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INT*OPVCT¡OM 

Able executive« «re one of the crucial requirements for the success 

of any enterprise. Mo matter how sound a project may appear, unless good 

managerial talent  is available  to run  it,  the project   1* doomed to  failure. 

On the other hand,   judgment regarding  future management   i» often 

difficult to make at the  time  of project evaluation.     The  subject  lacks 

public glamour and therefore may rtctive little attention.     At the samt 

time,  personal ambition« of  individuals who would like   to run the project 

are  involved,  so the subject mu«t be handled delicately --  or eently slde- 

«tepped.    Even when it   i« acknowledged,  making wiae and  objective appraisal« 

of  future executives calls  for  subjective judgments,   and these are difficult 

to discuss and defend  in public. 

The subject of this paper,  then,   is both vital  and hard to perform. 

No formula or well recognized  steps exist for its easy solution.    These 

characteristics --  Importance  combined with difficulty --  make careful and 

systematic analysis of potential management one of the  crucial parts of 

project evaluation. 

1      The  term   "enterprise"  1« u»ed here  to designate the venture or business 
— public or private -- which Is being evaluated.     Thu«,   'project" and 
"enterprise" have th« same meaning. 
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Focus on Effective Operation of Project 

This paper deals with the assessment  of executive  talent that  ./il] 

man <^e  a project  after  facilities are   in place.     In  other words,  vre  are 

assuming  th^t  the economic and  politic.il  soundness of  the  project  have  iieen 

settled,   end  that problems of destin,   financing,   end   other aspects  of ; ottin. 

the pro'ect  ready to operate  are being  considérée   In  other  psrts  of the 

overall  evaluation.     Our specific (¡uesticn here  is:     "hat  hinds  of pecm!- 

will  be  necessary to  suco• ssfgl!, iy "p-;ra_te_s:iie ¿ro .c-ct   a ftt r  tiie   '<••<• [\ • t i •• = 

are  In place,  and what «re the prospect! for attracting and retaining  such 

talent? 

Ve  shall   consider this question   from the point   of viev of  the  penp ,c 

enj^ed   in  the  actual  tvt'union of  proposed   industri.fl  projects.     In "tir 

word«,   thib   LK  neither a  t'.^oritichl   treatment nr-r s   rupoit  en  scienti'-: 

resc-rcn.     Many oí  tiie  c¡.. ..cetíowa r.?..V  rre  base,   or.   sue:,  stuJiis,   Lut  th". 

purpose   here   is  to transiste 'hat  is   '-.¡lovn   Into operation?!   tcr-.r.     The-  ri- 

is  to express   ideai  clearLV vit« .'  minim:--, 0f  ti'¡mi.-.-tl   jargon,     -•hile   the 

approach recommenued   is  applicable   to  all   sorts  -, T »j.t...«tions,   the   .oes 

is  on  Industrial  projects  in developing  countries. 

Major Steps  in Approach 

The analytical  framework proposed moves  from needs  for executive 

personnel operated by the project  itself to means  for   fulfilling  these needs. 

In the  actual evaluation,  the  steps,   of course, will  not  be   followed   in ri; id 

sequence;    the «valuator must assemble  data  from numerous  sources,   and he will 

often get  idea, related to managerial  requirements  from other aspect, of the 

total «valuation.    Nevertheless,  .on*  framework is highly valuable in 

1* 
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organizing  such diverse  Information and  in assuring a thorough and  systematic 

review of all  Important aspects.    The  following basic steps are recommended: 

I.    Realistic  statements of managerial  tasks necessary 

for  successful operation of  the  project. 

II.    Tentative managerial organization to perfora tasks 

identified  under I above. 

III.    Appraisal  of potential  staff to   fill positions de- 

scribed   in  11 above. 

IV.    Possibilities of training men to  fill manorial 

jobs. 

V.    Difficulties arising from different cultural 

backgrounds. 

•: . . i c 
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I.    REALISTIC STATUANTS OF MANAGERIAL TASKS NECESSARY 
 FOR SUCCESbFyL OPERATION OF THS FROJKCT  

Managerial requirements arise  from the project itself --   its mission, 

si/e,   degree  of Integration,  novelty,  affiliations,  etc.     Some aspects of 

management will be  similar to t lose  fourni  in other enterprises.     Grave 

danger will  be encountered,   however,   If we merely copy the  lists  of tasks 

found   in another company. 

Instead,  the  first  cuestión to be  answered   is:    Unat managerial  tasks 

must be performed well to make this particular enterprise a  success?    Some 

suggestive  ideas, of course,  can be obtained by examining similar enterprises, 

But,   each enterprise  Is unique,  and  someone  should  carefully think through 

the srray of activities necessary to make the particular project under con- 

sideration an effective operation.    At this  stage,  we are  concerned with a 

V sJ 
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list of the total tasks to be perform««!,  along with some  indication of 

which activities will have to be performed with exceptional skill. 

The following outline, while not  intended to be comprehensive, 

suggests several points of view which should be considered with respect 

to every project. 

A.    Making Technological Decisions 

Within an executive staff,   there should be considerable knowledge 

regarding the technical processes and the general  "know-how"  involved  in 

the particular  line of business,    oil refining,  steel-making,  or leather 

tanning obviously call for distinct  knowledBe and  judgment.    In this broad 

field of technological decisions,   it  is often helpful  to distinguish between 

two types of problems: 

1. Process design and modification.    Decisions of this 

sort »re typically made only occasionally and are often highly 

technical  in nature. 

2. Technical operating decisions.    Here we arc concerned 

with maintaining conditions that assure efficient operation of, 

say,  a loom or an open-hearth furnace. 

