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"INTRODUCTION

This survey research report arose out of a felt-need and a

natural advantage.
y

The felt need is that organisationd are finding that not-

getfing good key personnel is expensive for the organisation
and that not-keeping t*en is even rore expensive. The
accelerated industrial growth, the inadequate availability
of personnel and the phenonenon of "rising expectations"

are naking the need nore and rore acute.

The natural advantage is that we had.the privilege of

pioneering selection consultancy in the country in February
1960. We have assisted organisations in over 500 nanagerial
selection assignnents. More lately, we are less active
in selection consultancy because of our shifts in pro-
fessional interests. We, however, continue to believe that

recruitnent, selection, placenent and promotion are prinary

.aspects of hunan resources utilisation.

Ws thought sharing our experiences gained over a period of
a decade and our perception of reality trends in India is

a professional responsibility and hence this report.

27 October 1976 . N.H. Atthreya
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SECTION-1

STEPS ORGANISATIONS ARE TAKING TO GET AND KEEP GOOD KEY PERSONNETL

(Results of a survey conducted anong near 1000 conpanies -
large, nediun and small - in various parts of India)

11 WHAT ORGANISATIONS DO .TC ATTRACT PEOPLE
. {

Fron the organisation s point of view, the nost critical act
is that of gettlng good peroonnel for key positions. On then
depends the guality and the tempo of growth. If we are
castal in our approach or compromnising, we cormit the organi-
sation dellberately to a state of mediocrity.

Since there is a popular belief that we have all the nmen in
the country and that therefore no effort is needed to
attract them, the REPORTED PRACTICES becone partlcularly

s heart-warning.

i REPORTED PRACTICES

They plan their nanpower needs: The Top Mansgenent and
Senior nanagenent review their key personnel ‘requirenents
periodically and they plan for atleast a few years in
advence. They say that such a planning saves dlsapp01ntﬁent
for the candidate and the conpany. "For one thing, we need
not do things in a hurry." '

A BT < % e 2 = ST e e

‘ The senior officers are briefed to look for potential
candidates and look for then both from internal and ex-
ternal sources.

They build an image for thengelves: This they do in rnany

ways and over a period. They have an active public rela-
tions wing. They take to a good bit of industrial advertis- ‘
ing. They take an active part in professional activities. ' i
They spread the word that theirs is a conpany that offers
security and satisfaction, challenge and a career. The

candidates say 'Yes' when you ask then: Do you know of
this conpany?
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(in particular) the feeling that they are being sought after
By them. They createthe impression that they are constantly
looking for good managerial timber. They go out and
literally all out. They go to the universities and technolo-

gical, institutions and interview people on the campus.

i i Wt P . i e et e i s Sy o Ul Y T . it A WV P . sk A

behind a box number., Those who have built an image for then-
selves find this open advertisement particularly helpful.

o e e s et p St D TP i M et kil St S S

salary and this they specify in their advertisements. They
do not say "according to qualifications etec."” They keep out
the bargaining element. "If a position carries a salary

and if you are offered that position, that would be your
salary."” '

There_is_a_fair_amount of certainty regarding employment
conditions. The cendidate feels that "in that company”
security of tenure, good working conditions and fair chances

of growth are assured.

play a part. Conscious attempt is made, however, to reduce
guch pressures. The candidates get the feeling that the |
company is objective and systematic in its recruitment and
selection procedures°

e e e T o g e St i . e S ke AR S e e S T WA T v i S e P S S L S — - ———— -

if they have provision for overseas training, they say 80.
This, they say, does help to attractthe ambitious.

For certain higher positions and when the company is new or
not well-known, they take the assistance of selection con-

sultents. This step, they say, gives the candidates further
confidence in the company's objective and businesslike

i et e rmcpem T, 12 e g

approach.

-
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is helpful. What they do is to invite the 'selected’
candidate to spend a week or more with them so that he can
get an idea of the men andthings he may have to work with,
so that the company will be able to size up his suitability
for the situation. During that period he is their guest.
At the end of this period either of them can say:,iThank
you' and part as friends.

“dith major shortug=s of sci.ntiists, ehgi-
nw=rs, Salwsmen ond other pursonns=l still
contimiing {end promising to do more

‘ | in the yours to comes Ed) the r-eruiting
§ task todey demands more of minagement

i then many compehics huve seemed willing
to put into it - more thought, more
time, more gplamming «nd more woney,.™

R (T e i e T
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SECTION-1 cot
STEPS ORGANISATIONS ARE TAKING TO GET AND KEEP GOOD KEY PERSONNEL

(Results of a survey conducted anong near 1000 companies -~
large, nedium and snall - in various parts of India)

4.2 WHAT ORGANTISATIONS CONSCIOUSIY AND SYSTEMATICALLY
DO TO RETAIN GOOD KEY PERSONNEL

: Getting good men is only half'the battle. With a certain
B anount of effort it is possible to get good men. .

Kéeping then, on the other hand, is a continuing joﬁ. And
a conplex one too., The sbructure, the abtmosphere, the in-
ternal relations and the like should be such as to retain
then. ' '

It is easy enough to say "Our nanagers cannot find a better
place than our organisation”. The dissatisfied nan will
HOPE that the other organisation may be better and walk out.

_It is gratifying, therefore, to know that companies are .
teking conscious steps to retain good men. We list sone of ,

the practices below:
A GOOD FIRST IMPRESSION:

We treat every applicant with thoughtfulness and courtesy.
We nake it o point to reply 211 the letters. We go on the
assunption that the candidate who is looking out for us nay
be tﬁg nen we are looking out for. |

When we call people for interview the dates are definite and
the ftinings too. We are agreeable to slight modifications in
dates and timings if the candidates so request.
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When they come for interview we receive them and treat them
well. We pay first c¢lass fare to and fro. We do all that
we can to make their stay here comfortable.. . It costs to do
these but we think it pays not to stint. ‘

Our frontage heélps but we are anxious that they get a good
impresson ingide our workplace. We make certain that
someone does attend on them and well. We consider them as
our guests. Whether we hire them or no is gecondary at
this stage.

Tnstead of describing it in so many words, we may say we acti-
vely try to create a good first impression. Anxious as we
are to get the best talents we can, we know we cannot hire
all of them. We know too they will be hired in some place and
they may turn out to be our customers, suppliers or even
competitors and we believe it is good business to build

good relations.

NO SUGSPENSE:

We want them to know we mean business. We let them know our
decisions promptly. We do not keep them in suspense. We
do not argue that silence means no suspense.

We make our appointment letter sound like an invitation
to join our team. We keep our threats. And certainly
we do not mske it an one-sided contract. '

BRIEFING THE NEWCOMER:

The first day we introduce the new member of the
organisation to atleast the members of the senior or

top management. We do this religiously. We think it is
part of our Jjob to spend time with them.

We also let them have a fair idea of the total organisation
and their place in it. We do not rush them to their work
place.
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We do not take them under false pretenses. If at all, we
play down rather than exaggerate their prospects here., We
want them to walk in with their eyes open.

We give them an outline statement of responsibilities and
authority. And the immediate boss personally explains
what is expected of them. And this we do before the
people take up the work.

HELPING IN THE INITIAL PERIOD

For the first few days and until the new member sort of
feels settled, the immediate boss spends a few minutes with
him everyday. '

Further he reviews the work with him atleast once a

ronth if not once a week. We consider this initial period
is an important period for him and for us. We are anxious
to make the adjustment easy and effective.

Even after he is settled we continue reviewing his work. |
We believe that able people like taking added responsi-
bilities and such reviews suggest that we do add more.

And at the end of theyear we show our appreciation by our
rewards. We find that non-grade increase (within a range)
has good incentive value. You will be interested to know
that in the initial years our increment ig substantial and
the added responsibilities too.

STATUS AND AMENITIES

We constantly review our fringe benefits and try to be ahead
of others. In today's conditions these seem to be basic:
heusing, ftransport and risk coverage;

In our view meny fringes cost little or nothing, especially
when we compare the cost to their usefulness in attract-

ing and holding executives. Status symbols like the executive
lunch we do not grudge.
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When we think of the pressures under which they have to
often work it is understandable that the lack of little things
upsets them. We make it a point to look after their little

comforts like for example a 1ift to their workplace and back
hone,

When they go out on company's work, they are company's repre-
senfatives° They will be better respected and the job will be
easier done if they go about in decent comfort. To our way of
thinking, his personal comfort is incidental. We think our
managers treat this as a good gesture.

Texation rates being what they are we are anxious to increase
not the gross pay but the nett. We avail of the tax concessions
permitted and pass on the benefit to our men. '

SALARY AND SATISFACTION

Every three years we review our salary scales with the trends
in the country and revise them-naturally upwqrds, We do wish
things remain static but facts do not oblige us.

