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Able executives axe one of the crucial requirements for the success
of sny enterptue.l No matter how sound a project mey appear, unless good
managerisl tslent is svailable to run it, the project is doomed to fsilure,

On the other hand, judgment regarding future management is often
difficult to make st the 'ti_me of project evaluation. The subject lacks
public glamour snd thercfore may uc'oive little attention. At the same
time, personsl smbitions of individuals who would like to run the project
are involved, so the subject must be handled delicately -- or gently s{de-
stepped, Even when it is acknowledged, making wise snd objective appraisals
of future executives cslls for subiective judgments, and these are difficult
to discuss ;nd defend in public.

The subject of this paper, then, is both vital snd hard to perform,
No formula or well recognized steps exist for its essy solution. These
charscteristics -- importance combined with difficulty -- make careful and
systematic analysis of potentisl management one of the crucial parts of

project evsluation.

--.-.o.----.-..-.-.--.-o---------.-..-----.----.-------o--.--o--..-----..-o..

1 The term "enterprise’ is used here to designate the venture or business
-= public or private -- which is being evaluated. Thus, 'project” snd
“enterprise’ have the ssme meaning.
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Focus on Effective Operation of Project

This paper deals with the assessment of exccutive talent that i1l
man-ge a project sfter facilities are in piace, 1In other words, we are
assuming that the economic and political soundness of the pruiect have heen
settled, and that problems of desiyn, financing, zad other aspects of cttin.
the pro‘ect ready to operate age being considered in other perts of tihw

overall evalurtion, Our specific cuesticn here i8: “hat Minds of peop!

will be necessary to succossiully operate the project after the Seciliti-e

are in place, and what are the prospeccs for attracting and retaining such

talent?

Ve shall consider this question from the point of view of the perpic
enga.ed in the actual evelustion of proposed industriel pro-ects, In ot ¢
vords, this {s neftiicr a thcorscical treatment ner o report on seltontif
rescoreh,  lany of the st ostions naJle ore base. on Buch stulics, Lut '

.

purpose here 18 to trensiate rhat is novm into operaticnal terms Tne oin

e

is to e:press ideas clear:y ‘it o minimwm of tecunical jargen, hile toc
approaci reccmmenved is appiicable tou all sorts o, sitnations, the Jocvs

is on industrial projects in developing countrics.

Major Steps in Approach

The analytical framework proposcd moves from neecds for exccutive

personnel generated by the project {tself to mcans for fulfilling these needs,

In the actual evaluation, the steps, of course, will not bLe followed in ricid

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

often get ideas related to managerial requirements from other aspects of the

total evaluation. Nevertheless, some framework is highly valuable in
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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:

1. Realistic statements of managerial tasks necessary
for successful operation of the proiect,
I1. Tentative managerial organization to perforn tasxs
identified under 1 above,
111. Appraisal of potential staff to £131 positions ce=
scribed in 1I above,
IV. Possibilities of training men to fill nanezerial

jobs,

V. Difficulties arising from Jifferent cultural d

backgrounds, [

1. REALISTIC STATEMENTS OF MANAGERIAL TASKS NECZSSARY
FOR SUCCESSFUL OPERATION OF THE PROJECT

Manugeriali requirements arise from the project itself -- its mission,
sirze, degree cf intecration, novelty, affiliations, etc., Some aspects of
management will be similar to tiose found in other enterpriscs. Grave
Junger will be encountered, however, if we merely copy the liszts of tasks
found in another company.

Instead, the first cuestion to be answered 1is: i’hat managerial tasks
must be per formed well to make this particular enterprise a success? Some
suggestive ideas, of course, can be obta;ned by cxamining similor enterprises.
But, each enterprise is unique, and someone should carefully thin through
the array of activities necessary to make the particular project under con-

sideration an effective operation. At this stage, we are concerned with a
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b
| list of the total tasks to be performed, along with some indication of | mut
vhich activities will have to be performed with exceptional skill, | fr.:
The following outline, while not intended to be comprehensive, i oren
suggests several points of view which should be considered with reapect ine

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. 0i1l refining, steel-making, or leather
tanning obviously call for distinct knowledge and judgment. 1In this broad

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

two types of problems: pe
1. Process design and modification. Decisions of this e
sort are typically made only occasionally and are often highly fe.
technical in nature, wit
2. Technical operating decisions. Here we are concerned th
with maintaining conditions that assure efficient operation of, 1’

say, a loom or an open-hearth furnace,

With the rapid change in technology in many industries, an ability G
to keep up with new developments, in addition to familiarity with current br.

