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The Changing Nature of Management Development
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Techniques of Management Development

| Management Development is any attempt to improve managerial performance by
'mparting knowledge, changing attitudes, or increasing skills. It thus includes in-houst

yearly for a cost to industry of several billion dollars a year
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portant for several reasons. A survey of 84 employers

73% of middle-level managers, and 51% of executives
all these managers, in turn, required some development

Management development is im
reports that about 90% of supervisors,

higher-level positions. It also helps t '
the right values and attitudes for

. working in the firm. And, it can foster organizational
" responsiveness by developing the s

kills that managers need to respond faster to change.

The Changing Nature of Management Development'

Some management development
new (or potential) management recr
preprogrammed series of department

programmes are company wide and involve all or most
uits. Here the employees may be rotated through a

_ al assignments and educational experiences; the aims
are identifying their management potential, and at providing the breadth of experience (in,

say, production and fi_na‘ncc) that will make the new managers more valuable in their first
“real” assignment as group product leaders. Then superior candidates may be slotted onto a

“fast-track”, a development program that prepares them more quickly to assume senior-level
commands.

On the other hand, the management development programme may be aimed at filling a
specific position, such as CEQ, perhaps with one of two potential candidates. When it is an
executive position to be filled, the process is usually called succession planning. Succession
planning refers to the process through which senior-level openings are planned for and
eventyally filled.

Such a succession programme typically takes place in stages. First, an organization
projection is made, here you anticipate your department’s management needs based on factors
like planned expansion or contraction. Next, the HR department reviews its management
skills inventory to identify the management talent now employed. These inventories, you
may recall, contain data on things like educational and work experience, career preferences,
and performance appraisals. Next, management replacement charts are drawn. These summarise
potential candidates for each of your management slots, as well as each person’s development
needs.

Evolution of Management Development

Efficient and loyal workers were promoted to the supervisory or management positions
and it was soon realised that “Superior workers do not necessarily make superior managers.
This realisation necessitated the need for planned programmes for the selection, training and

development of managerial personnel”.
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Formal management development progr
950s. Several forces have operated to cause

ammes started emerging in the late 19405 ,,

the expansion of management developme

ictivities. To name only a few —

1.
28

Shift from owner managed to professionally managed enterprises.

Management has been recognised as a distinct kind of occupation consisting

acquired skills and a unified body of knowledge.

Objectives of Management Development

The management development programmes are organised with a view to achievir
specific objectives. They are:

1.
2.
3,

10.

11.

12.

To overhaul the management machinery.
To improve the performance of the managers.

To give the specialist an overall view of the functions of an organisation and equi
them to co-ordinate each other’s efforts effectively.

To identify the persons with the required potential and prepare them for senic
positions.

To increase the morale of the members of the management group.
To increase the versatility of the management group.

To keep the executives abreast with the changes and developments in their respecti’
fields. |

To create the management succession which can take over in case of contingencié
To improve thought process and analytical ability.

To broaden the outlook of the executive re

ibiliti arding hi ition ap
responsibilities. g g his role posi

To understand th -
€ conceptual issues relati . : iCt
areas. elating to economic, social, and techni¢

To und i
erstand the problems of humap relations and improve human relations skill

1 3._T&sumu-l&t&efeative1hi”ﬁkin g.
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General Administration

How to decide overall company strategy?

Corporate planning

Decision theory and decision trees
Games theory

Company model on computer.

How to evaluate capital expenditure proposals?

ramme
Concepts and Areas of Management Development Prog

Discounted cash flow and net present value

Replacement theory
Decision theory and decision trees
Markovitz portfolio selection.

Costing systems

Reporting by responsibility
Organization and methods
Systems and analysis
Computers for data processing
Management by exception
Computers for data processing
Computers for information retrieval
Random observation studies
Information theory
Cybernetics.

How to launch a new project?

Critical path method including PERT
PERT/COST

Branching networks
Resource allocation

Using a computer with thege techniques.
Marketing and Sales

How to forecast demand?

Exponentia] Smoothing
Market research

Moving averages
Regl'PQe 'i On - ama

How to i?‘?:’???{%ffle flow of information needed to control the organization?.,

84

_____ Hanatlysis
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Time series
Leontieff input-output tables
Use of computer with these techniques.

How to generate new product ideas?
Market research
Brainstorming
Value analysis.

How to launch a new product?
Critical path method including PERT
PERT/COST
Branching networks
- Using a computer with these techniques.

How to determine the profitability of a product or product line?
-.. Marginal costing
Contribution analysis
Profit volume ratio
Break-even charts
Linear programming.

How to improve product design?
Market research
Value analysis
Ergonomics.

Production

How to remove factory bottlenecks?
Production control by computer
Critical path methods including PERT
Branching networks
Resource allocation
Using a computer wit
Simulation including
Queuing Theory.