You may like to know why we give a higher start. For one
thing, even this we think is not high enough. Living con-
ditions being what they are salary below a point does not
seem to make sense. It is true that their contribution

in the initial period cannot warrant a high salary. We
have found an answer in the accelerated promotion scheme.
What we do is that we give more and higher responsibilites
and that fast! IMony measure up and deserve more than the
salary paid themn.

We do not have a formal incentive scheme for managers

but et Divali time we give each of them a 'packet'. Depending
upon cach one's contribution to the organisation, as we see
it, we give a sunm.
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SECURITY AND GROWTH

We give a contract if one asks for it. We believe that the
gentlenan's agreenent is the best agreement. Because of
prior sad experiences sone see safety in a contract and we
say: Yes.

One nerber of our top nanagenent is constantly and syntena-
tically keeping in touch with the nanager population in our
Company. Not nerely through reports fron their imnediate
superiors but through personal chats. We are anxious that
we get the best material out of the existing ones for top
positions. We know it is scarce in any part of the world.

We review the rate of progress of our nanagers. If one is
stuck in a place for sone tine, we try to renedy the
situation. Since we are fast expanding, this is not diffi-
cult for us. Occasionally we cone across a situation when
we get the feeling that the nan has reached the linits of
his powers; and if we find his ambitions unrealistic we
share our frank views with hin. We do not want hin to go
further up and fail.,

In our company technological discipline is an additional
qualification for a general nanagenent position. And we
have nade. it known that unless he prefers to be only in the
Technical area, every one will be in the picture when a
general nanagement position is considered.

In natters technical we leave the last word to the nen who
should know better. In natters financial we suggest working
. within a budget. But we do give a free hand within their
sphere of action.

When some years back we started giving discretionary powers
to our key personnel, we had a lot of anxiety. The results
these years have nade us go for nmore of it. Occasionally we
bay for the poor Judgnent of an individual but overall

We are reaping rich dividends.
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We are expanding and ouroperations are becoming more and mere
spread out. We want therefore managers who are willing and

able to work as if it is their show. We delegate more freely
now and they seem to thrive on it. Some of the older units

are doing better than ever before. People, many people, seem to
prefer to be employee-proprietors? ‘ '

We encourage all forms of self-development. We subsidise

in a big way their taking to any short-term or long-term
studies. We do not pay full because we do not consider this

a gift. Unless they volunteer, unless they indicate they are

prepared to make atleast a token sacrifice, our efforts will
be in wvain.




WHAT MANAGERIAT AND TECHNOLOGICAL PERSONNEL LOOK FOR
8.  (Résults of a survey conducted among over 3000 key personnel - -

technologickl, scientific and managerial).
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SECTIONS.?2
WHAT MANAGERIAL AND TECHNOLOGICAL PERSONNEL LOCK FOR
(Results of a survey conducted anong over %000 key personnel -
technological, scientific and managerial)

2.1.  ORGANIZATIONAL PRACTIOES TO ATTRACT PEOPLE:
. WHAT KEY PERSONFEL APPROVE, DISAFPROVE AND COMMEND

The key technical and nanagerial personnel anong whon we nade
this survey give us the overall feeling that there will be
nore and nore of avoidable novenent and the consequent
invisible loss unless the present practices of recruitment
and retention are reviewed.

We surmarise below the findings:

PRESENT PRACTICES WE APPROVE

Canpus recruitment

Swner vacation employment

Through SBelection Consultants: "Saves a lot of possible
ertbarrassnent" ‘

A good image with a name for security and fairplay
A growth company | '

A company known to give attractive salaries, fringe benefits

-

and known to have rational pronotion policy.

A company that offers a good job title, a clearly stated Job
assignnent,

Recruitment on a conpetitive basis | _

Systymatic selection using objective techniques like group dis-
cussion nethod and psychological assessnent and reference
checking.

Systenatic training here and advanced training overseas
Shorter probation period

Taking near relatives toc ensure dependability

PRESENT PRACTICES WE DISAPPROVE
Inadgquate’care in selecting key nen
Casual approach to selection '

Hasty assessrent - evaluating on the basis of 'I like hin' or
. 'T don't like hin!
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First impression as the basis
'Personality' as the basis
Purely on recommendations from a 'somebody!

Blood relations as the basis

- Insistence on and enormous faith in paper quallflcatlons
Number of years instead of quallty of experience held as
criterion for selection

The over-fifty prejudice .

Partiality for the "ex-civilian"

Recruiting a friend or relative and creating a job for him
"Often I wonder with my friends who have been abroad

whether what we in the country get is an employment or charity.
We are made to feel at every stage that they are obliging us
by letting us live. Believe me, I am sick.

"Even when we send an informative resume we get a perinted
form to be filled. Fill we have to but what irks us is the
list of irrelevant questions probably taken from an 1mported
text book or may be a management programme.

"When we arrive at the factory you are reminded of a colonial
f?ffice where no mne worries whether you came or no. We should
hang around; we shouldwait and find out how long we have
waited and how long we may have to wait.

"Many companies do not believe in the common courtesy of .
acknowledging an enquiry. Perhaps they argue: This is Indis
end Indians are used to worse things !!

"The onus of findingout whether they are interested in me

is mine. They run short of even duplicated replies.

"We know we can't get an answer we wish for. And why do they
hedge and give vague 'promises??

"We learnt to our cost that in government circles 'promiges!
are promises only when they are given in writing and under :

a seal. What one on the selection ooard says is only a pious
hope."
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Cold, callous and critical reception

Inquisition btype interviews ' i

' Treated as if you are matter to be processed
inquisitive questioning at interview time
Misieading Job description

Vague in their requirements - vague in the definition of
duties and vague in the organisational relationships
False promises by selectors '
Out of date pay scales

Bargaining on salary

Recruiting the overqualified

Stockpiling of talents

WHAT WE COMMEND FURTHER

Seek gocd men, and not wait for them

Do some advance management man'power planning

Give a clear idea of progress opportunities

Offer systematic and continuous training and developnment
Go for good fringe benefits

Give a good job title )
Keep knowledgeable men on the interviewing board

The selection board should have the man under whom the
selectee is to work _

Emphasise valid experiences and performance instead of
conventional qualifications

Take raw men and gwow then

Employ only average people if your-organisation cannot
provide growbth opportunities

More. than technical ability, leadership and group behaviour
should be major criteria

Getting a second opinion from the outside professional should
be a nust for key Jjobs.
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SECTICN~2
WHAT MANAGERIAL AND TECHNOLOGICAL PERSONNEL LOOK FOR

(Results of a survey conducted among over 3000 key personnel -

technological, scientific and nanagerial).

2.2 ORGANISATION.LL PRACTICES TO RETAIN GOOD PERSONNEL:
WHAT KEY PELSONNEL APPROVE, DISAPPROVE AND COMMEND

PRESENT PRACTICES WE APFROVE:

Delegation .

Freedon to take decisions within one's sphere
Opportunities and facilities to grow

-Appreciation of good work

Good cash awards

Tinely cash awards

Tirmely pronotions to higher grades

Accelerated increnents _

Periodical appraisal, merit increase and cbunselling
Generous fringe benefits, attractive retirenent plans
Seniors whon you can respect

'Let the best man win' practised

Key nen on a contract basis

PRESENT PRACTICES WE DISAPPROVE:

False pronises at the time of enployment

Changing job content too often

Too much interference in day to day work

Treating managers like high-paid office boys

411 the tinme finding fault

Arrogant behaviour by the boss

Shouting all the time and in the presence of others
Red tape ' : - |
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Not preparing men for higher responsibilities and then
arguing local naterial is not good enough

Divide amd rule |

Ignoring that a man has a hone

Despotisn at the top |

Making the conpany 'a fanily affair!'

Indifferent to expert technical opinion

Indiscrininate and frequent transfers

Encouraging gossip and backbiting

Believing runours as authentic facts and not nmaking an
effort to verify

Playing favourites »

Exploiting one's helplessness

Offering disproportionately high salaries to new coners
Recruiting from outside without pronotion fron within
Financial gap between technical and adninistrative nmen
Inpulsive decisions to promote people

Pronoting obsolete men, 'yes' nen and 'ny' nen

Not caring who is leaving and why

Seniority at any cost

FURTHER PRACTICES WE COMMEND

If ﬁerverse and narrow-ninded nen are in key positions weed
then out '

Assess the men within the conpany before rushing outside
Pronotion should be only on nerit

Retire people at the agreed age-thereafter keep then as
advigers if you wish ‘

Create a sense of justice and fairplay

Help your managers to update thenselves

If you do not have opportunities for advancement, cormend
then to others that may have things to offer

Tolerate bona fife nmistakes

Consult then wherever they have a stake or can have a
valuable say




Encourage them to discuss their problems with their
seniors

Check from time %o time each manager's salary to see
whether it is in line with the going range of other
managers inside the plant and outside in the country
Realise and treat them as a resource among resources -
a resource that can utilise resources.
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SECTION-2 .
WHAT MANAGERIAL AND TECHNOLOGICAT PERSONNEL IOOK FOR
(Results of a survey conducted among over 3000 key personnel-
technological, scientific and managerial)

2.% WHY KEY PERSONNEL QUIT AN ORGANISATIbN:
WHY COMPANTIES LOSE EXECUTIVES

In any population - and managerial population is no exception
- there will be maladjusted people. Temperamentally, these
_people cannot hold tc a job.