technology, should be possessed by at least some of the eLecutives,

| 1 Haintuning Effective External lelationlhigl

Every business is both dependert upon and contributes to a variety

of external groups. These re lationships must be maintained so that the




nad

 tween

e 5§ ==

mutual exchange operates on a continuing basis. A breakdown on any one
front may jeopardize the entire operation of the project. The external
croups with whom good relationships are essential to every enterprise
include:

1. Custowers.

2. Coopcratin, industries -- suppliers, transport,

gervices, bankers, etc,
3. Government and regulatory agencies,
4. Tlorker representatives,

5. Locsl comnunities, schools, and the like,

The basic point nere is that ¢very new enterprise will become an
»sctive part of its economic, pulitical, and social environment. Being
nv, it will probably be the agent of significant change in one or motre
features of that environment. Consequentty, the success of the venture
will depend, in psrt, upon having executives who can effectively relate

the new business to the "'outside' world,

Ce ;nternal AMdministration

The larpest volume of managerial work in terms of man-hours typically
deals with internal administretion. For purposes of evsluation, a three-fold
breakdown of internzl management is helpful,

1, Creeating Goods and Services,

Here, we are concerned with management of the basic
production functions of the enterprise -- the crestion of
goods (or rervices) of the right quality, st the right time,

for a reasonable cost. These may be steps in a process or,
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for a diversified venture, activities relatiny: to various
products. Because these sctivities are the Justificacion
for the existence of the enterprise, they norually wiil be
easily identified.

2, Providing Necessary ‘usilicry Functions,

Managers must also deal with a variety of facilicating
activities that are necessary to supputt the uvasic iunct ions
ment ioned above. Included here are:

2. Accounting,

b. Finance,

c. Personnel,.

d. Maintenance,

e, Others,
For proiects located in remote areas, .nd in non-industrial-
ized countries, the variety and importence of these aurlliavy
functions increases. The proicct plan should indicate what
auxilisry activities are necessary; here we cant to make sure
thst executive talent needed to direct such activities is jn-

cluded in the evaluation.

3, Maneging Operations,

The functional breakdown suggested {n points 1 and 2
above emphasizes the subjects in which competonce {s needed
in the executive corps of the enterprise. .nother type of
ability -- which cuts across these functional fields -- {is

mensgerial skill. This involves;

D.
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Plauning,

Orcanizing.

Selccting, and training ol people,

Supervising.

Controlling,
The reason for givin: Specidic atteantion to these managerial
processes is that ¢ men may be an eipert in, sdy, accounting
or personnel but lucl: manegerial abilicy in applying such
knowledge to an operating situation.

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

In acdition to muking technologicel decisions, neintaining effective
external relaticns, and managing operations, anovthexr highly important task
of man.gement is 'integration.” A good manager must take into account a
variety of factors which are often quite different in uature. Issues
relating to technology, external rclations, und internal administration
are interdependent; wusually changes ceunot ve made in one without affecte
ing another, The manager must provide a balance in the weight given to
various considerstions and do this in termns of a seauence or J({low 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 Jeals with changes in the

external eavironment and changes within the enterprise. Consecuently,

involves a never-ending process of adjustment. Also, if done well the
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integracion anticipates chaages, and preperes to mect t'wem (the mechanisn

for doin; this may be lon;-ranse plenning or in :rmai torecasting and

adjustment), Furthermore, mrnacoment may {niticte change with respect
—ite

to morkets or other conditions closcly related te the enternrise,

Obviously, some Proiects will be ounpected to STy ¢ o rcater burden of

dynamic leadership thon others, 1In today's ULe, & owen geaent anst
y p ) ¢

nave at lcast gome cepacity to raopt and chean o iy tho enterprisc is ¢

survive,

sonclvusion,  Toe central theme 7 pnis e tion is thet an evslivre
PR ILR 111

tion ol ranencaent mict rest on o

Cleny uncerstonding of wh.t the managers

of the specific enterprise are expectod to do, No ready-nade list of

duties {s satisfactory for this PULpCLs,  Uo¢h (ncerprise varjes et onls

in the scope of its intcrnes} fotivitior, hut s lee in "te ~ternsl el gicre
y

s$nips and the PIBLticn Te oucuniee 4y e Pl ARG tae sac ety of Qs
country, There . ore, .,

f o Trvey e o P
adsinntive el

-

88 7 the veriovs “apects of

the eatcrprise is a Ne-cgsary Jirst stop,

II. T:NT/Tiv. &/ NAGLRTAL ORG T

STTON 10
PURRFURM ILUNTIFTEN TAS:.