With the rapid change in technology in many industries, sn ability 

to keep up with new developments, in addition to familiarity with current 

technology,  should be possessed by at least some of the executives. 

li Maintaining Effective External Relationships 

Every business is both dependent upon and contributes to a variety 

of external groups.    These relationships must be maintained so that the 

*;» 
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mutual exchange operates on a  continuing basis.    A breakdown on any one 

front may   jeopardize  the entire operation of the project.    The external 

groups x;ith whom good relationships «re essential to every enterprise 

include : 

1. Customers. 

2. Cooperating  industries --  suppliers,   transport, 

cervices,  bankers,  etc. 

3. Government rind  regulatory agencies. 

4. Uorker representatives. 

5. Local  communities,   schools,   and the   like. 

The basic point here is that every new enterprise will become an 

,?ctive part of its economic, political, and social environment. Being 

nc-w, it will probably be the ayent of significant change in one or note 

features of that environment. Consequently, the success of the venture 

will depend, in psrt, upon having executives who can effectively relate 

the  nev business to the   'outside'   world. 

C.     Internal ^dmlnistrntion 

The  largest volume of managerial work   in terms of man-hours  typically 

deals with  internal administration.     For purposes of evsluation,  a  three-fold 

breakdown of  internal management  is helpful. 

1.    Creating Goods and  Services. 

Here, we are concerned with management of the basic 

production  functions of the enterprise --  the creation of 

goods  (or lervices) of the right quality, at the right time, 

for a reasonable cost.    These may be  steps  in a process or, 

t 
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for * diversified venture,   activities rtldtm-  to v«.rl.JUs¡ 

product!.     Because  these set iv It le* aro  the  justification 

for the existence of the enterprise,   they normally will  bn 

easily identified. 

2.     Providing Necessary Auxiliary  Functions. 

Managers must also ileal with a variety oi  facil itatin{; 

sctivities that are necessary to «uppuit the  uasic  iuuetion* 

mentioned above.     Included here are: 

a. /rcountinfc. 

b. Finance. 

c. Personnel. 

d. Maintenance. 

e. Others. 

For projects located In remote areas,  „nd  in non-industrial- 

ised countries,   the variety and   Importance of these  nuxlliaiy 

functions Increases.    The project plan should  indicate what 

auxiliary activities are necessary;     hc-rt v.c   ,anr  to nuke  sure 

that executive  talent needed  to direct  buch activities  is   in- 

cluded  in the evaluation. 

3.    Managing Operations. 

The  functional breakdown suggests  it, points  1  and 2 

«bove emphasize, the sub|ects  in which compétence  Is needed 

In the executive corps of the enterprise,    /nother type U 

ability -- which cuts across these  functional  fields -  is 

managerial skill.      This involve«: 

(• 
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a. Plennm-, 

b. Organizing. 

c. Selectin^ and   training  u¿ people. 

d. Supervising. 

e. Controlling. 

The  reason  for ¡.'.Lvlrr,  speci tie  ;:ttent i.-n to these managerial 

processes   is  th..t <i man may !>«.•  ¿in expert   in,   say,   accounting 

or personnel  but   lad; manager ial  ability  in applying  such 

knovledg«  to an operating situation. 

D.     Integrating Various Activities   into Balanced, 
Timely,  and Effective Action  

In addition to making technologies 1  decisions,  maIntaining effective 

external  relations,   and managing operations,   another highly important task 

of man gement   is   'integration.'1    A good manager must  take   into account a 

variety of  factors which are often quite  different  in nature.     Issues 

relating to technology,  external relations,   und  internal administration 

are  interdependent;    usually changes  c«mnot  t>e made  in one without  affect- 

ing another.     The manager must provide a balance  In the '.'eight ¡^iven to 

various considerations and do this  in terms  oí a  sequence  or   clow of 

operations.     Hopefully,  he does not merely compromise one  for the  other. 

Instead,   to use a  chemical expression,  he  achieves a  'synthesis' which 

produces effective  results with a minimum of economic and  social  cost. 

This  integrating task is dynamic.     It deals with changes  in the 

external environment and changes within the  enterprise.    Consecuently,   it 

involves a nev«r-endin£ process of adjustment.    Also,  if done well the 

¥•» 
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throu^i bitter experience  that  the narrcv subdivisions helpful  in an analysis 

rarely are   the best '¡ay to assign tasks to  individual workers.    This same 

principle  applies  to manorial   jobs. 

The   tasks   identified  in  the  analysis  suggested above  can be  combined 

in numerous ways.     Some   activities will be  so  important and so specialized 

that  they should  be assigned to a single  individual.     Less  important tasks 

may be grouped with several others to  form a  single   job.     Still other acti- 

vities may be divided  among several executives.     But,   in this process of 

combining  tasks  into jobs each necessary task should be assured adequate 

and  specific attention. 

A vital part of the organizing process is relating the various jobs 

to each other.    Channels of communication,   influence,  and authority are 

essential to coordinated action.    Consequently,   th« various jobs need to 

2 
be  fitted  together  into some form of organization structure. ' 

B.     Successive Refinements in Organization Piar 

When a project  is in its preliminary planning stages, the projected 

organization is likely to be vague.    For example,   if economic feasibility 

is the central issue and skilled manpower is readily available,  th« entire 

question of management evaluation may be deferred.     However,  in many 

countries managerial manpower is a critical and  scarce resource.     In such 

situations,  a tentative  organization plan,  or perhaps alternate  organiza- 

tion plans,   should be  prepared when  it  it decided  to give the entire 

project careful evaluation. 