Bere we are not concerned with such personnel: we are con-
cerned with the majority who quit because they find the
situation 'impossible'. |

For purposes of study we are distinguishing between those who
are considering a change and those who have to quit a Jjob
without an immediate prospect of a new employment.
Psychological satisfaction apart, a job is an economic ne-
cessity for most of them. Despite our assurance that we will
not disclose the identity to any unless and until they
discuss the proposition with us and give their consent, they
repeatedly plead that we should keep the matter confidentlal
and not do anything that will jeopardise their present po- ‘
sition; they are mortally afraid that they may lose thelr
present job. The Jjob is important to then.

There is one other reason why people prefer to change Jobs
and not quit and wait: their bargaining ability cones down
pretﬁy steep.

Despite these reasons, if key personnel leave an organisation
there shouid be valid reasons, Following are some of the
reasons we heard more often:




1o "The Managing Director's nephew has returned from his
studies in the States. I have been asked to quickly
A hand over charge to hinm and take instructions fron hin

hereafter. This plant I built with ny sweat and tears
and for the past six years I have been naking it into
_a piece to be proud of. And NOWececoeoo"

2. "The new General Manager did not nince words. He said
that he would find hinself confortable only in the
imnediate company of his tribewallas and ghanwallas.
And the company wanted that General Manager and
presumabiy this was part of the conbract!®

% "I said: Enough! and cane out. For the sake of ny
children I should preserve atleast some self-respect.

He thought he was obliging me by letting ne be alives..". -

4, "I waited and waited, pleaded and pleaded and they
would not keep their word. Perhaps keeping the
plighted word is not in their way of life <ooe™

5. "For months and practically every alternate day
nyself or my wife or ny children had to go to the
doctor. The doctor hingelf wondered whether it could
be due to the 'clinate'. Before sickness becones
sortething chronic with USce.."

6. "My wife anl nyself felt that to be fair to ocur
children and their education we have to riove Lo a
place where the facilities are available. Explaining
this to the employer would not help. Staying there and
searching for a change would neither be desirable
- nor feasible. And, therefore...."
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"Believe me, for four long years I could not take

a single day off. I do love work but what irked me
Wwas being taken to task even if I take a day's sick
leaves They said: Why take a hoiiday? We will give
you pay in lieu. I fouhd the only way I could take
auholiday was to teke a permanent holiday from the
eémpany —_—

The loss of a trained and valued management
member is a serious and expensive reversal.
Whan a key executive cleans out his desgk

to teke another position, years of training
of knowledge, of corporate know-how go with
him. HNo matter how well qualified his
replacement may be, a huge intangible
investment is lost.

Executive retention is a major problem
in wost companies these days. If he wants
to keep his executive group intact, the

- chief executive should be aware of the
reasons why executives leave.

Charles E. Murphy
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SECTIONS-Z2
WHAT MANAGERIAL AND TECHNOLOGICAL PERSONNEL LOOK FOR
(Results of a survey conducted among over 3000 key personnel-
technological,scientific and managerial)

2.4 WHY XKEY PERSONNEL ARE CONSIDERING A CHANGE

If the gquestion "Why are you considering a change from your
present job" is asked on paper, the answer (on paper again)
ig: "To improve my prospects, to have more Jjob satisfaction'.

The detailed interviews, however, reveal that there are a
variety of reasons why key personnel are considering a change.
We present below a summary of our findings:

The survey indicates that the lack of opportunity to use

‘abilities to a fuller extent is the most frequent reason

given for seeking new employment. Assembled and put in one
place, the following can well give the impression that all
is not well at all on the employer front. This is not true.
These are real but stray situations existing in some
organisations someof the tine.

PERSONAL

"My parents would like me to be near them in their age. If
T can T would like to take a job somewhere near where they
stay. I cannot get them here.”

"T have properties and there is no one else in the family
who can look after them. If I amn too far from the scene,
it means more uncertainty and I want to avoid this if I -
can.,"

"My daughters would be joining college soon. My office(and
I don't blamethem) has been skunting me from place to place
-and to places where there are not even high schools. I an
anxious that my children get their education. Even if T
can afford, my wife thinks it unwise to leave them in

the hostels at this age. I am therefore looking for a
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change to a job in a place where I can educate mj_
children.". '

"My children are growing and I should get then nmarried.
Unless I live and work in a place where my people live
this will be very difficult indeed. As you know, most
of my people live in Bombay."

"It is months now and I do not get a flat to live in. My
office says it is none of their business. My wife and
children are living with my in-laws. My continuing in
this job is not good for anyone I feel."

"I don't like to work in a city like Bombay; it is too
much rush., I prefer a quieter place.”

"My wife says there is no life in this place and I agree.
T would like to be in a c¢ity like Bombay."

THE BOSSES

"A new boss is coming from abroad. The first thing the
new boss does (and this is the pattefn in this company)

is to show the 'favourites' of the present boss 'their
place! and form a new group. And stleast for three years,
I have to go through the agony." -

"My "friend!' has been posted to the HQ and if I know him
right he will sure cry for my blood. I want to quit
honourably. You know in this place men in power can
treat you meanly and there will be none to even under-
stand you. To redeen your honour you may have %o go

to the court. I am not temperamentally inclined. I know
I have put over 20 years of service in this company but
in a situation like this..."

"If atleast my boss has abilities and leadership, I would

not mind. The only thing he can boast of is his arrogance and

his irascible temper."




121:

"T am called an 'executive' but I am treated like an errand
boy. Authority is centralised but not responsibility. If
anything goes wrong, I get hanged." ) :

"I agree blood is thicker than water but when jathwallaing,
provincialisn and tribalism are given pride of place I am
at times non-plussed.”

"I am not one of those who say the bosses should not be
tough. So long as they are fair, I am happy and I can do
ny work. That is not so here."

"It is frustrating, believe me. I can't get a single deci-
sion from him for days. He says: Letm think over this.
If atleast he guides or supports me when needed, it will
be well. No decisions and no guidance, and he is my boss.”

"Perhaps it is a matter of habit with him. He goes around %o
my subordinates and he does not follow channels. What is
worse, he keeps me in the dark. You look a mug'both in the
eyes of your juniors and others. I can't stand this joke
any longer." |

"They want 'yes-men' and some say 'give them what they
want.' I, however, feel that professional discipline
requires we should speak out whatever is in the interests
of the organisation. I find myself in the minority. What is
worse, I am told in so may worés: Do as I ask you To do.
When I want your opinions I will ask you..."

JOB CHALLENGE AND ADVANCEMENT

"If T stay here longer I may lose what little initiative
I have. An impressive job title and good salary I have
but is that all that I want?"
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"It is all set here. There is nothing to change, nothing
to improve. You have to be a good little, good 1little boy
and pass time by saying mean-nothings and doing mean-
nothings.™

"They said they have plans for expansion and foreign

colleboration. I said to myself I will participate in
~building a plant. Nothing is coming through and there
is no indication either."

"I equipped myself for one speciality and I am doing
some work that has no relation to it. I explained this
to my seniors and they do not scem to appreciate.

'One work is like another work' they counsel me.."

"I like theplace and I like the people. But I am young
and my boss is young too. I am ambitious: I do not
wish to retire as Number 2." |

"If I do not seek a challenging job at this age I will
have to vegetate here for the next ten or fifteen years.
I get good pay. They treat me well. Life is quiet and
settled but I don't get the kick. I want something that
really challenges my ability."

"It is all seniority,faveurites and relatives here: I
an looking for an organisation where on~the~job perform-
ance and behaviour count.”

"May be for a good reason I was passed over for advance-
ment, Théy did not care to tell me. They would not
elucidate when I press for an answer. My future seenms
blocked here."

"They say that I a1 so indispensable in this department
that in the interests of the organisation I should not
be a line staff. Unless T get out I can't change ny line."
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" company will be merged with another shortly and we can't
have two secretaries. Also, the other man is senior."

"The public have a poor image of this company and I know 1
cannot alter it. The powers that be seem to be complacent
sbout it all. They neither think in terms of growth nor
improvement. To the outsider it may look as though 1 too
am a party.” '

PAY

"The new men who are coming are paid fantastic salaries.

