduous eanviroument, Miners
{12] suggests that staff officials enjoy most of the recognition and
rewards afforded line officilals, exercise considerable influence if only
because of consistent support by the head office, are in a positiom to
critique actions taken by line officials, and share little if any
accountability for achieving the line objectives. Miners opines that
“only a fool will choose the tougher route.” To the extent that Miners'
hypothesis is accurate, not only are engineers and scientists migrating
out of their technologies, but they aren't even moving into missiom—

achieving line managerships.

DIRECTIONS OF CAREER PROGRESSION

Miners'Ahypochcsis should not be lightly dismissed, for there is
much evidence that careers progress in response to perceived and
available opportunities rather than in accordance with a grand scheme
(whether individual or corporate), One study involved 60 managers
occupying positions of considerable responsibility, Only half held a
distinct concept of “career” and had a record of career progression
showing evidence of an intended sequence of jobs. The remainder did not
have a unified career concept, believing that a career is the cumulative
effect of "a series of opportunities to be exploited” [13]. White

characterized careers as the movement of managers among positions by a
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"stochastic process” (in the vernacular, proceeding by guesswork), "a
chaotic by-product of the path of a large system” in which only vacan~
cies (not individuals or positions) moved freely [l14]. There are
alternatives to this roulette method, all requiring considerable data
about persons, positions, programs, and'projectiona. Union 0411 has for
some years tried to bring more deliberate decision to managing careers
by an annually-updated plan of succession [15]. The military services
have a substantially, equivalent process in their annual "slating” of
personnel,

It is reasonable to assume that those who aspire to advancement-—-
engineers and scientists included—will fish in areas where they per—
ceive opportunities. In the absence of a two—track system, these
opportunities will develop in managerial and staff support positions
almost exclusively., Without some degree of hands-on control, oppor—-
tunities will develop as happenstances of fate—the result of individual
decisions to retire or apply (and be selected for) other vacant posi-
tions——and those who aspire to advancement will use their own best
judgment regarding the direction and degree to which they should prepare
themselves for promotion. Changing that situation requires some degree
of deliberate management attention,

Within the generally uncontrolled process of career changes,
Twigger suggests that three distinct types of changes take place, which
may not even be apparent to the person or the employer [13]. Lateral
moves may cross organizational or functional boundaries, but are at an

essentially equivalent hierarchical level (often mistakenly equated with
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“grade”)., Lateral moves present opportunity to broaden ome's functional

experience, Hierarchical moves cross a boundary that distinguishes the

vertical or hierarchical structure of the enterprise, and are perceived
by all to be a promotion, whether or not accompanied by an increase in
grade or compensation. Hierarchical wmoves expand experience along Ehe
worker-supervisor—-manager—executive continuum, Radial moves cross an
"inclusion” boundary and result in a significant change in access to the
influence centers of the enterpriss. Radial moves may be combined with
lateral or hierarchical moves and may be into or out of areas where
corporate policy and plans are formulated, Twigger's work suggests that
a program that seeks to channel employee development activities might
include consideration of the type of position change as well, since
lateral, hierarchical, and radial moves have an ascending significance

to the enterprise,

DIFFERING MOTIVATIONS AND PROPENSITIES

While it is commonly found that technical professionals frequently
ascend to positions of leadership, there is some evidence to suggest
that, as distinct groups, managers, engineers, and scientists may not
share similar personal value systems (including personal orientations in
a work setting), The implication is that, if an enterprise wants to
foster advancement of technical professionals to managerial positions,
it should try to select those with a managerial bent, or to emphasize

managerial values in developing those chosen for management positions.




A 1972 combined NASA/NIH study [16] found that the transition of
scientists and engineers to management involved two basic changes: a
significant increase in business functions, and a greatly enlarged scope
of these functions. Together these changes create a critical need to
master the organizational system, by which is meant the body of goals,
policies, and procedures as well as liaison with persons of widely
divergent backgrounds and interests. This studf concluded that techni-
cal specialists generally could be grouped in three categories: those
that had a personal interest and flair for management and whose personal
motivation pattern mirrored that of other technical specialists but was
not as deeply rooted, those who had initial reluctance to move into
management but who later found it satisfying, and those for whom manage-
ment held continuing negative appeal.