fince our objective ie aveluationg o)

TP €T, tiw manscerial toscs

Identified {a the Preceding onalysis aust Le transloted iato lobs that

vill be filled by people,

2, Combining Tasiks {into Hanacerial Jous

/nalyzin; and organizing are not the same thing, For example, motion

study i{s ¢ porerful tool for improving methods of vork, but we have learned
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through bitter cxperience that the nerrov subdivisions helpful in en analyeis

rarely are the best way to assicn taske to individual workers. This same
principle applies to managerial jobs,

The tasks identified in the analysis suggested above can be combined
in numeroua ways. Somc activities will be so important and so speclalized
that they should be assigned to & single individual. Less important tasks
mey be grouped with several cthers to form a single job, Still other acti-
vities may be divided among several executives. But, in this process of
combining tasks into jobs cach necesaary task should be assured adequate
snd specific attention.

A vital part of the organizing process is relating the various joba
to each other. Channela of communication, influence, and authority are

essential to coordinated action. Consecuently, the various jobs need to

be fitted together into some form of organization ltructure.?‘

B. Successive Refinements in Organization Plan

When a project is in its preliminary planning stages, the projected
organization is likely to be vague, For example, if economic feaaibility
is the central iasue and skilled manpower is readily available, the entire
question of management evaluution 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 1is decided to give the entire

pro ject careful evaluation.

2 For a discussion of how to build an administrative organization, see
W.H. Newman, Administrative Action (Enzlewood Cliffs, New Jeraey:
Prentice-Hall, Inc., 1951 and 1963) -- also available in Spanish, Portu-
gese, Italian, Dutch and Japanese translationa.
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/s plens for the entfrn pro;cct are refin~d, and especie'ly ne sone
key individuale are selccted as future rxecvtives of the project, ti:
oryanizetion pian should become aore definite. Frequently, the scope rn:
perheps nature of a projoct is mod{finrd 28 planning prozeeds. This lesce
to successive re “inement of the orgcanization plen,

The purpose cof these organization plans is not to impose 2 ri-ic
structure on the evecutives vhe are finally selected to man ge the entere

Prise. Instead, they ore projections which are neeeseery to ‘eline wn

1

Q-

cerinl menpover reruire wote -+ ingt as physinel “perstin: sisng sre

necesgrry to predict ra aaterial recuirements,

y

s listinouisnine Betieen Fulletime cnd Part-time Jobs

“dost positions in an effective organization should be filled by
execntives vio devote full-time to the enterprise, Occasional exceptions
mey be verranted, especially for small ventures that canrot afford to hire
technical talent on a full-tirme basis, Members ol boards of directors,

scientific advisors, representetives living in foreirn countries are

3

exaiupis,

Use of part-time viccut)ves has Cravbecks

» These men may get out

of touch wvith the current "Werttions of the eaternrise, tiiey may not be

aveilable vhen needed, and (.o may not have the scue cegree of commitment

-----_-------------------------------------------------.--_----.-----------

3 Perhaps a2 group of c¢istinguished citizens, calle¢ "/dvisory Council” or
"List of Sponsors” may also be established. The primery role of such
groups is to provide endorsement and to sccure popular support for the
enterprise. They may alsn give advice on proposed changes or other
actions, but normally they 4o not initicte actions. Uxecutives of the
enterprise are expected to “@ep trecik of problems and opnortunities
and to bring such metters to tie etteation ot the advisory yroup. 1In
other words, an idvisory PRoard QY serve a very useful function but 1s
not really part of the managerial orcantization,

»
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to the enterprise that its full-time executives normally exhibit. Never-
thelees, in projecting an organization structure a few part-time executives
may be the only practical way to provide for all the tasks that will be

necessary,

U, Recognizing Compensation Levels that are Feasible

Most projects are planned in a spirit of enthusiasm and high expec-
tations. While in this mond, we are likely to project managerisl jobs
that can be filled only with men of exceptional sbility, 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 faced reslistically,

in enterprise has better prospects for success if it can make its
positions attractive to at least s group of highly qualified executives,
Generally speaking, enterprises sssociated with governments tend to psy
their key people salaries that are too low, This practice tends to lesd
able men to such positions in several different enterprises at the same
time, and {t contributes to other questionable prsctices of receiving
compensation, Nevertheless, we must recognize that there may be political