For the fault of having been with the orgsnisation for many
years, the rise in my salary is 'normalt”

"T want to see for myself what is my market price; And
perhaps this will tell my present employer the market
prices are changing fast." |

"If my income has to keep pace with inflation I have to come
out."
"Certainly security is important but I would rather have

the extra pay and arrange ny Own security. Unless I change
over to a new company, this will not be possible.”

nTt ig all flat here-certainly the salary. Your specilal effort
is your pleasure:this need not be reflected in your pay.

This does not sound logical to me. Even those in public ser-
vice do not see logic in this."

RECOGNITION

"Like one among many children you have to fight for re-

cognition here. I like to do my work but I do no® feel

happy to fight for recognition. 4nd ifyou don't fight, you
are just left out. I an in a dilemma.”
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"However well jou do, the only reaction you get here is: I
expected better from you." '

"There is a pervasive fear that if yourecognise a man's worth
he will become swollen~headed and that he would ask for a rise
and so the rule is 'mum! and I don't like that."

- "You may call them frills but I think the employer should give

thought to our non-work life as well. If he argues that you
arelpaid a salary and outside~the factory life is your business,
it looks rather out of tune with the times.”

"This is like government. There is no reward for oubtstanding
work and there is no punishment for sub-standard work. The pay-
safes and the public-relationwallas alone thrive here. I feel
sick."

WORKING CONDITIONS

"I have pointed out a number of times that it is in the
interests of the organisation to give me help. It does not
mzke sence to them. With the result I give the organisation
30% of what I can as well give -. there is just not the tiume
or energy to do the skilled job I can do."

"I like travel and I have done plenty bubt I find of late I
am being unfair to my home and my employers do not seem to
see the point."

" I am a professional engineer and I like to do a good job°

" To do.a good job I need some equipment. I plead and plead for

such equipment and the answer suggests that I should not
mind about the quality I turn out."

OTHERS

"Everyday a threat is issued that no one is indispensable
and anyone can be sent away before dusk. Whether it is
meant, the behaviour seems in bad taste.”
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"My employer has many other interests and this business does
not mean much to him but it does to me. I fear this will be
taken over by the competitor sooner then later."

"No one Feels secure in our company and I do not want my
efficiency to be affected by a perpetual sense of insecurit&."
"Perhaps all is fair in love and war bubt I have a partiallty
for clean business and what my company does is not clean. I
risk my reputation if not my safety by staying on longer."
"C0all it politics or what you will. One feels uncomfortable in
our present set up. That cordiality is lacking. And I often
get the urge to resign my job if necessary and get out."

"T want to start all over again. My present employment

and my many years of preparation do not go together. I an
prepared to take half my present salary, if it comes to that.

"Our Directors give lip sympathy to the policy of 'promotion
from within'. Once in a way we do not mind a new comer 1f

it is a matter of a specialised skill. To be told in so
manywords that the next important position will also be

passed over and still tell us that we should prepare

ourselves for higher responsibilities is demoralising to

say the least."

"Tn 90 out of 100 cases, I am certain that a bad boss causes
en employee to change his job. Confining myself to engineering
profession, most managers get more or less the same salary

in various organisations. To most of us, salary acts as

an incentive only once a month, when it is paid. We normally
adjust our needs to suit our pay packets. We do not think about
remuneration from one hour to next. But we always think

about our job and the boss who directs the job from hour to
hour week by week and all the time. More than econornic
secprity, the strongest single motive of an individuel ig to
build and maintain his own self-respect as an individual. If
this motive is threatened in the form of a bad boss, the
subordinate says "I am fed up". '
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So many menagers have all necessities of life and status.
Yet you can hear then say "I am fed up."

Fed up of what? -- his—boss onlys

After all, next to his wife (if married) the subordinate's
world .centers around his imnmediate boss. If he is a good
guy, the employee sticks to hinm thick and thin. If not,

he seeks a change."
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SECTION-3

EXPERIENCES ABROAD IN GETTING AND KEEPINGGOOD KEY PERSONNEL

(Belections from relevant literature)

.

5.1 THE SEARCH POR EXECUTIVE TALENT

FINDINGS GOOD EXECUTIVES ranks high on the list of major prob-
lems facing meny companies today., "The most important act of -
my entire business career", says one company president, "will
be the selection of ny successor."

Simple replacement is only part of the problem. More and more
able executives are needed as the management work load gets

heavier and new positions are created. This means the executive -
narket will be tight for years to come.

Where will the management talent come from? And what can firms
do to boost their batting averageé in picking good executives?
In «a atbtempt to find the answers, the National Industrial
Conference Board recently completed a two-year study based

cn the first-~hand experiences of top companies throughout
the country.

While much has been written about executive developnment, the
Conference Board found that little has been said about

selection. Companies are apparently so busy training their
present managers that they give less emphasis to the problen

of choosing the best employees to be trained. Thus, they seen
to be putting the cart before the horse.

The NICB survey included presidents of 62 large and snall
companies in all types of business. To obtain the most useful
infornation, the Board queried only presidents of conmpanies
known to have good nanagement pPrograms.
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Tronm their detailed angwers to the-sufvéy,fdéftain major points
stand out. One healthy sign is that very few of then are satls—
fied with present nethods of choosging managers in their own
companies. "We've only nade a start in this natter of

selecting executives. We wish we knew nmore," is typical of
‘Iany responses.

Most are in agreenent, however, that some definite plan is
needed in selecting tomorrow's managers:Four out of five report
being in favour of a nature take its course. But of these, very
few clain their firns have adopted a systematic approach %o
executive selection. They recognize the problem but are not yet
sure of the best way to tackle it.

On the other side of the coin, some presidents are still in
favour of letting "natural leaders" cone to the top. Between
these views are to the comments of those who straddled the
qﬁest_ion° "A plan is needed that will implemeﬁt the selection
of natural leaders", says one company head. Another reports,
"Natural leaders will rise for the top jobs. But a definite
plan is needed to provide niddle-managenent personnel. The

top executives will conme from this latter TroUP. "

Of the nethods actually used in most conpanies today to fill
executive positions, promotion from within on the basis of
perfornance is the most popular, ir the opinion of the 62
presidents polled. Others mentioned were the use of
consultants, virating, nepotism, seniority, and politics.

hccording to the report, the president seldon nakes a
selection by hinself. In only 33 out of 200 selections
nentioned was the decision left up to the president or the
president and only one other officer. More connonly, three
or four persons participated, and sometinmes as nany as eight.In
cne c¢nsc no fewer than 20 individuals were asked for

their opinions.




Merit ratings were consulted in 60 per cent of the caSes;
medical records in 40 per cent; and psychological test scores

in 13 per cent.

Although many companies have no formal programs for improving
the selectlon of executives, a number of advanced firms have:
(1) drawn up job descriptions for executive positions; (2) taken
an inventory of the background and skille of their employees;
(3) installed testing, rating, end appreisal systems; and (4)

set up employee development programs.

Almost all companies studied by the Bonference Board have e
policy of filling executive vacancies within their own
Company. Bven when a systematic plan is lacking, firms prefer
to choose their own people. 4 promotion-from-within policy
builds compeny morzle, and most firms would rather settle

for one of thelr own employees than gemble on an outsider .

But the better-mansged firms are taking their promotion-from-
within policy a step further to insure a number of good
candidates for every management job. They are keeping
personnel inventories in much the samemanner as they keep
materials inventories. Information about each employee is
coded, punched cn cards, and eross-indexed by age, SeX,
department, job level, training, skills, test scores and

other importent data. With this system, those employees
quelified for cxecutive openings can be quickly located. If the
records don't turn up worthwhile candidates the company may

then be forced to look cutside.

A selection plan preferred by some firms is the “progressive
purdles® type. Under this pr&gram, a prospective manager 1is
given a number of assignments of "hurdles" to overcome. It
he nekes good on the first test, he is advanced to more
difficult ones. If not, he is rejected. Eventually, the

most qualified reach the top.




The "proving ground" method is another spproach to picking
future nanagers. Juniors are given "issistant to" or "Acting
Direcctor" titles, placed on Junior Boards, assigned to
conmittees, and urged to participate in eivic affairs. In

. thesge situations, candidatbes have a chance to show thelir
abilities. If they fail, not much harm has been done. But unless

; J " g man is held responsible for certain accomplishments

a during this period, there is no real test of his

ability.

Among the most advanced firms there is a marked similarity

of approach to the problem of executive selection.  All see the
need for advanced planning. They also feel that executive
selection will not be successful unless it is integrated

into an over-all company plan for recruiting, gelecting,training ¢
developing emplo:yeés°
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3.2 SUCCESSFUL SELECTION OF MANAGERS

A follow-up of Fifteen cases
By John Munro Fraser, U.K.
\

Do systematic selection methods pay off? Ig the time and noney
involved in tests, gelection boards, planned interviews and all
the rest of the mumbojumbo justified by the results? Or, isn't

it quicker and cheaper just to teke a chap on if you like his
looks, and hope for the best?