A second significant study followed the careers of 44 graduates of
the Sloan School of Management at M.I.T. The study included an inten~
sive personal appraisal of each écrson in 1961 and again some 12 years
later. The study concluded that individuals in the group had developed
“career anchors,” defined as a syndrome of attitudes and values that
'anchogs' one to a career., The anchor reflects a synthesis of what the
individual considers worthwhile relative to highly personal perceptiouns
of what society considers worthwhile——a common and persistent theme of a
personal source of motivation. This study proposed that career anchors

can be categorized in five groups:
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0 Managerial competence, A desired competence in the
complex set of managerial activities (interpersonmal,

analytical, emotional); stimulated by high responsibility.

0 Technical-functional competence, Motivated by the
challenge of work in the chosen specialty; little interest

in being promoted out of the functionm.

o Organizational or community security., A desire to
stabilize the total life situation; tends to accept the

organization's definition of one's career,

0 Creativity. An abiding desire to create something that
can be identified as one's own, within the structure of

business operations,

0 Autonomy and independence. Nurture a personal sense of
freedom by rejecting situations perceived to be restric-

tive, irrational, or intrusive of one's personal life.

This study reported from the point of view of individuals, con-
cluding that people tend to gravitate to work situations thagt are
consistent with their own value systems [17].

A third related study was based on the hypothesis that "in this age
of swift and dramatic change, flexibility is the crucial characteristic
for any organization that would remain viable; and it is only through
its members that an organization can remain organic or adaptive™[18].

Conducted in the setting of an R&D organization, the study concluded
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that engineers, scientists, and managers do not value the same things.
The study presented a very large number of value concepts to engineers,
scientists, and managers in a major Federal research facility, These
value concepts were grouped by ideas associated with people (for ex-
ample, responsibility, loyalty), personal goals of individuals (for
example, challenge, job saciafactidn). concepts associated with the
organization (for example, techuical leadership, management's objec~-
tives), and concepts referring to research and engineering (for example,
scientific objectivity, tangible benefits of R&D). An original list of
214 valus concepts was discilled to 82 through an iterative consensual
process, The study then identified some 40 operative goals of the
organizations (those that formed the basis for daily decisions), and
asked the three groups to. rank the values concepts relative to the
operative goals. Of the 84 value concepts, only 6 were placed in the
upper quartile by all three groups. Managers and scientists agreed on
another six in the upper quartile, none of which ware so placed by
engineers, and managers and engineers only agreed on one as being in the
upper quartile. Engineers and scientists placed only four in common in
the upper quartile. Each group had other concepts that they h~d unique-
ly placed in the upper quartile of worth. The study did not draw any
gmraliza:ibns from this data other than the conclusion that the three
groups at that one laboratory did not share similar value systems,
Results of a Navy study [19] appear to be consistent with these
findings. The Navﬁ study focused on the identification and relative

criticality of managerial duties and responsibilities, indicating that
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engineers and scientists spend less time than those in other occupations
on managerial duties and that, except for techanical and professional
development, laboratory respondents counsider most managerial
responsibilities to be less critical than d& other respondents.

It is clear that an employee development program in a technically-
oriented organization should accommodate the fact of life that occupa~
tional differences are raflected in different mind-sets, and that
different developmental experiences are appropriate, Indeed, available

data also suggests that selection processes should also be responsive to

these influances.

MOBILITY

The issue of mobility is frequently found in the literature, either
as a direct issue or indirectly as related to acquiring breadth and
variety of experience. Occupational mobility involves moving to dif-

ferent kinds of work and may or may require a geographic move,

Occupational Mobility

Breadth of experience 1is generally considered to be a highly valued
attribute for senior managers and executives, yet for reasons previously
suggested, many persous tend to remain in a rather narrow band of exper-
ience. Oue g,scarcher found that among senior executives studied, many
had worked for only one company and for the study group as a whole, the
average number of firms worked for throughout an extended career was
only 2.9.

The same rasearcher believes, however, that young profes-
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sionals regard large companies as “industrial universities” and will

move from one to another on a three year basis to achieve simultaneous
advancement and variety of experience they believe will be valuable
later [4].

Variety of experience is often dchieved by interfunctional job
changes within one's enterprise. This kind of change most typically is
employee initiated and not planned by management [13,14], but there are
firms that provide positive planning and control of this aspect of
employment., IBM, for example, has a policy of job rotation across
functions, in each case being responsive to a specified purpose [20].