2      for a discussion of how to build an administrative organization,  sea 
W.H.  Newman,   Adalnlstratlve Action  (Englewood  Cliffs,  Hew Jersey: 
Prent Ice-Hall,   Inc.,  1951 and 1963) -- also available in Spanish, Portu- 
gese,   Italian,  Dutch and Japanese translations. 

i 
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I, 
/s plans  for   the  cntir- Pro,ect .ire   refine,   and  .specially ,iE  seno 

Key individuals  are   selected  „,   future actives  of the  project,   tlv 

organization plan  should  beco• .nore  dtfinite.     Frequently,   the  scope  .-n; 

perheps nature  of a  project   is modified as  pianr.fn,; prometía.     This  lc,cr 

to successive  refinement of  the  organization pirn. 

The  purpose  of  these  organisât!on plxm   is  not  to   impose a  ri;:U 

structure on the  executive.,  ,;hc ere   finally  selected  to infln >r.e  the enter- 

prise.     Instep.,:,   they eve  projections which  arc  necessary 

¿;eri?:l   mrnpovT r'f.uir." -( -,•. r- 

to    'efine   imo- 

i"St   as phyPi-rl   ->prr?tin;-   pirns  ,-rr 

necessrry to predict   rn< • uterini  requirements. 

C     Distir.f.uiantnr  Betveen Full-time  gnd Part-tine   Toh« 

Most  positions   in ,n effective organisation  should  be   filled by 

executive. ,.;,„ devote   full-time to the enterprise.     Occasional  exceptions 

a»y be „„ranted,  especially  for Inall ventures  tnat  Cflnnot  >ff(jrd t(j hire 

technical  talent on a   full-tine basis.    Members of board,  of directors, 

scientific advisors,   representatives  HvinC   in   foreign countries are 
3 examp :.•:•». 
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to the enterprise that   it»  full-time executive« normally exhibit.    Never- 

theless,   in projecting an orjnniiation structure a  few part-time executives 

may be the only practical way to provide for all the taska that will be 

necessary. 
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U.    Recognizing Compensation Levels that are Feasible 

Moat projects are planned  in a apirit of enthusiasm and high expec- 

tations.    While  in this mood, we are  likely to project managerial jobs 

that  can be   filled only with men of exceptional ability,  and we tend to 

overlook the  salaries  that will have  to be paid to retain the active 

interest of su-.h  individuals.    The question whether  it   is practical  to 

think  in such terms must be   fined realistically. 

An enterprise h.is better prospects for success  if it can tr.ai.te its 

position* attractive to at  least a group of highly qualified executives. 

Generally speaking,   enterprises associated with governments tend to pay 

their key people salaries that are too  low.    This practice tends to lead 

able men to such positions in several different enterprises at the  same 

time,  and  it contributes to other questionable practices of receiving 

compensation.    Nevertheless,  we must recognize that  there may be political 

restraints on hlTh  sal .vies, and  also that, not many enterprises can sunoort 

the burden of hi"h P*V 'or nore than a few key individuals. These facts o" 

life nust hr '-rent in rind when oroiectinr a tentative organization structure. 

I*" th* olan i3 to hr  r^l i "itic it rust lie suited to the kind of executive 

that  ran,   in  pact,  >""• attracted to the enterprise. 

I 
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¿Sü^HL1^-    The   end  product of this stage of analysis   is a  li,t  of 

me norial  positions that   need  to be   filled  if the enterprise   is  to prosper. 

Associated vith each position are the  tasks  that must  be  performed  effect- 

ively   if  the  organisation   is  to  function  proper!?,   and   the   appropriate  salary 

range.    Uiile  in actual  practice there  undoubtedly Uli   be  some adjustments 

in the  allocation of tasks  amen- members  of the managerial   trap,   this  list 

does provide   the  standard   by vhich the  ^liable manpower vili  bo evaluated. 

Its  purpose   is comparable   to the  spécifications  for the  machinery to be 

obtained  and  the budgets  of  the capital   that will b?  necessary. 

III.    APPRAISAL OF POTÜNTI/L ST/FF TC FILL 
 E^inüiJsj^rscRi^D  

Having  identified   tl.e  manoprrirl   tasks to be  prriorwd,   rnd havln;: 

f.rouped  these   into realistic mrnagerlal  positions,   th, project  analyst has 

the  basis   for evaluating  people.    However,   the appraisal  process  itself 

deserves careful attention. 

A   iob description normally sets   forth  tasks to be  performed but doo, 

not describe  a person.    Consequently, we  have  to make a  translation  fron, 

t«k. to man .pacification..     Such specifications often  include  four  inter- 

related aspects. 

h Formal Training. 

Some   jobs require  a technical  expertise that  cm. be 

acquired only by   tormal   trainin,,   for example,   civil  rnyi- 

neertnc or accounting     FomM  traini»* of a more general 

'}<* 
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nature   is highly desirable  for many other   ¡obi.       io, 

most managerial   jobc will heve  soné minimum educational 

requirement. 

In practice,   formal education often receives unJue 

weight.     'educational   certificates or decrees art-  rr.sy to 

measure  and widely reco^ni^ed.     Hovevpr,  ve  know that  a 

man with a decree does not  necessarily possess nané:j;¿'riíil 

ability.     (Only recently have  univprsitics «-"ttemptec'  to 

provide managerial  training es veil  as technical  and  sub- 

stantive training.)     So, while  formal training may be  a 

necessary preparation for many positions,  additional 

qualifications are  also important. 

2.    Desired Experience. 

A second  convenient way to check oualifications of 

a man is  in terms of his experience.     For  instance,  we 

might stipulate  that a plant manager should have  at  least 

six years' experience as a supervisor of production opera- 

tions,  or that  a quality control director have  three  years' 

experience as an inspector. 