As the lecturer remarks when he doesn't know the answer, "These
are good questions! Unfortunately, the literature on the '
subject provides very few good answers. The recent BIM Survey,
selection methods in British Industry quotes only one nodest
little survey, carrled out in the routine of a personnel

- deparbment by a part ~time student of this college. It suggested
that, by following a reasonably systenatic nethod, the g
interviewer had been right in nearly nine cases ouf of 10.

There are, of course, plenty of good reasons why convincing
answers should be hard to find. Apart from the Armed Forces
during the war, very few orgamigations take on large nuubers of
individuals af siﬁilar ages for the same kind of jobs. Nor

do they have similar standards by which to judge their
performance. This makes it very difficult to carry out
statiskically convincing studies, for the criteria of

acceptance and success, onwhich the neasurenents essential to
such studies are based, are unreliable and subjective.

Industry takes on a lotof different people for a lot of
éifferent jobs in a lot of different organigations. And what
nakes one person a success in a particular job in one company
is often inpossible to natch up with what makes another

'
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asuccessful in another company, even though he nay have been
picked for a job with the same title. Fach conpany has its
own standards and its own neasures of success; each makes its
own neasures of sﬁccess; each nakes its own kind of demand on
its staff; and each expects its own level of effort on the
job. Under these circunstances, largescale generalizations
iabout the adequacy of a particular gselection technigue are
of doubtful validity.

Studies of a more limited range, howeven nay be useful in
showing the level of success which has, in fact, been
acheved on certain occasions. One or two of these, on the
sare lines as that referred to above, have been carried out
by students in this department, with similar results. In
this article, sone details are given of 15 nanagexrial
appointments which have been followed up from six nonths.
to three years after they were made. It has been nade
possible through the courtesy of a number of industrial
companies in the Birminghanm area, though for obvious
reasons, neither the names of these firps nor precise
details of the appointments can be disclosed.

Tn two or three of the sppointments, selection boards

were used, where six to eight candidates were invited

to mewd. Saturday afternoon and evening with the employing
company. In others, intelligence tests were applied.
Comrion to all the cases, however, was a detailed
biographical interview, and this may be considered the
essential tool on which greatest reliance was placed.
From it, assessments were derived of the five aspects of
the individual on which the job-specification had been
laid out. | |

1. His impact on other, or his selfconfidence in inter-
personal situations, his ability to express himself. clearly
and convincingly; his manner and speech, dress and turnout.




' :331 |
411 management Jjobs make sone demand on these qualities and

in the case of sales and certain other staff, they nay be a
najor element in success.

2, His qualifications, in general education, specialized
training or experience. The denands of any position from this
p01nt of view can usually be precisely stated.

39 *  His brainse and gbilities. This covers general "quickness
in the upbake" along with any special abilities, such as
facility with figures, that may be required.

4., Hig motivation,usually the most important attribute in
any successful nanager. The tern is used to cover the
tgoal-directed' aspect of the individual's nake-up, his

drive and enthusiasn, his ability to set hlmself targets

and work persistently towards then, his determination in
overcoming difficulties and achieving results.

59' His adgustment, or emotional stability. This is the
other "success quality" or characteristic denanded by

nost management Jobs. It shows up in the ability to stand

up to responsibility, to keep one's head under pressure

and generally to cope with the denands of a central rolé

among other peocple at WOIIl

It is not usually difficult to put together a description

in greater or less detail of the kind of person required for
o nmanagenent job, if terms such as these are used. Nor is

it difficult to make up one's mind about a candidate's inpact
on others, his qualifications, or his brains. Half-an-~hour's
conversation, some invesbtigation of his background and the
results of a conventional intelligence test will provide all
the eviden.e that is required. |

Tt is the characteristics grouped under the headings we have
called motivation and adjustment that are difficult to assess.
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‘ Moreover these are the characteristics which usually play
the larger part in determining success or failure in a
nanagenent job. How can they be judged in a short period
of contact with an unknown person?

INTELLIGENCE TESTING:

- In any attenpt to assess personal qualities, one nust accept
- as a starting-point that this can never be done directly.
That is to say, there is no form of X-ray that can be turned
on to an individual to show larger or smaller anounts of
"character", "intelligence" or "sense of responsibility" as
solid little Jumps of something within him. Personal quali-
& ~ ties can only be seen in behaviour, and we nust have some
fﬂf. forn of behaviour or performance to observe if we are
4 to assess them. Thus if we want to know whether a candidate
possesses 'intelligence' we nust put him into a situation
which demands the exercise of this particular quality.
If this situation can be standardized, then it bedones
possible to deternine whether one candidate is showing
more "intelligence"™ in it than another.

The acadenic psychologist would recoil in horror at this
over-simplified description of the technique of intelli-
gence testing; but fundamentally, this is what an
intelligence test is.

The interview is another situation in which behaviour can
be observed. But this is behaviour in interaction with
one other human being. What becomes avsilable for
‘cbservation, therefore, does not depend on the candidate
alore., but is great-ly affected by the interviewr!'s
handling of the situation. This is not the place to
enter into a discussion of the skills and nethods of
interviewing. Suffice it to say that the perfornmance
observed in an interview will only be of wvalue if the
other individual, the interviewer, knows what he 1is d01ng
and has his own behav1our well under control.
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There are, however, other arcas of behaviour which are not
always adequately explored-areas which can provide valuable
 evidence sbout the personal qualities which a candidate has
displayed in a whole range of situations. These areas are to
be found in his past life, which can be examined through the
nediun of the interview, if it is properly conducted.
Everyone starts life from a certain background whose oppoTr-
tunities can be assessed by anyone with a little knowledge |
of theworld. From this background, each individual moves
tnrough a serics of environments, schonl, further education,
work, service life and so-on, each of which has its own
standards of achievement. What sort of show the individual
puts up in each of these environﬁents depends to a very great
extent on the personal qualities he has displayed in that
environnent. Thus a boy at a grammar school cannot pass.
three A levels, become a prefect, play for the first XV
and stage-manage the school play, without showing brains,
notivation and adjustument. He has probably had a considerable
impact on others while at school as well. If heputs up a
conparable performance in his further education and if
his working life shows a series of appointments of widening
scope and responsibility, it becones impossible to doubt that
he has continued to display these same personal qualities in
all these successive situations. The likelihood that he will
also display them in similar situations in the future thus
becomes owerwhelming.

Thig kind of interviewing raises nany problenc. The skill

of the interviewer in encouraging candidates to talk freely
and frankly about themselves; his e2bility to interpret their
performance in various situaticns in Herms of the personal
 gqualities involved; the relisbility of the information thus
obtained; these and other important issues cannot be raised
here. To some extent they have been discusscd elsewhere.
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The following 15 appointments are all of nanagerial level.
They include a general nanager, a production nanager, a
narketing manager, chief inspector, cost accountant, the

head of a product division, sales engineers, project engineers,
a london office mansger and -others. In order to maintain

.the anonynmity of the people and the organizations involved,

no details are given of individual appointments. The
fdllowing notes, however, sunmarize the essential results

of each "case". ]

Casg. 1: Reported »n ag fulfilling all expectations six months

after appointment. This can therefore e classified as a
"Completely successful prediction.”

e e e

Two-and-a-half years later was pronoted to a more responsible
job within the sar.e group. In this case, the organization
felt that it had gained a valuable addition to its staff. For
our purposes, however, it can be classified as a completely
successful prediction.

after appointnent ("exactly the man we were looking for").
Conpletely successful prediction.

Case_4: Reported on assuccessful one year after appointment. i
Subsequently emigrated, his decision having nothing to do
with the job. It isdifficult to classify this as
conpletely successful, though his performance on the job
canle up to expectations. Perhaps the best classification
night be "successful prediction up to a peointt

— — o dak

Case_5:Reported on as doing well one year after appointment,
Completely successful prediction. ' ’

Subsequently pronoted, and now holds one-of the most respon-~
sible positions in the organization. Ccnmpletely siccessful
prediction. ' o |
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Cage 7: St1ll in position 18 months after appointment, though
not considered upto standard expected. This nust be classified
as an unsuccessful prediction.

Case 8: Reported on as doing adequately in the job to which he
was appointed after 15 nonths. Considered a doubtful bet for
further promotion, however, and should perhaps be classified

as successful upto a point.

_his appointment, though some nisgivings which were expressed
at the tine of the interview are proving justified.

i pe - e

Cage 10: Reported on as doing well two years after ai)pointmento
Completely successful prediction. )

o sy

appointment. Subsequent donestic problems quite unconnected
with the job, however, led to a decision that the locality was
thoroughly uncongenial and resignation was tendered.