One researcher [13] found an interesting twist in the consequences
of managers unilaterally changing jobs. Several respondents in that
study had experienced job changes that they considered redundant (that
is, nou-grovth); as a result of which they were stimulated to assess
:hcif career status and develop new plans to achieve personal ambitions,

McGonigal [21] recommends periodic job changes as a means to pre-
vent undesirable results of the "closed” nature of Federal employment in
the middle grades. McGonigal found a very low voluntary quit rate at
GS-11 and higher, noting that having achieved grade GS-l1l1, employees are
likely to remain in the Federal service until retirement. McGonigal
reports that most Federal employees plateau in the GS~l1 to GS-14 range,
and that they perceive little relationship between formal development
programs and promotion. Periodic job rotation {s suggested as a means

to prevent diminished job interest and productivity.
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Pyle [10] noted the tendency for fairly rapid promotion to the
middle grades, concluding that if occupational mobility is to occur at
all, it should be targeted to those levels, He sees one societal and
two sys?enic barriers to mid-career change however, As a soclety, we
are b&coning less mobile; geographic mobility will be addressed in the
next sequ.ﬁce. The two systemic barriers are perceived as a lack of
career planning information, and a managers' preference for specialized
experience, The first of these has been previously discussed: there is
very little authoritative information (that is, information issued by
management and backed up by actual persounel changes) about what 1is
valued in terms of personal qualifications enhancement.

The second systemic impediment i3 less appar;nt. Pyle suggests
that as vacancies occur, managers who are assessing candidates put most
value on specialized experience, Other factors being equal, the candi-
date with the most pertinent specialized experience is more likely to be
selected, Two driving influences are managers' desires to get the "best
qualified,” and the personnel process which perpetuates the value of
specialization., The result is the same in any event: a systemic ten—

dency to breed specialization in a way that is inconsistent with a

desire to develop broadly experienced senior managers and executives,

. - ."‘
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Geographic Mobility ]
: S
The issue of geographical mobility can be directly related to SR
e
perceived career opportunities, the economics of a geographical move, a -
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general societal reduction in mobility, and the impact on family and
comaunity ties,

Americans are becoming less mobile, to such an extent that the
subject is being reported in the popular press (22]. Individuals are
placing more value on existing life styles and avocations, moves are
becoming alarmingly expensive; and individuals are becoming less willing
to make sacrifices to reach senior levels, In a survey of 3,640
executives in the five echelons below the position of chief executive,
two thirds stated that their current positions were the highest levels
to which they aspired. Further, many firms have decentralized their
operations, reducing the need for geographic moves to headquarters,

Significant also is the perception that one cannot break even
financially in a geographic move, Allowed expenses do not compensate
for actual cash outlays, and even a higher salary, if the move means a
promotion, does not make up the difference,

Of major significance is the influence of a move on families, With
more two—career families, it is difficult to arrange a move that will
not damage one of the careers, and often the enhancement of the other is
not viewed as sufficient offset., Attachments to community social struc-—
tures and schools are often highly valued and difficult to give up. If,
as is most often the case, it is the husband who 13 considered for a job
change, the wife is faced with a virtual abandonment of all noun-family
resources., ~Suddenly he's the only one you know well, and heaven help

you if the marriage isn't good,”[23]
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Reluctance to move geographically is apparently a fact of life that

will continue,

METHODOLOGY

To this point, this paper has discussed general characteristics of
enploy;e development programs. There is considerablé literature mate=
rial on the methodology of employee development and training as well.
Among the most significant is a study of executive development in 69
firms considered by Dunn's Review to be among the best managed of
American firms [24]. The study consisted of a survey review of 59 and
an in-depth review of 10 firms. The study found no gyo firms having
identical programs; widely varying approaches and philosophies exist.
Some promoted from within; others did not, Some promoted into manage~
ment jobs based solely on past performance; others did not comsider past
performance to be a valid predictor of management potential, Soume
programs were highly centralized, Soms used common development pat-
terns; others were individualized. While the study concluded that there
was no one best approach, all were successful and had several character—

istics in common:

o The most valuable development of experience is considered
to occur on the job in progressively more responsible

assigmments,
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Employee development included formal training, usually
through in—house programs conducted at least in part by

company personnel.

Development is considered to be greatly emhanced by
coaching from the immediate supervisor in a series of

guided experiences.

Job rotation is frequently used to add breadth to present

abilities.

Management development is viewed from a fairly narrow

* perspective, particularly at the lower levels (“how to”
training); at the upper levels, di#tinction is made
between training (work-related skills) and management

development (of one's general store of knowledge).
Although all support enrollment in advanced degree

programs, out-of-house seminars were infrequent; the
preference is for in-house programs typically led by in-

house officials and keyed to company requirements.