: L e
How to improve product quality and reliability:

Statistical quality control
Process control by computer,

Evolutionary operation, and

h these techniques
Monte Carlo method

including

Adaptive control.
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: al factories, delivery to myy
i ixes? such problems as: sever ' :
o cope with complex mixes’ . . o
t I:l::: tor se;:'eral products from many raw materials available fr}c:m 1;?:;'1 i ntl ::imc es,
usto . :
(;r several products profitability made by several process, etc. Mathem gby
computer, including

Linear programming
Quadratic programming
Separable programming
Integer programming
Dynamic programming.

How to cut labour costs?
Method study
Incentive schemes
Ergonomics
Productivity ‘bargaining.

How to improve labour relations?

Job relations programme.
HUMAN RESOURCE

How to improve training methods?
Teaching machines -
Business games,

How to bring order and equity into wages and salary schemes?
Job description

Job evaluation

Merit rating _
Salary progressing curves
Time-span discretion.

How to recruit the right number of the right type of people?
Manpower Planning
Intelligence, personality and aptitude tests.
PURCHASING

How 10 check quality and reliability of rqw materials ?
Statistical qualit

Y control including quality protecti
Statistica] sampl - o

ingmelhodsineluding‘seanmnal stocks.
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How to cut down the cost of Purchasing qnq holding stocks?
Statistical stock contro] .

Method study

Critical path methods ;
PERT/COST
Branching networks
Research Allocation

Using a Computer with these techniques

Statistical design of éxperiments _

Scier_lt'ifi_lgz_‘calculations by computer -
“Simulation by computers.

ncluding PERT

Learning is haphazaérd without background and, learnin
if it is just theory without practice. When on-the
class-room training, the real learning takes place.

€ ¢an never be called true learning
-job training is properly balanced with the

The following are some of the important on-the-job and off-the-job techniques of
Mmanagement development.

Important Tecliniques of Management Development -

J o

On-the-Job | Off-the-Job
Techniques Techniques
2 I v
Coaching Job Under  Multiple
Rotation Study Management
v W v W W
i In Basket Business Sensitivity
The Case Incident Role iti
Mzthod Method Playing Method Game Training
v 2 W v
Simulation  Grid Conferences Lecturers
Training
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On-the-Job Techniques

i No
idely used techniques. '
LREITRAE Y he learner 1

other technique may interest the traine,
s not an artificial one as the classroop,

. nediate supervisor and how good a teache;
Al rtain groups like scientific and technicy|

These are sy
so much as these do since the location

The success of these techniques depeflds ont o
he is. On-the-job techniques are especially usetu

personnel.

Though the costs of training initially app.ear to beflow. ; N
wastages of all kinds are considered under this type of training.

hey may turn out to be high whep

This method of learning in isolation may prove to be inadequate but in combination with

' -j ini hniques are:
the other techniques will be excellent. The important on-the-job training techniques are
coaching, job rotation, under study, and multiple management.

Coaching: In coaching the trainee is placed under a particular supqwsor who acts als] an
instructor and teaches job knowledge and skills to the trainee. He tells him what .h‘e“wants im

© »™16'dd, howdt can be done and follows up while it is being done and corrects erfors;;m(}qaphmg
should be distinguished from counselling.... Counselling.. involves a discussion bet.ween the
boss and his subordinates of areas concerned with the man’s hopes, fears, emotions, z}nd
aspirations. It reaches into very personal and delicate matters. To be done correctly, counselling

demands considerable background and ability on the part of the counsellor. If camed out
poorly, it may do considerable damage.” |

The act of coaching can be done in several ways. The executive apart from asking them

to do the routine work, may ask them to tackle some complex problem by giving them chance
to participate in decision-making, -

One of the important limitations of this

technique is that the individual cannot develop
much beyond the limits of his own boss’s abi

lities,

OPeration and reduces the monotony of
€nt and does not allow them to confir’
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They are:

(1) Members have the o

ortuni i :
business: PP ty to acquire the knowledge of various aspects of

manager;

(1ii) Mn.:-.mbers hav.e the oppt?rtunity to participate in the group interaction and thereby
gain the practical experience of group decision-making;

(iv) Itis relatively inexpensive method: and ;
’ LrZOA0MICS

!

| (v) Considerable number of executives can be developed in a short span of time.

Off-the-Job Techniques

Because of the fact that on-the-job techniques have their own limitations, these off-the-
job techniques are considered important to fill those gaps. The following are some of the
important off-the-job techniques:

1. The case study
Incident method
Role playing

In basket method
Business game
Sensitivity training
Simulation

Grid training

2 oo 'S ON ROt BB ©9 e

Conferences
10. Lectures

1. The Case Study: Cases are prepared on the basis of actual business situations that
: a :

are given cases-for-diseussing-and-deciding—

happened in various organisations. The trainees
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i oblems for whj
hen th re asked to identify the apparent and hidden pr o
upon the case. Then they a

they have to suggest solutions.