restraints on hirh salaries, and also that not manv enterorises can supoort
the burdean of hi~h rav “or more than a few key individuals. These facts o
1ife rmst be “ent in mini when nrojectine a tentative or-anization stmicture,
I¢ the plan 15 to be pealistic it must he smited to the kind of executive

that can, in "act, he attracted to the entervrise,
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Conclusion. The end product of this stage of analysis is a list of
ménagerial pesitions that need te be filled {f the cnterprise 18 to prosper, ‘
Associsted vith each position are the tasks that must be performed effecte
ively if the ovganization is to function properiy, and the sppropriate salary
range. Uhile in actual practice there undoubtedly w{ll be some ad justments
in the allocation of tasks amens, menbers of the menarerial team, this list
does provide the standard by which the available manporer v {ll be evaluated,

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

obtained and the budjets of the capital that will be necessary, ,)!

III. APPRAISAL OF PUTENTL'L STAFF TO FILL
POSITIONS DTSCRIBTD

Having identified tle manacericl tashis to be periormed, £nd havin:-
&rouped these Into realistic menagerial positions, the proiect analyst has
the basis for evaluating people. However, the appraisal process itself

deserves careful attent icn.

A. _Translating Job D_gsiEL_RngLg._[qt_g_ﬁangox;gg_ specificetions ‘*

4 job description normelly scts forth tasks to be per formed but does

not describe a person, Conscecuently, we have to make a translation from

tasks to man specifications. Such specifications often include four inter-

related aspects,

l. TFormal Treining,

Some jobs require a technical evpertise that can be
fcquired only by formal training, for example, civil enyi-

neering or accountine, Forazl treining of a more senera! -‘
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nature is highly desirable for many other obs, o,
most menagerial jobe will have gome minimum cducational
requirement,

In practice, formal cducstion often receives undue
weight, lducational certificrtes or decrees are cosy to
measure and widely recoonired, Hovever, ve know that a
man with a degree Goes not necesserily posress manegerial
ability., (Only recently heve univereitics attemptec to
provide managerial training es vell as technical and sube
stantive training.) So, while formal training may be a
necessary preparation for many positions, additional
qualifications are also important.

2, Desired Fxperience.

4L second convenient way to check ocualificetions of
a man is in terms of his experience, For instance, we
might stipulate that & plant manager should have at least
six years' experience as a supervisor of production opera-
tions, or that a cuality control director have three years'
experience as an inspector,

Again, practical difficulties arise, Frequently, it
18 unreasonsble to expect 2 man to have had actual experi-
ence performing the specific tasks contained in the job
description. For example, & ma. with experience as an
inspector certainly will know something about tie practical
problems of quality control; but, thst experience does not

assure us that he can perform the tasks of quality control
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director which are different from thoae of an iaspector,

Furthermore, many deve lopment projects deal with a new

kind of activity, and past experience will be even less

directly related to the new work.

Successful experience is probably the beat ind{ica-

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

it normally should be a part of man specificationa.

However, we may become unrealistic i{f we preaa this kind

of requirement too far, and doing so might eliminate aome

of our best potentisl executivea, A uaeful practice {is

to stipulate "X yeara of experience aa -------

» Or equiva-

lent." The last two words provide flexibility in the

application of the measure.

3. Demonstrated Performance Skills.

Since formal training and experience often are in-

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

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

Key sspects of the job can be aingled out, and

then we

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

features of the work, Examplea are -- ability to budget

his expenses and then live within his bud

get, capacity to

work effectively with labor unions, or akill in anticipat-

ing consumer needa.

Note that the specificationa are atated

in terms of results, what a man can do. Even though a man

may have training and experience,

ve scrutinize the evidence

to see

whether he haa these Particular performance skills,
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4, Personal yualities,

Fven more indirect {s the iisting of personal qualitiec
a man should possess to fulfill » given position eflectively,
Such cualities might include decisiveness, pnysical vitality,
ethical standards, dedication to the oblective of the project,
objectivity &nd emotionzl maturity, cwpathy, intellectuzl
capacity, and the like,

The difficulty of prepariug a list with such rualities
for specific positions is that expericnce inuicates thet
executives with (uite «{ rreut charackericgics mev achieve
the same rcsults, Ccientific evidence regardin, vhich
qualities are necded for particular types of wor: has not
yet been developed, On the other nand, when we are dealins.
with a completely new kinC ol proiect, or jobs that sre new
to the local country, we mzy have te rely primerily upon a
list of qualitles believed to he important for tne ob,