Again, practical difficulties arise.    Frequently,   it 

Is unreasonable to expect a man to have had actual experi- 

ence performing the  specific tasks contained  in the  job 

description.     For example,  a ma.   with experience  as an 

Inspector certainly will know something about the  practicel 

problems of quality control;     but,   that experience  does not 

assure us that he can perform the tasks of quality control 

V 
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director which are different from those of an  inspector. 

Furthermore, many development project» deal with a new 

kind of activity,  and  past experience will  be  even lesa 

directly related to the new work. 

Successful experience is probably the best  indica- 

tion we have of how a man will perform on a new job,  and 

it normally should be  a part of man specifications. 

However, we may become unrealistic if we press this kind 

of requirement too far,   and doing so micht eliminate some 

of our best potential executives.    A useful practice  is 

to stipulate "X years of experience as  ,  or ,qutva. 

ifnt^"    The last two words provide flexibility in the 

application of the measure. 

3.    Demonstrated >erformance Sk^lla 

Since formal training and experience often are in- 

adequate -- though helpful -- guides to a man'« ability 

to perform a new job, we turn to more  indirect evidence. 

Key aspects of the job can be singled out,  and  then we 

can try to judge whether a man has skill to perform these 

features of the work.    Examples are -  ability to budget 

hi. expenses and then live within his bucket,   capacity to 

work effectively with labor unions, or skill  m anticipât- 

ing conaumer needs.    Not. that the specification, are stated 

in tens« of re.ult.. what a man can do.     Even though a man 

••y have training and experience, we scrutinize the evidence 

to ... whether he ha. th... particular performance skills. 
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4.    Personal Qualities. 

Even more   indirect if the  listine,  of pergonal qualities 

a man should possess to  fulfill  .? p,iven position effectively. 

Such qualities mi^ht   include  decisiveness,   physical vitality, 

ethical  standards,   dedication to the  objective oí the  project, 

objectivity find emotional maturity,   empathy,   intellectual 

capacity, and the like. 

The difficulty of preparing a  list vith  such realities 

for specific positions  is that  experience-   inhiestes  thrt 

txpcutives •ith c.ufte  ii; "/rent   charactrrLEti.es wry achieve 

the  same results.     Scientific evidence  regard in;, vhich 

qualities are needed  for particular types of vor!;  has not 

yet been developed.     On the other heno,  ..»hen we are  dealing 

with a  completely new kind of project,   or   jobs  thr.t  tve tien- 

to the  local country,  we nay have  tc  rely prircrrily upon a 

list of qualities believed  to be  important   for the   ;ob. 

No better alternative exists. 

Man specifications  for eñch position,   toni,   noma li y '••11  ».ons'.st 

of some  combination of desired  trrinin^,  experience,  performance  skills, 

and personal qualities.    These apecifications should not reflect an 

abstract notion of what mokes e cood executive;    instead,   they should 

be based directly on the  tasks the executive will  be expected to perform. 

Incidentally,   «ince   it   is oft---n difficult   to  find r;:ceu'c IVCE vho   fi:L'ili 

all  specifications,   the usual practice   is  tc  distinguisi betvecn thesr 

t _J 



»i 
—   16 - 

r.cuirement. which an executive mu.t po.se.s when he take, the   )ob and  those 

which he  can develop by .tudy and experience after he get. on the   job. 

B.    Appraisal  Technique! 

Information about potential  executives  i.  typically obtained  In 

•evexal ~ays.     Son*  information .uc, a. decree, received   from school, and 

college, and  title, of Job. held «ill be readily available,     other  inform 

tion will require more digging. 

1.    Performance Analyet.. 

The objective here   I« to  find out what a prospective 

«ecutiv« actually ha. accomplished  in hi. previou.  job.. 

Thi. require, con.iderebly mere  information than mere  job 

title.    What were the duties of the particular job?     How 

did the job fit into the re.t of the organization?    Wa. 

the  job newly created or could  it  be  carried on by  follow- 

ing previou. practice?    How .ucce..fui „„ the man ln thf 

job?    Are there any report, or objective measure, of hi. 

•chi.vem.nt.?    What «MOM  led to promotion or tr.n.fer 

to other job.?    I. there any evidence of unu.ually Sood 

performance or difficult!« ari.ing out of the performance? 

How far an an.ly.t .hould go in obtaining .Uch »facti» 

will depend upon their availability,   direct relevance to 

the new pcition,  and the  importance of the po.ition the man 

-iiht occupy in the new ent.rpri...    judgment will be needed 

in int.rpr.tin, th... data because performance will  obviou.ly 

b. influenced by the help received from other people and by 

* 
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the difficulties encountered,  and on such matterà the vi«w 

of various people may differ.    Nevertheless,  a thorough 

understanding of what a man has done  is very '„elpful in 

predicting his  future potential. 

2, Gathering Opinioni of Others. 

Valuable   information about a man's capacity can be 

obtained  fron people vho have vorked  closely v;ith him -- 

former supcrvisoi s,  associates,   subordinates,   staff people, 

and outsiders nith vhom he  has h¡d  close  contact.     Inter- 

views with e   lari;*  number of sudi people   is  rcrely neces- 

sary or  feasible.     Nevertheless,   some  cross-section view 

from such  sources  is particularly useful   in assessing 

performance  skill3 ?nd personal  tjialities. 

3. Multiple   Interviews. 

Personal   interviews rith prospective  executives are 

highly desirable.     Occasionally  it  is not  diplonntic to 

reveal the  purpose of such  interviews,   but  contact  can still 

be arranged  on  some  subject of mutual  interest. 

