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ABSTRACT : , o \
The insights of developmental psychology have rarely
‘been appljed tc the business setting. This paper skeétches one
large-scale attempt to do just that in the development of managers in
a large, multicompanied, international service corporation. This .
paper recounts the initial efforts to plan, implement, and evaluate a
three-year longitudinal program of personal and orgdanizational
' development and to present data and tentagive conclusions about the
. effectiveness of the program two years after its incegtion. The main
feature of this program is the concept of deVeloplental need. After
careful assessment, a list of developmental needs is prepared for
each manager involved in the program. The goal is tc have these need
statements serve as a prescription for an individualized management
* " development, prograa. The management progra®k consists of four states
of developmental programming., The criterion for change or development
is the degree to which managers close  their developlent gap as
deisgnated by their developmental needs. Partlally tabulated results
after two years snggest that the program is eéffecting positive
' change. Whereas this is a report of the first phase of the
/C longitudinal froject, additional materials concerning the project
will not be available for at least three years. (Ruthor) . , .
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}/// The insights of ‘developmental psycﬁolégyfﬁave rarely beenfapplied to the bus-

" iness setting. This paper sketéhes one rather‘large‘spalé attempt to.do Jjust

~

. N . . '
. that in the development of managers in .a large, multi-companied, ihtquﬁgéonalf.
.- service corporation. This paper recounts the initial efforts to plan, imple-

. : . ) K . . . 0,
: ment and evaluate a longitudinal program.of personal and organizational de-

velopment~aqg to present‘data and tentative conclusions about the effectitveness
P » '

of the program two years after its inception. ' :
. The question: "What ability do managers need more than‘gnything else?" has
been asked over and over égain of countless managers and supervisory'personnel

‘ on numerous questionnaires. The answer has eonsistently been that managers

v

" need to be able to get along with people: In other ﬁords; most managers
? _ 5°

’
:

f \ .
recognize that 'people problems'" are more important than technical problems.
. . -
"I And since most managers have sufficient technical training and experience--
many posscss master's degrees--but have little or no formal training in deal-
. ) . .

v

ing with people's problems and devcloping thgif.potential, this training - L

o
- .
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) Paper_ presented to American Psychological Association Annual Meeting,
Chicago, Illinois, September, 1975. : o
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" program,was 1nst1tuted. "It has two obaectlves’ . . ) ,
B . . T
é. to traan managers 1n the Skllls of developmental counsellng,%and SRR N
. to assist managers | in a-program_of self—deveIOpment which serves RS T
. ,as & catalyst for personal ané organizatlonal growth.

ThlS program is based on the assumptlon that managers are-in. the people bu51nesS, o e

L 4

- and that their prlme respon51b111ty is to develop the people under thelr charge. o

Thls development 1ncludes 1ncreased productlon capablllty, loyalty to the or- . ' .

%
£ s ~

ganlzatlon,’job'satlsfactlon, and career fulflllment. "To develop his employees,

-

the effective manager'needs competence in these areas:. technical expertise,‘ o e

~ the conceptual skllls of management (plannlng, coordlnatlng, controlllng, etc.).
A
and the 1nterpersonal. The'program also assumes that the manager 1s capable ot 3

» () -

of c ang;ng, and that if the corporatlon expects its managers to change and .
‘ . ‘ "‘.""

“develop, the managers W1ll by and large, meet such expectatlons.‘ The laet

assumption, and perhaps the moat important, 1s<that both the 1nd1vidnal manager

v
’ ‘ . .y

and the corporation mnst be responsible and accountable.for theirjrespective

T

role and outcome of the management development program.
" Incorporating the developmental counseling framework of Blocher (1966 197&)
:and the organlzatlonal development model of Bennls (1969) and Scheln (l969),
“plus the notion of cognltlve style (Wltkln, 1966), this _program requlres’that
all managers be evaluated by the "Management Potential Assessment"; an indi= ;

_vidually administered battery of personality, intelligence,‘management,‘etc.“

tests and interview-simulations. The main feature of this. report is the list ** - ]
of developmental necds which are generated, which serve as a prescription for E ; f‘:‘

? . ' . . . s .
an individualized management development program. \ .

»
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'g~‘ I A serles of‘feur stages pf developmental programmang are planned to span~a .

- .:\ .. . \{3:' ?» o R
small . group semlnars, others involve self;study gpd one-to—one consultﬁtldh. ~ -
. . The four stage program is as follows: =~ --j TN o i..:»ht
- 4Stage;0ne' Ipe assessment of developmental neede. D1dact1c aqp exper1~

 Stage-Two:

. ' 1] - .
e . ) > .
F N B ¥

-*.

three and_one-half to- four year perlod. Much'of the programming 1nvolves

‘ential group training in the conceptual skilis -of management,

_and an introduction to. interpersonal rélatlons.
Further: developmlent of coneeptual skills. ., Heavy emph361s

»placed on devéloplng couhseling skllls‘ readlng behavior;

attendlng behav1or, appropriate respondlng behav1or, action

- techniques;- crisi’s’ 1ntervent10n, and referral. Empha31s 15

placed on the role expectation and 31tuat10nal iacto:s in o
organlzatlonal~counse11ng. Sperry and Hess, = -

geli Te s foi elo eo i
(Addlson-wesley, 1974) and Sperry, Developing Skills in

Contact .Couhseling: A ﬂgrkpogk (Addlsoanesley, 1975) are

basic resources.