No better alternative exists,

Man specifications for each position, then, normsliy ~f.1 cons’st
of some combination of desirev treining, cupericnce, performance skills,
and personal qualities., These specifications should uot rellect an
abstract notion of what makes & sjood executive; instead, they should
be besed directly on the tasks the executive will be expected to perforn,
Incidentally, wsince it is often difficuit to find eiccutiveg vno fulllll

all speciiications, the usual prectice is te distinjuisa betveen these




recuirements which an executive must possess when he takes the iob and those

which he can develop by study and experience after he gets on the job,

B. _Appraisal Technigues

Information about potential executives is typically obtzined ig
several vays. Some information suc:. as degrees received from schools ang
colleges and titles of jobs held will be readily available. (Other inftorma=
tion will require more digging.,

l. Performance Analysis,

The objective here is to find out what a prospective ')t'
executive actually has accomplished {n his previous jobs,
This requires considerebly mcre information than mere jobh
title, What were the cuties of the particular job? How
did the job fit into the rest of the organization? Was
the job newly created or could it be carried on by follow-
ing previous practice? iHow successful was the man in the
job? Are there any reports or objective measures of his
schievements? Uhat rezsons led to promotion or transfer ‘b
to other jobs? 1Is there any evidence of unusually good
performance or difficulties arising out of the performance?
How far an analyst should 80 in obtaining such ''fscts"
will depend upon their availability, direct relevance to
the new position, and the importance of the position the man
might occupy in the new enterprise. Judgment will be needed
in interpreting these dats because performance will obviously

be influenced by the help received from other people and by
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the difficulties encountered, and on such matters the view
of various people may differ, Nevertheless, a thorough
understanding of what a man has done is very Lelpful in
predicting his future potential,

2, Cathering Opinions of Others.

Valuable informetion about a man's capacity can be
obtained from pcople who have worked closely with him <=
former superviscic, associates, subordinates, staff people,
and outsiders vith vhom he has h.id close contect. Inter-
views vith e larce number of such peoplie is rerely neces-
sery or easible, Nevertheless, some cross-section view
from such sources is particularly useful in assessine
performance skills and persgonal qialities,

3, Multiple Intervieus,

Personal intervicrs vwith prospective executives arc
highly desirable, Occesionally it is not diplomtic to
revesl 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 influe
enced by subjective feelings and personality preferences,
Consecuently, interviews by two or more pcople of 2 prose
pective key e-ecutive s cormon cvaluation practice,

Information from !1 of the above sources {s then
related to the men gpecifications outlined in the previous
section, pNormally, two or more people will take part in this

evaluation stage,




4, Special Assignments, qualifying Tests, Stc.,

In an enterprise already in operation, trial on a
seriec of jobs or special assignments 1s a common means
of evaluating an executive for a new post, Cucasionally,
cualifying examinations are given to men outsice the entere
prisc vhen technical lnowled;ye is a major criterion, Kxcept
in unusual circumstances, neither of these appraisel tech-
nigues are suitable to a nov pro ect that is still beinr,
evaluated, dowever, i7 the project is a modification or
extension of an existing enterprise, or if the project is
& pilot operation, some of these other appraisal technisues

may be feasible,.

Executive cppraisal sugzgested in the preceding paregraph clearly
Involves more than Oae=pase vits and 2 ten minute interview, ! ropa
sideral:le ancunt of gearcziing out ¢f “acts eng their analysis is inniien,
dven se, the cnount 0f rork reguired is modeet rompared ith ¢liorts
levoted to economic and engineering an. lyses, To ba sure, many of tie
final iudements nust be subiective but these Juizments should neverthee
lese be based on the best relevant data th.t can be assenbled,

C. Prospects for attracting and Retaining a
Dedicated Team of Man:gers

The type of managerial appraisal we hG&ve heen Giscussin; focuses on

the adegquacy of potential crecutives to perform essential managenent tasks,

By implic:tion, e have assumed that the individuals cpprafeed woull he

villing te vork for tie enterprise and that they vould it tosether inte

————
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an effective team, These assumptions may not be valid. Having identified
men who are qualified, we must now ask ourselves whether these particular
individuals can be attracted to their proposed positions.

1, Providing Necessary Inducements.