In view of the notes in the BIM survey on the interviewing

of wives, it is interesting that in this case it was later

felt that some discussions between the employing conpany and the
candidate's wife might have been helpful. Fron the prediciion
point of view, it can be classified successful up to a point.

Cage 1%: Reported on as entirely satisfactory two years
after appcintment. Completely successful prediction.

appointment, Completely successful predicticn.

Casg 15: An enphatically adverse report was nade on this
candidate after =n interview. In spite of this, he was
appointed. In n very short time it becane cribarrassingly
obvious that he was a complete failure and he resigned. In
spie of the peculiar circunstances, this case can justifiably
be classified as completely successful fron the prediction
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point of view.
Whether these results justify the suggestion that it is worth
while spending half-an-hour on a systenatic biographical in-
terview with each candidate rust be 1eft for the reader toO
decide.

Courtesy: The Manager
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3,3 WHERE RECRUITING ADS GO WRONG
By Arnold R.Deutch, U.S.A.

Recruitnent ads don't get results when they
approach scientists and engineers in the
wrong way. Here are some tested nethods for

.

- , strengthening your recruitment advertising..-.

Tt is no secret that the shortage of .scientists, engineers,

and technical personnel is acute-and it pronises to grow

worse. The growth of new industries in electronics, nucleo-
nics, and space technology, in addition to the increasing
conpetition for new products in almost every product line,

has created 2 denmand for engineering and scientific talert

that the current pool of experienced technical nanpower

cannot f£ill. And, to compound the problen, engineering enroll-
nent in U.S. colleges and universities is declining.

This means that the companies that depend on the work of
professional employees for their growth and progress-and there
are nany of then-are competing in a seller's market for
technical talent, and they cannot afford poorly planned or
nisdirected efforts in their search for qualified manpower.

The nost widely used recruituent technique is advertising and
it is probebly the technique that most needs improvenent.

For toc nany conpanies, recruitnent ads are not producing
results, primarily because they are approaching scientists
and engineers in the wrong way. Approaches that work well in
consunier advertising-and even in industrial advertising-are
often illsuited to the quite different requirements of
technical recruitment ads. '
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Choosing a new job does not only affect the technical profes-
sional's career. It nay also bring about drastic changes in
the lives of his wifé and children, particularly if he rust
nove to a new locale. These changes may involve selling his
hone, severing his established connections and friendships,
leéving a community he and his family have cone to know well,
and adjusting to a new community. It is obvious, then, that
choosing a new job is infinitely more inportant to him than
ig, for exsnple, deciding between competing brands of

" toothpaute or cars. And it follows that recruitment adver-
tising must be directed toward needs,aapirations and satis-
factions of major inmportance to hin.

WHAT GOOD ADS ACCOMPLISH:

Tn order to be effective, recruitnent advertising must per-
forn several functions:

1. Tt nust generate inguiries from people who are acti-
vely seeking new positions.

2o It nust presell people who, though satisfied with
their place of employment today, may be looking for anew
position next week, next nonth, or next year.

5. It nust reinforce present employees' pride in and loyalty
to their conmpany.

4, It nust present an inage of the company in which the
stockholders and the public can maintain continued confidence.

Many engineers and scientists who are not in the job narket

read recruitment advertising, both to keep abreast of new
developments in the field and to nake a nental note of

companies they night send applications to, should dissatis-

faction with the present job .or some other reason indicate

a pb change. {(In a recent survey of more than 3000 eﬁgineers,

over 70 per cent said they read recruitment ads either

regularly or occasionally.) |
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Consequently, a company is not getting the full fruits of
its investnent unless its advertising is helping to create
a favoursble employnment image anong the professionals who
are its potential future source of manpower.

Tﬂé nost important way to create such an image is to
denonstrate to the technical professional that the conpany
has. a good potential for growth, that the engineering staff is
regarded as important for company operation, that they will
work - in a creative clinate where they are.given responsibi-
1lity and areas of freedon to exercise initiative and that

the company has cstablished tangible ways for providing
professional recognition.,

ESTABLISHING A CHARACTER

Recruitment advertising should attempt to cestablish a

unique character that project a clear, distinguishable inage
~of the company. The only distinguishing characteristic

of neny recruitment ads published today is the conpany nane
at the botton of the ad yet a company that sounds like

all of the other conpanies has lost one of its biggest assets:
It falls to nake an impression on the Treader. A conpany

can be sure that its ads reflect a distinct image of the
conmpany by using naterial fron the company's own activities
and experience. Specific facts should be included, for the
facts about one conpany do not fit others.

THE FACTUAL APPROACH

Although recruitnent advertising has to be concerned with
building a good employment image for the company, its

nain purpose is still to produce direct action -and this
purposc definitely overrides the intangibles of long-tern

results.

What approach produces the most direct results? Copy tests
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and surveys have denongtrated that engineers and scientists
prefer informative and factual approaches in ads. This
leaning toward the factual, specific, and rational is not
only due to the fact that a choice of fundanental importance
to the engineer is at stake; it is actually part and parcel
of the engineer's psychological nakeup. Studies have shown,
for.exanple, that the engineer or scientist is highly
intelligent, ranking in the upper quadrant of all college
graduates. The intelligence, however, is not all~-embracing;
itis directed to the world of phenonena to tangibles and
things rather than to intangibles andpeoples. Engineers
tend; both by nature and by professional‘conditioningg to
be fact—oriented and analytical in their Judgenents and
decisions, and this fact—roientation cones into play very
strongly wheh they look at a recruitnent ad. They pay
attention to ads that are professional, infornative,
descriptive, direct, and objective. In a recent recruit-
nent advertising éopy test, for example, the ad that re—
ceived the highest rating fron scientists and engineers
elicited the following corments:

Reliability engineer, electronics: "An informnative

approach and a dignified proposition in accord _
with the dignity I like to attach to ny profession."

Research engineer, aerodynanic: "It isg rost
objective, without frills,"

Engineering speclalist, radar: "It glves nost con-
crete infornmation about what is really expected fron
the type of people they are looking for. Best descri
bes duties and type of position."

Naturally, the recruitnent ad rust speak the engineer's own
language, This does not Nean it nust be go esoteric or so
cluttered with technical terns. and synbols as to be utterly
neaningless to any but technical professionals. But it should
deal fluently with a technical subject in the kind of vigorous,
practical, and nonstatic style the engineer or scientist is

accustoned to seeing in his Journals and reports.



BELIEVABILITY

In addition to being factual, the recruitment ad should be
unpretentious and believable. The great inportance tech~-
nical professionals attach to believability becane especial-
ly evident in the advertising copy test nentioned above. The
respondents were asked what they considered objectionable in
conteﬁporary advertising.

Overshadowing all other criticisms, the great bulk of con-
nents indicated that they were annoyed and repelled by the
"brag-snd-boast” approach ads that use exaggerated clains,
nisleading statenents, ginnicky appeals, frills, and
overglanorization of job vacancies. Therc is no doubt

that an cxcess of superlatives evokes only boredon,
exasperation, and rejection in most engineers and
scientists. Far fron influencing thern, such ads actually
repel then. Here are some comments fron the survey that
illustrate their feelings: '

Research associate, electrical engincering: "I
believe that thereshould be nore honesty in
advertising. After ten years of teaching and
Industrial experience, I am well aware of how
disappointing it can be to go to a conpany

that pronises "the nmoon with a ring around it".
only to find 21l too often that you are an overpaid
technician. It 4id happen to ne!™

Reliability engineer, electronics: "Engincers
And their professimal dignity are not cigarettes,
scaps, or napkins, so the advertising methods

to sell the latter and hire the former should of
necessity be different."

Research and developnent enginecr, clectronics:
"Too nany falsehoods are presented. All direct,
sincere approach with solid follow-up is usually
the bestseller, for a professional man will
carefully evaluate a situation..... A person must
feel that he should desire to become a nerber of
a conpany affer reading an ad."

.\

All these comménts indicate, we are dealing with highly.

]
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intelligent, professional men who like to check and double
check all the clains and appeals nade to then. Consegquently,
the "reason-why" technique and other rational appeals have to
be used in recrultment advertising. Working within the
frariework of an engineer's fact-oriented outlook, an ad cannot
for exanple, simply state that the company is."a leader

in the scientific field". It nwust denonstrate the

'compahy's leadership by showing it at work in an advanced
field, using interesting factual material to back up its
clains.

Believability is thus one of the nost inportant elements in
a recruitment ad. It can be eqﬁated with sincerity--a
genuine, honest effort to reveal the intrinsic properties
and advantages of the job.