Stage Three Developlng a plan and contract for personal development.

. managemengt, deallng with executlve stress, etc. More con- L

Stege Fours:

S to each other through the medluonf Performance Standards, whlch are.evaluated’

g aﬁd,reviSed, if necessary, every sixmmonths.

Further testing and assessment of change. Skllls of time.

ceptual skills.. Training in career growth plannlng and job .
enrighment. Initiation of- personal and organlzatlonal
development in .one!s area:

Further work on meeting developmental needs.- .A.-total,re-
assessment of management potentlal. ‘More dlrected effort
at developing the ‘people "and organlzatlonal -climate of the
people under the-manager s charge. " -

7

; .Ailqthroughout this program, the ménager‘and the'corpofaﬁion are éccOungeble

-

=

a% COntract beLJecn the mendgcr and hlS bOQu, as to what is expected of the

¢ - Mmanager apd.thé boss. .' - ot
. ." ..‘ N LI .
‘Subiects
~ All avallabl( managers in the twent& some compan1e§ which form the Amerlcan
] K ‘\ «

The pergenmance.standards serve -
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" A number of formal instruments are used to collect data. -They are: Leader

/
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Appraisal Assoc1ates, Inc. who wi;hed to participate were subjects in this P

En“ o
. “' -

pnogram. Ages ranged from 22 to 62 years oq;age, and spanned the spectgum,’ g ey

. from first line supervisor.to chief executive officer'of the‘holding company..'

There were six women and four Blacks. Most had college degrees, and apprOXr S

1mately 30% held master's degrees or otherﬁprofeSSional de31gnation. N‘192

.

'\1 e . _ ’ _ R s
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All managers either had‘or undertook the ManagementuPotential Asséssment
q‘ ‘.@

which was used to generate a list of developmental needs. All'managers‘.

‘completed- the first stage of the program, whicn started in- September, 1972. .
At this point about 20% have completed the second stage, and about 5% are .
engaged in ‘the third stage. Managers are scheduied to the.stagesgbased on '
a-number of considerations, but an effort is made to‘cross company lines and

layers of management. when seminar activities are planned. o DO _/

Adaptability and Style Inventory; Wechsler Adult InteIiigenceﬂTest; Survey

T of Personal Values; Styles of Learning Inventory; Personality Styles Inven-

tory; Life Style Orientation Questionnaire; Organization Structure Question- - v

naire; Job Reaction Survey; Response Style Inventory; Rotter Incompiete C C -
Sentence Blanké Thematic Apperception Test; and the GiaserﬂPersonality In-
‘ventory;\ Measures are also used to—assess organisational climate and growth. _ j
These include: Organalysig and OrganigatiOn Renewal Inventory. Data is also . ;
. \ { o | ‘ )

being collected on such.non-reactive measures as days .absent; pumber of sick ~ .

days taken; performance standards; etc. . . ; ' " .»4 f
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\
. in the managers invéIved in the program (as measured " the degree to.which

.
*

/ * they close their developmental gaps as measured by the Management Potential

[ : : - - o

Assessment); and to what extent the manager can function as an effective

‘counselor (as measured>on'the Rating Scale of Gounselor‘Effectiveness .

\/

)  (Ivey, 1971). The quasx—experlmental de31§n\\el§cted for this study is the.

Mtime lagged control" design with N=1 (see Glas% Willson & Gottman, 1973)

”

0bv1ously, no control group is used with this quasi—experlmental design.
" When the project is pomple;Ld overall changes in ofgenizational climate,
, ; j K .
profit m?rgins, and job gétisfectiqnzwill be measured and aqalyzed’with
,  standard inferential st7éistics and e-pre—pose test design. Results ﬁabu—

x, Y

lated so far 1nd1cate 7hat developmental gaps are belng closeq by those
managers who h;ve been 1nyolved in the thlrd phase for at least two months.
- po el sio s o
This paperireports'on aﬁ dn—going longitudinal study ‘in }ts second \year of a
management deveiopmeﬁt program based oe deﬁeloppental psychology and counsel-
+ ing. .The criterion for change is the .degree to’whieh managers close their
developmental' gap as indicated in terms of their Management Potential Assess~
m;nt. Secondly,'this study intends to examine.what effects teaching manage;;
cbuhseliné skills has on their job perfo%mance. Partially tabglétedv}esults
suggese tgat the p}oéram is effecting ébeitive changes. o
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