W11l the new enterprise be able to attract and retain
the men deemed qualifiad 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 almost any qualified man will be
¢lad to work for it, IMuch more often, the quality of men
desired as executives will have several attractive alter-
natives. Consequently, an important part of the evaluation
is a comparison of the inducements offered by the new enter-
prise with those of other employers. On the basis of this
comparison and the values held by desired executives, a
prediction of what proportion of prospects would accept

jobs must be made,
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For some projects the services of two or three particular
individuals may be 8o crucial to success that their wille
ingness to scrve should be discussed with them. An
important part of the evaluation is their personsl 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
prepered to function as a team, The group a8 a whole ’)\’
should be reviewed in terms of:

a, Belence -- that 1is, not all engineers
or all external contact men but an
appropriate mixture of diiferent talents
and temperements.

b. Leadership -- that is, at least some key
individuals vith sufficient initiative
and prestige to continually push for k)
objectives of the enterprise. '

¢. Cooperativeness and personal commit-
ment -- that is, 2 willingness to submerge
individual ambitions and wor' together
tovard designated obiectives.

Obviously, it is very difficult to predict whether the
executives who will zctually work in the enterprise once
it 1s established will form an effective team, Negative

predictions are easier, e olten can guess that a par-
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ticular collection ol individuals will not

entilying, Cipe oot voa linegerial Koqguireoonts
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in the tnird section of
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“hen manayerial personncl Le plentiful, tne

pian, However, if executive menpower is not pivatiful
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serious danger. Some ways of overcoming such gaps cre
following section. Nevertheless, objective and honest

that the potentisl difficulty be frankly recognized in
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it resources,
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Conclusion. The appraisal of potential executives for o proiected

enterprise involves several phases: describing the kind of man neede ot!

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

Information about individuals and deciding how they measure up to these Jjot

specifications; estimating the likelihood of attracting the men who muc

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

the conclusions by comparing projected nceds with sood prospects and of

; realistically noting gaps between needs and resources, Lack of systems- ent
f stic attention and sound judgment on any one of these phases may resule )‘:? Con
| in serious error in overall evaluation. for
1IV. POSSIBILITIES OF TRAINING MEN TO FILL Ao

MANAGERIAL JOBS

Managerial manpower evaluation will reveal pgsps between necds and

e

Tesources for most projects, The gaps may be serious, especially in :h
developing countries. While this indicates trouble ahead, it does not >
alvays mean thst the project should be abandoned, Training of needer \ e

\
executives is a possibility, and temporary measures for management may .;) o
be adopted while the training is being completed. PIOI
A systematic examination of executive development is beyond the : )
scope of this paper, Nevertheless, we must look briefly at some of the 1:8;
poasibilitias because they determine how serious a lack of executive .
personnel reslly is, o
char
The need for executive development is almost alwvaya greater than

appears at the conclusion of the first matching of needs and resources. L"‘

Ixperience shows that not all men will be as capable as predicted, The
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- discrepancy may be due to mistakes in judgment, or problems of health or
other off-the-job diificulties may sap the man's cffectiveness. ~2lso,
there will be some attrition, throuph 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 ine

ng herently uncertain. For n new enterprise a turnover in excecutive positions
of twenty per cent during the first two ycars is a low figure, and if the
enterprise runs intou difficulty this turnover may be much higher.k

1'\rl Consequently, realistic plans for filling of gaps ahould also provide

for some turnover,

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

v enterprise. Six months to a year are often required to identify good
" prospects who have the interest, nativc ability, background training
{language, mathematics, etc.), and to arrange for them to start formal
training. 1In the more technical subjects, particularly if the training
is taken abroad, two years full-time 1is often required, After the men
returns, another two years may be needed for him to learn the particular

characteristics of the enterprise and to get some experience in dealing

4 Some of this turnover will be caused by promotions to fill vacancies in
higher positions. But, executive development work is necded regardless
of the cause of the turnover.
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vith concrete problome in nis new field, In this exemple, four or five
years vas the minimum lead-time before the man .. .:s ready to take over an
executive position, Not all jobs will take so lony but the vxampie Jocs
guzcest the order of maznitude,