INTERESTS AND VALUES

In order for an ad to "ring true", it nust be prepared with
insight into what is wvalid fron the engineers point of

view. Confronted with an ad that reflects his interests and
values ip an authentic way, the engineer responds positively:
"These are my problens'...."This is exactly what 1 want"
veses.o"That's ne they're talking about"

The prinary notivating factor in the engincer's psycholo-

gical makeup is his absorbing interest in his work and

the tings he works with. As a professional group,engineers

are so remarkably involved in their work that the challenge
inherent in a job is much more important to then than

fringe benefits, working conditions and facilities,

geographic location, or cven salary. A recrulting ad, to be '
effective, should appeal to this interest. ”

Sone companies insist that the nost important‘element in an
effective recruitnent ad is the mention of high salary and 1t
nust be adnitted that salary loons large in alnost all the
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surveys conducted to deternine what factors engineers consider
before accepting a position. In fact, engineers value concrete
rewards and material gain nore than people in several other
professions.doa Nevertheless, a balance is usually provided
by the engineer's strong sense of responsibility, strong
workorientation, and conscientiousness, and it would be a nis-
take to underestinate the inportance of broader notivations.
Studies have indicated that the factors of career-conscious-
ness and workorientation are nore important considerationé
than salary in engineering notivation, and that an engineer
is likely not to dwell so ruch on the question of noney if he
is promised creative and challenging work and the possibili-
ty to co-operate in the solution of tough problens. ‘
Doninating the engineer's psychology is an intense desire for
stimulating, chellenging, and creative work. Only when this

is absent will he drive 2 hard bargain for monetary
renuneration.

PREPAR.ING AN AD

In addition to these fundanental points, much can be learned
about the actual mechanics of preparing an ad fron studies
and copy tests conducted among engincers and scientific
personnel. Sone obvious questions irmediately arisc; How
long should the copy be? Are illustrations effective? What
about the humorous approach?

LONG COPY OR SHORT?

Consurnier advertising is progressively using shorter and
shorter copy, but this is not true of recruitment advertisng.
A series of copy tests have shown that nore engincers find
the ads "too short" than "too long". They want to find out
as nuch as they can about the company that is advertising
and about the exact nature of the Job vacancies in order to
nake an intelligent decision.

In fact, as long as the copy tells the conpany's story
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adequately, its length doesm't seem an inportant factor. The
engineers we.’e much nore likely to critize other aspects of

the ad: "advantages weakly suggested", "too general","oversell-
ing", "fails to make point clear", and "lacks interest value",

It appears that length of copy does not enter into considera-
‘_tion at all if an ad is good in all other respects. It energes as
an irntant nainly in combination with other serious short-
~comings in the ad. L

TLLUSTRATIONS

Pictures and illustrations nay be used fortheir atbtention-
getting value, but they nust not be too "cute" or unrelated
-to the copy thene. What's rnore, if their use neans that

copy content and length are sacrificed, they actually detract
fron the value of the ad. '

Ideally, illustrations should sugnent, advance, or sub-
stantiate the copy message in an original and imaginative
way to enhance total recall of the ad. Whenever possible
they shodd nake use of concrete engineering equipnent or
engineering symbolisn to stinulate the engineer's attention
and aprouse his interest. Illustrations that are used nerely
for the sake of catching fhe eye are worse than none at all.

Copy tests corraborate this conclusion. Ads with non-
technical art were rated least effective of the five
different approaches tested. An ad that depended pri-
narily on a piece of modern, symbolic, but non-technical
art placed last in appeal-and last in evoking the inage

of a company engineers would like to work for. Aluost helf
of the engineers who participated in a recent study thought
that this ad invited outright rejection or disbelief, and
it was voted the lecast credible, convincing, and pérsuasive
of the ads tested.




CARTOONS AND HUMOR

Cartoons andhunor in recruitnent advertising can also be
selfdefeating. Hunor, especially the kind that reduces
the inmportance of cngineering as a profession, attacks the

«dignity engineers attach to their work. Moreover, job

change is a serious undertsking for engineers, and
hunor of the flippant sort is out of place; it could well
bPackfire by causing some engincers to lose their respect

for the conpany. The disapproval, dislike, and irritation
that an ad of this sort elicits tends to be directed at
the conpany that uses it.

EFFECTIVE RECRUITMENT ADS

Continuing studies and copy tests indicate that engineers
respond positively to sonme elements in recruitment ads.

On the basis of these findings, it seens clear that
recruiting ads should observe the following guides:

IIO

Offer specific information on job requirenents and va-
cancies, describing flexible opportunities and
diversification possibilites.

Tell a little more than is the usual custon about
the company itself-its facilities, activities, and
over-all projects and plans.

Communicate in 2 clear, specific fashion what is
offered to the engineer and the advantages that
working for the conpany would bring hin.

Accentuate job dignity and a sense of engineer's
professional status; pronisc greater scope for
talents, snd convey the idea that the cngineer will
not be one of a crowd.

Denonstrate opportunities to shoulder responsibilites,
and nake the engineer feel that the talent he brings
tothe company will be recognized and rewarded.

Recruitnent advertising has made, during the past years, much

progress inthe use of nore effective creative techniques,but
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great opportunities still exist for inprovement. It is an
area that deserves careful attention, for a conpany's re-
cruitment advertising does nuch to create the inage that
it presents to the professional comnunity. As one respon-
. dent to a survey put it: "A company denonstrates its ina-
ginativeness and outlock in its ads. I tend to gauge a con-
pany to a certain extent just by the nature of its adver-
ltising“o

The following pages contain exanples of

recruiting ads that are almnost guaranteed

to lecave prospective applicants cold-plus

- one that is clearly desigﬁed to give engineers
and scientists the infornation they want. ‘

RECRUITMENT ADS - GOOD AND BAD:

THE TWO EXAMPLES of recruitnent advertising below illustrate
the type of ad that antagonizes engincers and scientists.
Although they mey, at first glance, seen tohave an

appeal, clcser inspection reveals that they are nore likely
to repel the very men they are supposed to attract:

CLIMB THE LEADERSHIP LADDER WITH BLANK, INC.

Give your career a "shot in the arn" by joining BLANK,
INC., the biggest nene in the aviation field. You'll
find top challenge here and, if you're a fast thinker,
you'll nove fast up the ladder. Have experience in the
following fields? Then write us, without delay.

Aerodynanic
Flight Propulsion
Mechanical Analysis

Blank, Inc., 00 Center St.,Miani,Fa




Engineers: AE, ME _
WANT TO BE TOP MAN ON THE TOTEM POLE?

- Then you're A-CK with this
aviation leader-Blank,Inc.

Many challenging positions with high carecer potential
are open to able, aggressive engiﬁeers experienced in:
Aerodyranics
Mechanical Analysis
Our programmes are inportant. Our salaries are the

highest in the field. Advancenent comes rapidly to a
good nan. Our location is really tops - Florida.

Your wife will want you to choose this engineering
opportunity. Here your fanily can live within easy
reach of farmous beaches. Modern hones near our plant
. are anazingly low-priced. . '

For a job that has everything,look to
BLANK,INC. Write us tods .
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What's wrong with these ads? For one thing, they give no
professional information and no real facts about the company.
Their ballyhoo style goes against the grain of engineers; they
are not written in engincers' language; and their general
flavour is cheap.

In contrast, the ad on the other page includes nany of the
elenents that attract and convince engincers and scientists
It is informative, professional, long enough to tell the
whole story, and it backs up its clains with actual facts
about the company. In short, an ad that does the job it

was intended to do. (Only the advertising copy, not the
original layout, is re; roduced here.)




---qn—————-u.-..—————.——-—...._—.—_-——-——-.n.-.——-———-..-..-—.———————..—._——_.———————-—-—.ﬁ——-__ .

ENGINEERS

What we mean by INTEGRATED RESEARCH
at the G.E. Electronics laboratory

aeosnso »oand why this concept is so fruitful
in valuable findngs and
individual achievenent

Any problem-plucked from the entire field of electronics
-that becones of interest tothe Laboratory is studied
simultaneously fron every relevant technical angle, by
specilalized professional groups. These men naintain di-
rect contact with each other, exchanging information on
every phase of a project.

A current instance of this invigorating professional
interaction at the Laboratory is a progran for developing
radically new radar techniques. Degign advances-such as
an electronically scanned antenna-will be coordinated
with the handling of vastly larger anounts of data than
radar systems have ever handled before. Scientists and
engineers of all seven Laboratory subsections are naking
inportant contributions to this project.

Significant progress in the progran is regularly covered
in formal and informal conferences and in technical
reports circulated to all groups. Representative report
titles listed below indicate how far-reaching are the

interacting investigations involved:

Ferrite Materials for 4in Electro-Optical Shift The per-

Microwave frequencies Register by J.A.Baer fornance
by J.B.Linker and of an IF
H.C. Rothenberg Paranetric Converters Integrator
and Anplifiers Preceded by
by C.8.Kin a linite
W.G.Hoefe
Analysis of Maser Topological Theory of Application
Techniques for infrared Switching Circuits of Law Ten-
detection by C. Saltzer perature
by G.K.Vessel Solid Btate
Anmplifiers

by H.H.Grimm

La?ora?y-wide interpleyof varied talents is credited by
sclentists and engineers heore with contributing naterially
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to their individual accomplishments. It is also valued
as a prime ingredient in the unflagging intellectual
appeal the Professional Staff finds in the Laboratory's
diverse R & D undertakings.