Each considers the development of subordinates to be an
integral element of a manager's job and is reflected in

managers' performance appraisals,

Self development or initiative in seeking development

opportunities is highly regarded, being viewed as a
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commitment to improvement and indicating self-starting

» motivation,
S
- -
S The study also identified clear trends:
_ o There is a tendency away from general-purpose programs and )
! toward programs designed to develop specific attributes

which have been identified as required in various levels

and functions.
"o There is decreasing reliance on out-of-company programs,

o Single forms of instruction are giving way to mixed-mode

learning formats.

0 Advancement is based on assessment of managerial poééntial

as well as past performance,

o Individuals are involved 1# career planning, seeking to
match company plans for an employee with that person's
aspirations and rate of development, particularly in job

rotations and mobility assignments.

o People, facility, and money resources are being committed

to the development programs, .

o Participation in university programs is primarily at the

top management level, because the population is too small

Y

to make in-house programs cost effective,
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These findings are extremely comsistent with other reports.
Academic course work is not highly regarded as preparation for in—house
positions except at executive levels, and then only when emphasizing
conceptual skills (4,13]. On—the-job experience, including rotational
assignments, is considered the most effective means of developing
managerial and executive skills as a means of developing breadth
[1,13,21]. Coaching, whether or not structured in a mentor relation-
ship, is seen as a way to accelerate and magnify the "value received” of
on-the-job experience [4,13,14,25], Course work is less effective if
generalized, and more effective if designed to specific specialized
skills [8,26] anh if distinctly different for supervisors, managers, and
executives [6,8,24], Course work taught by in—house practicing managers
and executives is highly regarded (4,13,20]. Personal involvement in
one's continuing career development decisions is viewed not only as
desirable, but as a prerequisite for commitment [2,4,8,14,27], and it is
more likely to be achieved if company policies and needs are publicized
[13]. Collectively, these statements can be accepted with confidence as
representing the current conventional wisdom regarding employee

development principles,

CHARACTERISTICS OF THE POPULATION

For many years, personal characteristics (that is, personality
traits and behavior patterns) were the focus of research in the behav-
ioral sciences related to the working environment, Interest in this

sphere has waned over the past decade, primarily because such elements
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i could not be directly related to job requirements and thus provided no
support for personnel actions challenged on an EEQO basis., There appears Lo

to be renewed interest, however, and one finds increasing material in

the professional literature.

One of the most pertinent recent studies [28] is a 1981 effort by
the Office of Personnel Management (OPM), The study sought to identify
generic competencies associated with effective performance in Senior -_;;
Executive Service (SES) positions. OPM selected six agencies with a
large mumber of such positions (each had more than 100) from which _
clearly superior managers could be identified, OPM selected 31 who were :““j
acknowledged by their colleagues to be exemplary managers, who had
extended government service, and wﬁo had general (rather than highly
technical) backgrounds. Using critical-incident analysis of actual
performance, OPM sought to identify specific behaviors that contribute
to job success,

The study group had several experiential characteristics that -—

distinguished them from the general population:

o They had achieved executive status (above GS-=15) at an
earlier average age—39.6 as compared to 43,1 for SES

personnel generally.
o They had slightly higher education levels.

o They had been more mobile: more occupational mobility,
more inter—agency experience, and more non-government -

experience,




More significantly, the OPM study identified a high degree of

commonality in specific competencies, which tended to cluster in four

groups of behaviors and attitudes.

l. The exemplary SES officials view their role as embracing a

broad perspective in most situationms,

o

They typically consider factors beyond the immediate
context of an issue, based on an understanding of

fundamental relationships,

They have a "strategic focus,” taking near-term actions
that reinforce and support longer term strategy, that
integrate other action, and that are in the context of
other organization objectives; they communicate this

strategic concern to others,
They display initiative. They are concerned with the

effects of inaction; they make a deliberate effort to
forecast events and anticipate problems; they seize
opportunitieas to create or mold situations into preferred
directions; they develop stand-by action plans that are
put into effeﬁ: as opportunities develop; they teach
subordinates to similarly adopt a "proactive anticipatory

stance,"”

They are sensitive to, maintain, and extend formal and
informal contacts within and outside their agency. These

networks are built up not only from job-related liaison,
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but in informal exchanges and contacts from prior jobs.
These contacts facilitate resolution of issues, build )
power bases of support, and build "debits and credits of

information and insight” that can be called on as needed.