Lead-times are important i: project plenning, The learcer the
lead=time, the sooner rust ection be initiated, One o the reasons for
early evaluztion of managerisl nanpower is tais lony pericd torule. o to

fi11 gaps. If a shortage existec, (L c.v'0 = Trrnzd i eyt om0 oA

J ¥
’\f m
taken to overcomz it, Thexr may be meny sncerteinties of just wh ot the ‘}-

job will be 1ike five years hence, and how particuler individuals will
develop, but there is no way to avoic fuch uncertainties i{f the ;ap is

to be filled,

B. Use of Forefen Consultants 8 Trolner-lurutiv-g

One way of ovevesiiae @ eloris o 0 o e iy - MR TERE SR e
for treining is te uvec Loreinn coper Loots of tonerory esnentiyes, T
foreirn congultanee PETLOTN Mene T ine Bave b gL bo, .0 tive Cesoar
y
training nationals to carry tac [ull ioed,

leny veriatincne of thie crrangenent ore pogsibie,  Too o ecomel itencs
rey have full rreponsiniiity for operstion of ghe caterpiisy, ith nicleacls
serving es taeir essistants and acvisors, The consultents oy ortupy orly
those positions vhjul carnot be iilled locelly, Lespongibility mey b
ghared Ly a consultent and a national vith son errancement Jor resolving
¢ifferences of gpinfon ~hen prompt action is neccssary, rFormal cutaorit:

wcy be pleced in ti- nds of local exccutives ith on understindin tart

they are to rely neavily upon the ‘zdvice: provided by the ronsulticnte,
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The particular arrangement actually adopted will cepend, ol course, upon
the extent and nature of the manpover gap, th? urgenczy of settin the
proiect in operation, thc coupetence of the consultants ovaileble, and
similar mctters,

# siznificent distinction in o1l such arrancements 18 batween
technical and local matt.-rs. iore precisely, the distinction is batreen
{mpersonal things and systems and personal relations and social pressures,
rno-12d,c and judsment regarding impersonal matters is much more readily
trensferable amon;, countries than social stills. This distinction is
rarely clear-cut; technical decisions often have social impact and the
local traince may nced counsel regarding effective social action. Never-
theless, generally the trainer-executive arrangement is more likely to be
satisfsctory if it focusee on impersonal matters,

Every executive-trainer set-up is a delicate arrangement. Inevitably,
there are problems of status, relative salaries, language, total cost, snd
many subtle relationships. L full exploration of such matters is normally
separated from a management evaluation, and is bevond the scope of this
paper. Nevertheless, we must be very sensitive to the problems if we wish

to use tihe outside consultant as a solution to a shortage of executives.

C. Use of Part=-Time Nat ionals

To some extent, the pap between manpower needs and resources may be
fillec by nationals who have other jobs but can srrange to spend part-time
with the neu enterprise, We are speaking here of a different and additional
group of part-time executives than the technical advisors and members of

the board of directors, discussed in Section II-C, who will continue to
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serve tne enterprise on a part-time besis indefinitely, Instead, we are
nov speeking of temporary assistants vho will provide mansgerisl help
during the period hile the regular full-time executives are geining
experience anc training,

The use of part-time nationals Curing the cerly stares of o proiect
1s appeeling for two reasons, () fterting ¢ business noses tousher prob=
lems thzn meintainin it ofter it 18 alreedy & goins concecrn, “eeh problem

18 nev and policies have to be developed; employces arc just learnine

their respective roles anc how to vork with one another; prompt nanagerial ,\{? pert
ection is needed on many fronts at the seme tine. (L) Inevitably, a variety frip.
of social and economic changes must occur within the community, with custome zat.
ers, and with other outside groups. During this period there ig nced for e m
respected sponsorship and confidence in the executives whe are initietin wor!
the change, 1If experienced national executives are active in the new if
enterprise, they will be better prepared to cope with such problems and ¢ e
they may be able to enlist public support more easily, X
Unfortunately, arrangements for part-time executives often do not r» eval
work well. At least two requirements must be met: neec
1. Experienced executives who can really be effective trai
on a part-time basis must be found. Many men are excellent madc
executives in companies they know well, but are quite in- tiv:
effective in a situation in which they spend only a few a si
hours a week. Unless they have quick perception ond rapid recu
discernment, they may be more of a burden thean a help, {nve
re; o
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?. 2Able troinece, who h.ve basic La-krround and

talent, should be a2ctive in the situetion, They ere the
ones on vihnm the cetailed administrotion fails; after &
"hbreaking in period, they are the oneg who will have to
carry through the initial decisions. Without such strong
SUpPpOLt, the busy part-time executive is rarely able to

carry on whot should be a full-time position,

In eveluating potential management of en enterprice, tacn, use of
pert-time nationale during the early stipes of & new project cen be an
important supplement to incxperienced menagement, invever, if the oryanie-
zation anzlyeis indicates thet e full-time executive is really neederd,