Reactions of one person to another are  strongly influ- 

enced by subjective  feelings arc personality preferences. 

Consequently,   intervie<;s by two or more people of a pros- 

pective key t;.--.ecr.tivc   is  ^oiwor.  evaluation  practice. 

Information   from    !1   of the  above  sotirces   is  then 

relcted to  the men  specifications outlined   in the  previous 

section.     Normally,   fo or more people will  take part  in  this 

evalu.ition stage. 

I 
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£.     Special Assignments,   ^uaHfyfno Tests,   Etc. 

In an enterprise already in operation,   trial on o 

•erier of job. or  special assiEnnents   is a  coranon wans 

of evaluating an executive   for a  new post.     Occasionally, 

qualifying examinations are given to men outside  the enter- 

prise vhen technical  knowledge   I. a major criterion,     except 

in unusual  circumstances,   neither of these appraisal  tech- 

nique, are  suitable   to a  no,, pro;ect that   lg  stU1  .^^ 

evaluated.     However,   if the project  is a modification or 

extension of an existing enterprise, or if the project  is 

* Pilot operation,   some of these other appraisal  technique, 

may be  feasible. 

X9 

Executive nppwi..!   .u3ge.t.d  in  the preceding paragraph clearly 

involve, more  than „  one-pa,, vlt,  ,nd  P   ten mimite   ^^^     ,   ^ 

• Weral.-le  a.icunt of  searchim   out  oe   -ct-r  -„ •  • -    • , out  o.  ..uCtB rnu  tneir analysis   is  i•:;^,. 

*c» ».   «!* c^t „f   .or;t ,tWr!.  t, mot,tt ,Mpirec,     Ui] e,tott> 

final    ¡uiiynenti must  be   Subjective but   fu..* 
.     cive out  Mese   ai^m^nts   should  neverthe- 

less  be  based on the  be«»-   r„ 1n,.a.,t. •  .. 
best  re.eva.it cata  th..t can be  assembled. 

C    Projects for Attract^  and Retaining  n 
 **<>lc«ted Team of Man.-^rg 

The  type of managerial appraisal ve  have h--«   •*.     . i       , 
nave  oeen oiscussin-   focuses on 

tin;  adequacy of potential  cecuttwi * 
executive, to perform essential management  t«'«. 

By Miction,  ., have  a6funed that the  individueia waiw¿ ^  he 

-Hins to wk for tiw ent€rprite  and  that  they wiid   ^  ^^ ^ 

•> 
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an effective team.    These aaaumptions may not be valid.     Having identified 

men who are qualified,  we muet now ask ouraelve» whether these particular 

individuala can be attracted to their propoaed poaitiona. 

1,    Providing Neceasary Inducements. 

Will  the new enterpriae be able to attract and retain 

the men deemed qualified  for the executive positions? 

Important considerations in this regard are: 

a. Salary (and bonus). 

b. Pension, housing, autos, etc. 

c. Prestige. 

d. Social contribution. 

e. Enjoyable work. 

f. Other. 

An occasional project may be of such preeminence in Its 

particular country that almoat any qualified man will be 

glad to work for it. Much more often, the quality of men 

desired »•  executives will have several attractive alter- 

natives.  Consequently, an important part of the evaluation 

la a comparison of the inducements offered by the new enter- 

priae with those of other employers. On the basis of this 

comparison and the valuea held by desired executives, a 

prediction of what proportion of prospects would acctpt 

jobs must be made. 

CS. 
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For  «one project»  the services of two or three particular 

individuals may be  so crucial  to success that their will- 

ingness to serve  should be discussed with them.    An 

important part of the evaluation is their personal   interest 

in the project. 

2,     Building an Effective Team. 

Not only must   individuals  of the needed  competence 

be willing to work  for the new enterprise,   they must be 

prepared to function as a team.     The (-roup ¿a a whole 

•hould  be  reviewed   in terms of: 

a. Brlence -- tiiat   is,  not all engineers 

or all external  contact men but an 

appropriate mixture of différent talents 

and  temperaments. 

b. Leedership «  that   is,  at  least some  key 

Individuals with  sufficient   initiative 

and prestige to continually push  for 

objectives of the enterprise. 

c. Cooperativeness and personal  commit- 

ment  --  that is,   e willingness  to submerge 

individual ambitions am! work together 

toward  designated  objectives. 

Obviously,   it   is, very difficult   to predict whether  the 

executives who will  actually work in the  enterprise  once 

it  is established will  form an effective team.    Negative 

predictions are easier,    lie o ¿ten can guess that e par- 
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ticular  collection où  indivi dual s v,ill  not vor-: "ell 

to^echer.    This micht  ÌJC-  (ine  to personality <:
1

<->S1H'í;, 

prob'ens  ci   soc Ir 1   status,   ¡nv y :.»uf.  n 1 fit ¡.oiishi ps,   .v-.f 

il if fer«.; net-s,    >r  í ìI.U'ì r  •.--[•M:-,.     .(..' such  .. î '" f ; <. i; : ;• it r 

í re  \ù'S-' ai.    t     ! £ t,   L'i. Iì   ti; e     i; "i., i • . r   • •• r, r ; ;. re;    ,:.'   ; i 

W!\\IE.\J¡C   S!. OI ! •.'      .    i''..r.i'      !.'    'ici'   •    ••   y r:<-st'.i i.' .  '\   '   il! 

be  {»ble   to "-v •   to- ,•:• !z.¡¡ •.• >•   "c.tiv    v. 