As a result of these behavioral characteristics, these SES
officials place specific issues in a broader context, develop and choose
among alternatives where actions yileld spin-off benefits, and exert some )
degree of control over events,

2. The exemplary SES officials'display sengitivity and skill {n
interpersonal dynamics with an attendant high capacity to stimulate L:wf

individual and group action to desired directions.

o They are sensitive to interpersonal dynamics, ideatifying —
predispositions, biases, strengths and -weaknesses (includ-
ing their own) and being sensitive to the reactions of key

persons who can influence or be affected by a course of

=

action., The hn:work of contacts is used in building up
this knowledge base.

o They are supportive of subordinates, recognize excellence,
provide for subordinates' visibility by their participa-
tion, are accessible and open in exchanges, give authority .
to execute tasks without close supervision, and attend to

their career development.
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o They display a high order of ability to manage diverse
interests, getting groups to achieve agreement or con-

sensus, in large measure reflecting their sensitivity to

group dynamics.

3. The superior executives are skilled in focusing on specific

problems,

o They actively manage information in dealing with specific
problems, They extensively develop relevant informationm,
sort out essential facts from less relevant data, "do
their homework™ in absorbing information, verify the
information through their staffs or their networks, all

leading to a sound basis for decisions,

0 They remain openminded and flexible, consider a range of
alternatives, ad are sensitive to changing circumstances
that might alter or cause reconsideration of a given

course.

0 They are skilled in "marketing"——packaging ideas and

communicating points of view persuasively.

o They practice "“helicopter management,” clearly delegating

responsibility, monitoring and maintaining awareness of K
progress (“hovering”), and re-entering to provide direc-

tion when necessary, -
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4, The superior executives have personal characteristics that

complement their facilitating behavior patterns,

LAR AR Seaie o & ke o4

0 They are willing to take risks and to make decisions when

h there is no strong evidence favoring one course over
another; they also recognize that adverse comment may

result from risk-taking behavior,

Rp—

o Thcy have great concern over maintaining their owm
integrity and that of their subordinates, and firmly
believe in a cause~effect relationship ‘between personal
integrity and. credibilicy. A corollary tendency is the
willingness to take a stand on an issue, even if it might
cause dispute, embarassment, or other difficulty,

Purther, they believe that personal integrity and credi-

bility magnify persuasive powers.

o They are persistent in pursuing important goals, a
characteristic that is reinforced by their strategic

focus.

0 Self-reflection and private reviews of experiences provide

superior SES officials with a high degree of self-

avarensss and confidence,

The superior executives display other patterns that are less

universal but still noticeably common, | .7
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o They are action oriented, rarely waiting for problems to
emerge, and convey a sense of counstant movement and

prograss,

o They have a h;gh capacity to shift roles between primary
leadership, monitoring, auditing, quality checking, and

“fixing,"

o They give credit with ease, let others take credit for
their owmn work, and do not take credit for others' work.
As a corollary, they accumulate "credits™ or "I0Us” of
good will that are later redeemable in the form of advice

and assistance.
0 They maintain a sense of humor.

The findings of the OPM study are quite consistent with the results
of other work {3,10,26,29]). Most significantly, the OPM study
identified common personal characteristics that are coincident with
superior executive performance and that are independent of substantive
functional or program knowledge, suggesting that development programs
should emphasize enhancing these components of personal style,

A related study was conducted by the Navy as a spin—off of
implementing the Civil Service Reform Act [30]), Initiated in October
1981, the study tapped a stratified sample of GS/GM-13/14/15 personnel
to identify, codify, and otherwise analyze managerial duties,

responsibilities, and tasks, The analysis concludes that:




@-13,14,15 supervisors have similar views of managerial

tasks,

Non—-supervisors put less emphasis on utilization of human

Tesources,

The scope, frequency, and importance of managerial tasks

increase with the amount of supervisory responsibilities,

Reported frequency and importance of managerial tasks

increase with grade level,
GS-15 and SES perceptions have similar patterns.
GS=15 and SES spend more time in meetings than GS~13/l4s,

GS-13/l4s spend more time than GS-15/SES in writing
corrsspondence, personal development, doing the unit's

work, and doing special projects for the supervisor,

Laboratory respoundents are at the low end of the continuum
in all categories except technical and professional

development,

Engineers and scientists spend less time than those in
other occupations in writing correspondence and making

decisions, and they spend more time doing the unit's work.
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In total, this Navy study leads to conclusions that accord well
with the scene found in the private sector, and it verifies that
industrial principles of effective employee development have utility in

the Federal Service.