2 wan with a potential for moving into that iot in the near future should
work with the part-time executive. Ve will simply be fooling curselves
{f ve sssume that even a good part-tine executive can holcd dovn e full-
time job elone,

Conclusicn. One of the most sensitive parts o a managerlal
evalustion is deciding vwhether the meere for bridginy the gap betveen
needed and available manpower are adequat®, Men can be selected and
trained, but this often takes a period of years snd allowance should be
made for attrition. Foreisn experts may be brought in es trainer-execu=
tives to temporarily fill the gap, or part-time nationals mey bo used in
2 similar manner, Both of these arrangements, by their very nature,
require a delicate blend of zbilities snd pereonslitiee. Ticy neec to be
investigated carefully, and even if financially possible should not Le

re;arded as an easy or sure way out of a menagerial manpower shortage,
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V. DIFFICULTISS ARISING FROM DIFFERTNT
CULTURAL B/ CXGROUNDS

The preceding sections of this report have outlined steps for
evaluating managerial manpower available for a proposed enterprisc., Also,
in each section problems deserving special attention have been noted. The
present section differs in character. It focuses on the people who pore-
ticipate in the evaluation and notce a basic source of confusion in this
difficult process. These final comments, therefore, apply to any or all
of the steps outlined above.

A, Variation in Concepts about Managing and
What Makes a Good Manager

Many sharp clashes cbout the adequacy of management arise from
rather fundamental differences in viewpoint, Most of us have opinions
regarding management that srise from the kind of work, the type of
business, and the underlying culture in which we work, . The following
examples indicate differences commonly found among people participating

in project evaluation.

1. Engineers, treasurers, ssles executives, for

example, not only stress different things but often cone
ceive of the managerial Process quite differently. The
engineer tends to be mechanistic; the treasurer tends to
reduce the entire process to decision-making and finan-
cial terms; the sales manager is much more likely to
think in terms of people and their reactions, and to

cerry this point of view aver to the entire management

process.

e
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2. government civil scrvaats and the entrepreneur are

likely to hsve quite different views about what mekes a good
executive, The civil servent quite naturally thinks of com=
plex and proceduralized activities; the entrepreneur typice
ally is impatient with detailed procedures, makes decisions

on less voluminous evidence and takes mure chances,

3. More subtle are diflerences in nationel culture,

For example, a person @ ith Nordic backiround normelly thinks
in terms of sharp dcfinition of duties, individual account-
sbility, sn authoriterian hierarchy, etc., Persons from
lLatin countries tend to personalize issues, rcly on pereoncl
relations, and pay less ~ttention to timinz., 2 nman Zrom tie
Zast is too polite to vmjoy rough-andetumble debates, and

normally prefers ;roup rather than individual responsibility.

Meny other and perhaps more important differences may Le found,
These brief exampies Co indicate the way a pérson's background strongly

influences what he considers to be & good executive,

. Effect of Conceptual Differences on Evaluation

These normal differences in views of managing may lead to divergent
evaluations. The way & men thinks about mensgement c[{ects his:
1. Recognition ol neecs == both his identificetion
of importent mancgement tecks and his tentative orcanize-
tion of these tosis.
2, Appraiscl of individuels -- reflecting the char-

scteristics he considers desirable,
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3. Ways of filling the pap -- hia inaistence on formal

training and his willingneas to rely on expedient mecsures,

Such differences may result in clashes of opinion between various
people participating in a management evaluation. And, gathering additional
data will not necesaarily reaolve the clash because the differences arise
from 'value premises,"

fwarencss of the effect of cultural background on management
appraisal is valuable becauae (a) it puts ua on #uard about posaible
biases which may lead to too rigid or too relaxed an evaluation, and
(b) it helps us understand why a person may hold a particular point of
vieu,

To resch a finel conclusion, a coamopolitan view 18 clearly desir-
able, More Specifically, in technical Areaa we neec the judgnment of men
who appreciate what is really reauired {n each area -- for example,
production, finance, or marketing, Alao, we need to recocnize local
attitudes toward authority, responsibility, and similar matters; and on
sucih aubjecta the opinion of someone Intinately familicr with the local
culture is desirable. To be sure, ve then find ourselvea evaluating the
evaluators (a problem not unique 1in menagerial appraisal but one that
erises in all phasea of project evaluation), However, manpower evalua-

tion involvea 80 much sub )jective iudgment a ccamopolitan view {a the

safest, and probably the wisest.
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