: nd the trainee has tg
ituation is generally described in a comprehensive mar;ne:saidemify e
isti Thé sttuat19n 'f‘gant facts from the insignificant, analyse th.e ik BthETharticibant!
dlsung:f: stsli:ilc%r?sl ls(;lect and suggest the best. This whole‘exer.c1se 1;?11;:;‘;6 i=p pant’s
aclilt:,ce:;:':;rl\-making ski,lls by sharpening their analytical and judging ab1 |

i i develop t
2. Incident Method: This method was developed by Paul Pigors. Ilta ;u:‘:,sa;c; ol U;:l d}:
trainee; in the areas of intellectual ability, practical judgement and soc
this method each employee is developed in a group process.

Incidents are prepared on the basis of actual situations which h.app'ecbir:;(: ;Itllddtloff;r:l?:
organisations. Each employee in the training group is asked to st‘udy the.mcf:j o i
short-term decisions in the role of a person who has to cope with the inci .e.n in .
situation. Later, the group studies and discusses the incident and tgkes decisions relating t'o
that incident, based on the group interaction and decisions tﬂg}c%{}:g){ each member. Thus, this
method is similar to a combination of case method and in-basket m‘ejthod.

3. Role Playing: A problem situation is simulated by asking the participants to assume
the role of particular person in the situation. The participant interacts with other participants
assuming different roles. Mental set of the role is described but no dialogue is provided.

The whole play may be tape-recorded and the trainee may thus be given the opportunity
to examine his or her own.performance. -
Role playing gives the participants vicarious experiences which are of much use to

understand people better. This method teaches human relations skills through actual practice.
The exemplary role playing situations are a grievance discussion, employment interview, a
sales presentation etc.

simulated company, its products, key
pertaining to the firm. The trainee has

4. In Basket Method: The train

5. Business Games: Un

teams. Each team has to discu
pricing,
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g participants and gives them the

co.ope:rative decision promotes greater interaction amon
experience in co-operative group processes.

All this develops organisational ability, quickness of thinking, leadership qualities and
the ability to adopt under stress.

6. Sensitivity Training: The main objective of sensitivity training is the “Cevelopment
of awareness of and sensitivity of behavioural patterns of oneself and others.” This development
results in the (i) increased openness with others, (ii) greater concern for others, (iii) increased
tolerance for individual differences, (iv) less ethnic prejudice, (v) understanding of group
processes, (Vi) enhanced listening skills, (vii) increased trust and support.”

The role played by the trainee here is not a structured one as in role play. It is a laboratory
situation where one gets a chance to know more about himself and the impact of his behaviour
on others. It develops the managerial sensitivity, trust, and respect for others. One of the
limitations of sensitivity training is that it exacts a huge emotional cost from the manager.

7. Simulation: Under this technique the ‘$ituation is duplicated in such a way that it
carries a closer resemblance to the actual job situation. The trainee experiences a feeling that
he is actually encountering all those conditions. Then he is asked to assume a particular role
in the circumstances and solve the problems by making a decision. He is immediately given a
feedback of his performance.

One of the limitations of this method is that it is very difficult to duplicate the situation
to the extent of making the trainee feel the pressures and realities of actual decision-making
on the job. The very fact that the trainee knows that it is an artificial situation prevents him

from experiencing all that he experiences in real job situation.

8. Managerial Grid: It is a six phase programme lasting from three to five years. It
starts with upgrading managerial skills, continues to group improvement; improves inter group
relations, goes into corporate planning, develops implementation method and ends with an
evaluation phase. The grid represents several possible leadership styles. Each style represents
a different combination of two basic orientations - concern for people and concern for

production.

9. Conferences: A conference is a meeting of several people to discuss the subject of
common interest. But contribution from members can be expected as each one builds upon
ideas of other participants. This method is best suited when a problem has to be analysed and

€Xamined from different viewpoints.

It helps the members develop their ability to modify their attitudes. Participants enjoy

their method of learning as they get an opportunity to express their views.
on the conference leader. In order to make the

The success-of the conference depends

conference a success, the conference leader must be able to see that the discussion is thorough
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- articipant
and concentrate on the central problem by encouraging all ‘thetig:rl;lcapfewspztii?ve
alternatives and present their viewpoints and by preventing domina y < Htipay

10. Lectures: It is the simplest of all techniques. This is the best 'techlsl:que tto Pres
and explains series of facts, concepts, and principles. The lec.:turer org?rilsets - : ima erial ;
gives it to a group of trainees in the form of talk. The main uses or lectu n execut
development are:

(i) Ivis direct and can be used for a large group of trai’nees.qj

B o S g

(ii) It presents the overview and scope of the subject clearly.

5=

(iif) It presents the principles, concepts, policies and experiences in the shortest tip
Thus, it is a time saving technique.

The lectures do not give scope for student participation and may sometimes be bori

which in turn hinders learning. Skills can be learnt only by doing and therefore lectures are.
no use for technical skills.

Management Development is of vital im

Some organisation have hired professionals t
activities.

portance to any dynamic organisation toda
o take care of their management developme:

Review Questions

1. Define ‘Management development’.

Trace the evolution of Management development.

What are the areas of management development programmes?

powoN

Discuss the important techniques of management development
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