ASSESSMENT CENTERS

Two additional issues that appeared with considerable frequency,
either directly as main topics or as 'periphetﬂ. issues relating to ome
or mors themes already discussed., These issues are employee appraisal
as related to development and growth and job~related stress.

The use of performance appraisal as.the basis for employee
development has great logical appeal, and indeed is a common practice.
Quite often, however, appraisal of one's current performance of current
duties is considered to be a separate process from appraising one's
potential for other duties with a consequent attempt to prepare for
those other duties.

The issue takes on critical importance when addressing seunior
managerial and executive positions, The "assessment center” has
achieved some popularity as a means of identifying specific areas for
individual training and development, and as a basis for selection to
senior positiouns,

The concept of the assessment center was developed during World War
II, and was used extensively in selecting personnel for key military and
intelligence positions. It has had spotty.uu in the Federal sarvice

(31] and had had increasing (and accelerating) acceptance in the private
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sector. Ten years ago there were no more than 100 corporate assessment

centers; today there are more than 2,000 [32].

The assessment center is a two- or three-day series of intensive
exercises, each patterned after actual job demands experienced by
managers and executives., The series includes both 1ndiv1dua_l and group
mrcim; often requiring participants to address highly critical
issues with short deadlines, and placing participants in competitive
group situations, Participants' performance is closely monitored and
evaluated by several observers who are trained in observation and
evaluation techniques appropriate to the assessment center process,
Assessors are typically senior officials of the enterprise, The assess-
ment center period is extremely demanding for both participants and
assessors, and the latter must typically spend an extra day to complete
the evaluations.

The assessaent center is the nearest available alternative to an
actual on-the~job demonstration of managerial and executive ability.
Participants have opportunity to demonstrate their managerial potential
without r'egatd to their past experience. This is seen as a major
advantage since experience-based selection processes may bypass the
high=potential candidate whose background does not closely match the
pre~described pattern on which selection decisions are based.

Assessment centers are expensive, Dollar costs are significant,
especially if the salaries of participants and assessors are consid-
ered, They are expensive in terms of lost time as well, Both partici-

pants and assessors are off the job during the assessment period, and




=-19=

the assessors are off the job for the period of training also, Few
senior managers, who are the most desirable assessors, are willing to
devote the necessary time and effort.

uuni.m: centers are used in t:wo quite different ways., Using the
process as a basis for selection to critical positions is the original
purpose, and it continues to be the most predominant application,
Recently, however, the assessment center has been also used to dilagnose
individual strengths and weaknesses, and it thus becomes the basis for
individual dcvilop-nnt programs. A little-used but potential applica-
tion is to select "fast track” candidates for general development

vithout specified target posi tiou.

JOB-RELATED STRESS

The issue of job-related stress appears indirectly in a'great many
contexts and 1s the central theme in a number of articles. Stress 1s an
unavoidable (and indeed is considered by some to be an essential) ele-
ment of managerial performance, Excessive stress, amd continuous stress
uncompensated by adequate coping behavior, can lead to reduced personal
effectiveness, is seriously believed to be the cause of a wide variety
of diseases, and in extreme form can cause emotional difficulties char-
acterized as "burmout” [33]. Leiding causes of stress include heavy
workload with concomitant time pressures, a perceived imbalance between
what aust be dona and what the manager would like to accomplish, a
demanding organizational climate, and inadequate feedback on job per-

formance,
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In many situations, severe stress simply cannot be avoided. There

are techniques, however, that can be taught to cope with this reality.

It is appropriate that these techniques be considered as an element of

an employee development program,

CONCLUS IONS

A symthesis of a literature search leads to the following

conclusions,

There is no preferred, most effective, or "best” program
design. Each enterprise must design its owm program to

its owa enviromment.

There is compelling evidence that executive skills are

distinct from managerial skills,

A varied experience pattern is more likely to prepare one
for effective executive pcrf&rnance than {s a more

restricted work history.

Personal characteristics, values, and behavior are at
least as significant in distinguishing superior executive
performance as are program knowledge and variety of

experience,

Maintaining personal competency is a personal
responsibility that is significantly affected by

organization and managerial practices.
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Occupational obsolescence is more directly related to the
nature of continuing agssignments than to any other

influence,

Most personal occupational growth occurs from on—-the-job

experience in progressively more responsible assignments,

In-house employee development programs, conducted at least
in part by in—house persounel, are generally quite

effective,

The development of subordinates should be a substantial

part of every supervisor's job,

An effective employee development program requires

corporate resolve backed by resources,

Employees tend to prefer geographicél stability; achieving

mobility requires specific motivation,
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