o^r Ik'fntiiyinj,  C;.p^   ú. i.-c a .".-.tu0i'rv: I   lu f.uin. ¡ >t. uts 
PT\C /'vailgl H'   P'-Tfjim-l       

lie  are  no>   in  K   :>I.-S ¡ t ion t.-j  coup; re  ntur vit'i  resources.     T'no 

cnilysi»  of mancairi¿;l   tfsks  eivi  tin. ir   .. i),.i¡,-;r\i. t; on   into  positions   in  i> 

tentative  or,r,;n lift ion provide  p  st<"tt nunt  •>"  n^eds,.     Then,   tilt   cppm'c.-l 

of potential  executives  i'^Mnst   tlit se   üpt-1 í   i c   requirements --   discussed 

in tue   third   section  of this  peper --   provides   an   insight  or '.-ho   iE 

rveilable.     Frequently,     i:en  c  campar i son   is  r.m !•    "i   specific  positions 

end avrllpble men,   ^pps 'ill  bo   round. 

''hen mf. tutorial   personnel   is  plentiful,   the  :^"ps .TP   >ikely  to bo 

minor and  probably can be  overcome  by adjustment   in the  organisation 

pirn.     However,   if executive manpower   is not plentiful  ¿Mid  ehort£f,p« 

appecr   in particular types of work,   the   success of  the  project   is   in 

»eriou«  danger.     Some vaya of overcoming  such ^aps ¿re  discussed   in the 

following  section.     Nevertheless,   objective  and  honest evalurti^n r«*»¡uires 

that th«  potential difficulty be   frankly recognized   in  the overall 

cvalurtion. 
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Conclusion. The appraisal of potential executives for a projected 

enterprise involve« several phases: describing the kind of man needed 

for each position, i.e., setting up man specifications; gathering 

information about individuals and deciding how they measure up to these 

specifications; estimating the likelihood of attracting the men who 

are found qualified to take jobs in the enterprise; and then summarizing 

the conclusions by comparing projected needs with good prospect» »nd 

realistically noting gaps between needs and resources.  Lack of system- 

atic attention and sound judgment on any one of these phases may result 

in serious error in overall evaluation. 
*to 

IV.     POSSIBILITIES OF TRAINING MEN TO FILL 
«_     MANAGERIAL JOBS          

Managerial manpower evaluation will reveal gaps between needs and 

«sources for most projects.    The gap. may be  serious,  especially in 

developing countries,    while this  indicate, trouble ahead,   it doe. not 

•lw.y. mean that the  project  should  be abandoned.    Training  of needed 

executives  is . possibility,   and  temporary measure«  for management may 

b« adopted while the training is being completed. 

A systematic examination of executive development  is beyond the 

•cope of this pap.,.    Nevertheless, ve must  look briefly at  some of the 

po..ibilitie. because they determine how serious a Uek of executive 

personnel really is. 

The need for executive development is almo.t always greater than 

•pp.«. at the conclusion of the first matching of need, and resources. 

Ixp.ri.nc. show, that not .11 men will be .. c.p.bl. .. predicted.    The 
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discrepancy may be  due to mistakes  in judgment,   or problems of health or 

other off-the-job difficulties may sap the man's effectiveness.     Also, 

there will be  some  attrition,   through death,   resignation to take   other 

jobs,   or  inevitable  clashes arising during operations.    Predicting how 

much safety margin  is needed  is hazardous because   such turnover  is  in- 

herently uncertain.     For n new enterprise a  turnover  in executive  positions 

of twenty per cent  during the  first  tv.'o years  is o   low figure,   and  if the 

enterprise  runs  Into difficulty this  turnover may be much higher. 

Consequently,  realistic plans for filling of gaps should also provide 

for some turnover. 

4 

A.    Long Lead-Times Involved  in Managerial Training 

Executives  are not made  in a day.    They may be given a title but 

the  knowledge,   judgment,  skill and other attributes  take time to develop. 

For example,  an analysis may reveal  that a  country has university gradu- 

ates but  lacks men trained  in the particular  field  needed by the  new 

enterprise.    Six months to a year are  often required  to identify good 

prospects who have  the  interest,  nativa ability,  background  training 

(language, mathematics,  etc.),  and to arrange  for them to start   formal 

training.    In the more technical subjects,  particularly if the training 

is taken abroad,   two years full-time  is often required.    After the man 

returns,  another two years may be needed  for him to learn the particular 

characteristics of the enterprise and to get some experitnee in dealing 

4 Sows of this turnover will be caused by promotions to fill vacancies in 
higher positions, lut, executive development work is needed regardless 
of the cause of the turnover. 
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vlth  concrete  problem.-  in n Ls nev  field.     In  this  exemple,   four  or   rive 

years vas the minimum lead-tine before  the man w.-s  ready to take  over an 

executive position.    Not all   jobs vili  ta'«   so   lon;    but  the  <Y.anr>\Q  ,:„cs 

surest  the   order  of m.^nitude. 

Lead-times  rre   important   í¡.  project plann -In- .     The   l-n-or  the 

lead-time,   the  sooner nuet  ection br   initiate.!.     One   o •" the  reasons   For 

early evaluation of managerial nenonwer  is t..is   lon¡   perio.   r-.-uír,.   to 

fill gaps.     If a  shortage existe,   iL  r:..-.-ti ' J  .:>    - v: :, . .-..     -..-, .  ..^ 

taken to overcome   it.    There nry ho r,,ny -¡ncc-rti i.nties of just wh  t   the 

job will be   like  five years hence,   and how particulcr  individuals will 

develop,  but  there  is noway to avoid  r.u^i uncertainties  if t.i- ;.rp  is 

to be  filled. 

Ffa 

UtÍV"£ 
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B.    Use of foreign Consultants es Tre-Lier 

One way of   LîVCVC: tiat   r   sd,:-. rL--   .    , ; .-;-., (- 

for trcinins   is   tc   cec   £;:rr i-ii  core. 1 trr.tr ,-r  t - .-. \vr 

foreign consultant::   nerioru niMi.j--.-r 

•""'"t'.v-s,     T'.. 

t«r';r   ; t   the    i>f\ .e   tir«   Ih,-     ,-; ;• 

training nationals  to  carry the   fui:   lore. 

îîfny vrriatUne of this  f.rrnnrruent  .-r-.-  p.^eth-e.    T;-    .•,nil;!t;.ncs 

ar.y have  full   r-sp3nsi.oility   ¿or  operation „¿  the   enterpr^,   ,-lth ri; c ^.-li 

servinr; es  their résistants and  advisors.     The   consumes •>   o-   upy 0: 'y 

those  positions MU;:!,  cannot  be   filled  locclly.     responsibility ^y w- 

shared Ly •  consultent and a national vxth  .o,v>  «rangent   ¿or resolvin, 

difference, of opinion vhen prompt  action U neccsnry.     ?0pnsl  ei¡t:,orit> 

:.cy be placed   in the 1, „d, of  loci  executive, ,-tth  fi„ unc.rstmd Ln,   t,rt 

they .re  to rely heavily upon the    cdvice    provided   by the  r0niultrr.te. 

•I 
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The particular arrangeant  actually adopted^will  depend, of course,   upon 

the extent  and  nature  of the manpower gap,  th?   urgency oí cottiti;   the 

proiect  in operation,   thr-   competence  oí  the  consultant." pvaileble,   ancT 

similar nctters. 

/   significant distinction   in oll   auch arrangements is between 

technical and  local matt-rs.    More precisely,   the distinction  is between 

impersonal  things  and systems and personal relations  and social pressures. 

üij' l:d;.c  and   iudr^nt rooming  inpersonal matters   is much more  reariily 

trrr.afersble  amore  countries than social  skills.     This distinction  is 

rarely clear-cut;     technical decisions often have  social impact and  the 

local trainee may nted  counsel regsrding effective  social action.     Never- 

thileis,  generally the trainer-executive arranSement   is more  likely to be 

satisfactory  if  it  focuses on impersonal matters. 

Every executive-trainer set-up  is a delicate  arrangement.     Inevitably, 

there arc problem* of status,   relative  salaries,   language,  total cost,  snd 

many subtle relationships.    A   full exploration of such matters is normally 

separated  from a management evaluation,  and  is  beyond  the scope of  this 

paper.    Nevertheless, we must be very sensitive  to  the problems if we wish 

to use the outside consultant as a solution to a shortaCe of executives. 

C.    Use of Part-Time Nationals 

To some extent,   the gap between manpower needs and resources may be 

filled by nationals who have other jobs but can arrange to spend part-time 

with the vm, enterprise.    We are speaking her. of a different and  additional 

group of part-time executives than the  technical advisors and member, of 

the board of directors,  discussed in Section II-C,  who will continue to 

i- 
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serve the enterprise on a part-time basis indefinitely.     Insterd,  we are 

no" «Pepl^ng o£ temporary assistente v-ho vili  provide mannerial help 

during the  period -hile  the reCular full-time  executives are  gaininp 

experience and  training. 

The use  of part-time nationals during  the ocrly stares of a project 

U appealing   for two reasons.     (r)  itcrtlnf. e business noses  tom;her prob- 

lems then maintainlnr.   it after   it  is already *  ,oiri,   concern.     -«h problem 

is new end  policies have  to be   developed;    employees  arc   ¡ust   loarnln» 

their respective  roles ano how  to work with one «„other;    prompt r«naSerlal 

action is needed   on many  fronts  at the  same  tine.     (b)   Inevitably,   a variety 

of social and economic  changes must occur within the  community,  with custom- 

ers,  .nd with other outside Croups.    During this period there   is need  for 

respected  sponsorship and  confidence  in the executives who are   initiation 

the  change.     If experienced national executives are active  in  the new 

«nterprise,   they will  be  better prepared to cope with  such problems and 

they My be able   to enlist public support more  easily. 

Unfortunately,   arrangement, for part-time executive,  often do not 

work well,    /.t   least two requirement, must be met: 

1.     Experienced executives who can really  be effective 

on a part-tine basis must be found.    Many men are excellent 

executives  in companies  they know well,   but are  quite   in- 

effective   in a  situation  in which they spend only a  few 

hour, a week.    Unless they have quick perception  „nd -.pi, 

discernment,   they may be more of . burden than a  help. 
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?.    Ab lu   trainees,  who lv-ve basic ba-krround   end 

tclent,   should  be  active   in the  situation.     They are  the 

one«  on V'ìWI the   Je tailed  administration  fails;     sfter e 

"breaking  In'   period,   they are  the  ones who will  have  to 

carry through the  Initial declilon».    Without  such «trong 

tupport.  the  busy part-time executive   i» rarely able  to 

carry on vh.>t should  be a  full-tltne poaltlon. 

In evaluating potential management  if sn enterprise,  then, uie of 

part-time  nationale  during   the early st£>;es  of e  nev: project  -.an be an 

importent  supplement  to  inexperienced management.     I love ver,   if the or¿ Ani- 

mation anclycl«  indicato«  that e  full-time executive   Is  really needed, 

e wan vith a potential  for moving  Into that  job  In the  near future should 

work with the part-time executive.    We will «imply be   fooling ounelve« 

If we e««ume  that even a good part-tLne executive  can hold  dovn e full- 

time job alone. 

Conclu»ion.     One  of  the most  »eneitive parta or a  managerial 

evaluation  i« deciding '..-nether the meare  for brld^ln;-.  the  w? between 

needed and available  manpower are adéquat'.    Men can be   «elected and 

trained,  but thi« often take« a period of year« and allowance «hould be 

made  for attrition.     Foreign expert« may be brought  in as  trainer-execu- 

tive« to temporarily  fill  the gap,  or part-time national« may be used  in 

a  similar manner.     Both of  theie arrangements,  by their very nature, 

require a delicate blend  of abilities and persona 1Itie«.     They need to be 

Investigated  carefully,   and even if financially possible  «hould not be 

regarded a« an e««y or iure way out of a managerial manpower «horta^. 
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V.    DIFFICULTIES ARISING FROM DIFFERENT 
 CULTURAL B/CXGROUNDS  

The preceding  sections  of this report  have  outlined  steps  for 

evaluating managerial manpower available for a proposed  enterprise.    Also, 

in each section problems deserving  special  attention  have  been noted.    The 

present section differs  in character.    It  focuses on  the  people wno par- 

ticipate  in the  evaluation and  notes a basic  source   of  confusion  in this 

difficult proce...    These  final  comments,  therefore,   apply to any or all 

of the steps outlined  above. 

A.    Variation  in Concepts about Managing and 
 w"*t Makes a Good Manager      

Many sharp clashes sbout  the  adequacy of management  arise  from 

rather fundamental difference,  in viewpoint.    Most of „. have opinions 

regarding management that ari.e  from the kind of work,   the type of 

business,  and  the underlying  culture   in which we work. ..The   following 

«xample. indicate difference,  commonly found among people participating 

in project evaluation. 

l'     S"«!"«*",  trea.urers,  sale, executive«    for 

example,   not only atre., different thing, but  often con- 

ceive of the managerial  process quite differently.    The 

engineer tend, to be mechani.tic;    the trea.urer tend, to 

reduce the entire proce.. to decision-making and  finan- 

cial term.;    the  sales manager  is much more  likely to 

think in  terms of people  and  their reaction.,   and to 

carry thi. point of view over to the entire management 

proce... 
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2. Government civil tcrvnnts and the entrepreneur «re 

likely to have quite  different viewi about what makes a good 

executive.    The civil  servant quite naturally think» of com- 

plex and proceduralized activities;    the entrepreneur typic- 

ally is  impatient with detailed procedures,  make» decisions 

on less voluminous evidence  and takes mure  chances. 

3. More subtle are difTerences  in national culture. 

For example,  a person M.th Nordic background  normally thinks 

in terms of sharp definition of duties,   individuel account- 

ability,  an authoritarian hierarchy,  etc.    Persons  from 

Latin countries tend  to personalize   issues,   rely on persone 1 

relations,  and pfiy  lese attention to  timing.     A nan   fron the 

East  is too polite  to  enjoy roush-and-tumble  debates,   and 

normally prefers ¿roup rether than individual  responsibility. 

Many other and  perhaps more  important differences may be  found. 

These brief examples do   indicate  the '..ay a person's  background strongly 

influence» what he considers to be a good executive. 

1.    Effect ot Conceptual Differences on Evaluation 

These normal differences  in vievs of mana^inj-   may lead to divergent 

evaluations.    The way a man  think» about manaaement  cfTectc his: 

1. Recognition of needs -- both his  identification 

of importent maniement t?cUs and his tentative organize« 

tion of these  tasks. 

2. Appratir 1 of  individuels --   reflecting the  char- 

acteristics he  considers desirable. 
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3.    Way. of fillins the e.P .. hl.  lnll.tence on formal 

training .nd hi. willincn«.. to rely on expedient mcc.ure.. 

Such difference. My r..ult ln cl„h„ of oplnlQn ^^ ^^ 

P.OPU participating in . ».nagent evaluation.     And,   gatherlnK addition?1 

-». will not nece..arily reiolvc the cl„h ^^ ^ ^^^ ^ 

froa "v.lue prerai.e.." 

/W,me" °f the effCCt °{ cultur.1 background  on management 

•ppr.i.al  i. valuable bec.u.e   (.)   lt put. ui on ^  ^ ^^ 

bi..e. „hich «,  lead to  too rigid or too relaxa  an evaluation,  and 

(b)  it help. u. under.tand why . perion may hold . p„ticular ^ Qf 

viev. 

I- r..ch . fl„! condu.ion, , „Mopollt.„ vl,„  „ c,e<rly ^^ 

•M..    Ho,. .P.CUU.U,.   i„ t.chnltll .„.. ue „,ec, lta   M8_t o£ men 

»»..ppr.ci«. „„., u t..u> t.ouirii ln esch _    __    fot ^^ 

production,   finance,  or marke tine      AI-„ marKecing.    Also,  we ne*d   to  reccnizo  local 

«.*-..  tc.rd .uthority,   r,.pon,lbul£y>  ami   .taiUr nattcri;     >nd on 

culture  i. delirasi*»      T., U„  . uiiinoK,    xo  be  iure,  ve fh»n  í-I-J »«,  ve then find  our.elve. evaluating the 
.v.lu.,or.  (. proble„ „ot unl,„.   fn B<Mgeriai #pprei<ai but ^ ^ 

«!.,. in .11 ph.... of ptoj.ct „.llllttall).    Houcver>  imtMn evíiü>_ 

tlon involve, ao much sub.ective   iud<m»..i- . 
jeccive   judgment a cosmopolitan vim i«  the 

aafe.t, and probably the wi.e.t. 
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