PROFESSIONAL OPPORTUNITIES AT ELECTRONICS
LABORATORY _

The Electronics Laboratory engages in applied research
. and advance development covering the entire field of
electronics. DMore than 70 per cent of the Professional
- 8taff have advanced degrees. Openings at various levels
exist in the following areas:

Solid State Materials Magnetics and Dielectrics Solid
State Devices Network Synthesis Advanced Circuitry
Blectron Solid State Devices communication Theory
ERecording Devices Display Techniques Light Optics

Electron Optics Radar Techniques Antennas Microwave
Devices

for further information about current openings in any
of the above areas, contact Mr.Robert F.lMason,Dept.00~0

ELECTRONICS LABORATORY LOCATED at Electronics Park
GENERAL ELECTRIC CO., Syracuse, New York
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Courtesy: lManagement Review
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SECTION-3

EXPERIENCES ABROAD IN GEDPTING AND KEEPING GOOD KEY PERSONNEL
(Selections from relevant literature)

_ 3.4 HOW GENERAIL, ELECTRIC USES TESTS TO SELECT EXECUTIVES
By Marion L. Briggs, U.S.A.

In a number of its divisions, the General Electric Oompany has
for several years been usingpsychological tests in selecting
executives. The article describes the tests, how they are used
and the results.

Two main types of test are used, one measuring intelligence and
one measuring personality. They are used in conjunction with
the more conventional selecton procedures; interview, reference
checks etc.

The most important point is that tests should always be
administered by a trained person. There are many pitfalls
in the use of psychclogical tests unless they are properly
understood.

Before appropriate tests can be selected, the requireménts.
of the job must be carefully considered and specifications
drawn up (Incidentally, therefore, the use of tests serves
a further valuable purpose in forcing management to make an
exact definition of specifications for key positions).Some
Jjobs demand more creative ability than others and there
are different levels of responsibility to be defined. In
the measurement of general learning ability, tests £ill a
very real need, for learning ability is very difficult to
judge on the basis of an interview, and records of
scholastic achievement may be misleading. The tests used
have been checked by applying them to managers and supervisors
in one division. It was found that, in general, people who
reach high-level posts achieve high scores in ability tests.
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In some departments, where mechanical intelligence in an
executive is important-another characteristic hard to judge
from an interview- a mechanical,comprehension test is
employed.

Personality tests should be used with more caution Than
tests of intelligence and learning ability. One reason is
that too little is yet known about executive characteristics
for a fixed pattern of desirable attributes to be specified.
Again, since personality traits are nebulous and each is
present in every person in some degree, 1t is easy for

the personnel selector to over-estimate their presence in

a particular candidate. However, the experienced evaluator
can nake use of the clues derived from the personality

tests to guide him during the interview. The proper use

of these tests can help to prevent a too rigid adherence

to management stereotypes. After tests have been given, the
results should be reported back to the applicant to enable
him to benefit from such a professional appraisal.

When tests are used, it is found that the whole selection
procedure tends to become more thorough and systematic;
and the tests, far frombecoming a substitute for other
'screening' methods,'usually encourage management to adopt
a wider, more balanced approach to appraisal in general.

Courtesy: B.I.lM.Msnagement Abstracts
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EXPERIENCES ABROAD IN GETTING AND KEEPING GOOD KEY PERSONNEL
(Selections from relevant literature)

i

3.5 SWAPPING SENTIOR EXECUTIVES IS COSTLY
By T.M. Hunt, AUSTRATLTA

An’ actual test of Jjust one day's advertisenents seeking exe-
cutives to fill senior positions showed that 23% of the po-
sitions had beconme available due to conpany expansion. The
other 77% vacancies were caused by the resignation of a
previous executive.

The position has been reached when business must look for the
causes of this disruption to their continued stability, and
cease accepting it as a normal consequence of our present

. Prosperous conditions, Quite recently, a senior conpany
executive, comnenting on the resignation of one of the
company's "hopefuls", said this:

"What a fool he was. He had a wonderful future with us and
he has put it all down the drain., Oh well. That is his
prerogative, I suppose, and have no time to worry ny head
about people of that sort. He is not the only pebble on the
beach."

Thinking such as this completely ignores one basic fact.
This parﬁicular nan had fifteen years' continuous service
with his company. When he walked out the door he took with
hin such things as:

1. A thorough, if not conmplete, knowledge of the rules
and procedures of the conpany. Forenost anong these
will be its foibles and its nisdeneanours.

2o After spending 15 years in that particular industry,
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he will most likely be relocated with the company's

opposition. This ready-made source of information
- will undoubtedly react to the company's detriment.

5 This particular man had an injured ego. After 15
- years, he could see only frustration and dis-
appointment ahead of him for years to come. All his
requests, at a critical time in his life, were
met with a "don't worry", and a recommendation that
he'leavesthings in the hands of the managenent.

4, He had joined the company as a office boy, and had
risen in the company service to the position of
assistant purchasing officer. He had lately come
to the conclusion that all he could ever get in the
company's service, was the position of conmpany
purchasing officer, and then only after several
years.

The author is quite aware that, in many cases '"the grass is
always greener on the other side of the fence, until we

get there". But this executive had nothing to worry about
in this regard. He had a firm written commitment, with two

other companies, at a higher salary than he was currently in
receipt of, and had been telling his close friends and
associates in the company: "I should have done this years ago".

OTHER REPURCUSSIONS

This raises some intangibles, such as the effect of this
action on the rest of the staff, the injury to public
relations when he talked among his friends outside the
company, and g determination to please his new employers

by the unloading of as much information as he could to the
detriment of the company he was leaving.

To make matters worse, there was no established company menber
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who could walk into the executive's shoes. The company would
be faced with either getting a fuly-trained purchasing
officer from outside or training another man already employed
by the company, for at least three to four years, and the
danger that 1= msn may not make the grade.

Some of the intangibles mentioned above may not be capable

. of translation intc terms of money. The author confidentially
discussed the case with two other senior executives in
different companies. They estimated that the minimum cost to
the company concerned, for this class and status of

_employee, would be in the vicinity of £10,000.

Whether you will agree with this or not is not the point.
The plainfact is that to dismiss such an occumence as
routine and of no particular significance, is totally dis-
regarding the complete loss of investment and other moneys,
which will be a continuous process until another executive
is agppointed, and he is properly trained in company thinking
and . ethics, and an allowance for the possible failure of
the new man.

Therefore, it is as well that we analyse the causes of why
executives leave their jobs, so that top management can frame
"personnel policies to minimise such catastrophes and lead

to a better understanding of the important things that
pronote the attitﬁde of mind in the executive that he would
be better off if he is transferred elsewvhere.

“he following have emerged as the most frequent of these
causes:

AUTOCRATIC LEADERSHIP

Whenever an executive realises that he is just a gear wheel in
the company's machine, and no serious attenpt has been made

to delegate to him the responsibilities of his position, he
wlll always develop the feeling that a gulf exists between
himself and his seniors. '




POOR COMPANY COMMUNICATIONS

Top managenment is only fooling itself, when it demands that
voluminous information must be passed up the line to them, and
ndkes no serious effort to take their team members into their
Mcqnfidence and cop then advised of the company's objectives
and plans ahead of time-particulsdrly where such plans can
qffebt the status of key employees. It 1. an undeniable fact
that no more information of a reliable nature will be passed

up the line than the volume that is passed down the line,
THE EMPLOYEE'S SELF-INTEREST

To every man, the most inportant person in the world is him-
self. He is vitally interested in his own promotion,commen-
dation, etc. Where no periodical appraisal system is in
existence, and very few, if any, of the employees of a
company can see the 'road ahead', the company can confident-
1y look forward to mistaken opinions originating in the
grapevine-and a tendency for at least some executives to
keep their eyes open for opportunities for separation.

MERGERS , AMALGAMATIONS , ETC.

Where these happen, it is practically certain thet executives
and workers are going to be suddenly put under the control of
a managenent that-they only partly know. Such things are
often enacted ~nrfidentinlly, and rarely srs even key
employees of the company made aware of what is happening'
until it is an established fact. This s.dden transformation
of control to an unknown hierarchy can establish fears and

doubts in the minds of employees, whenever the circumstances
exist. ~

A SEVERE AND ITS CRITICAL TOP MANAGEMENT

Any nanagement should be just as keen to compliment an indi-
vidual executive on a good job done, than to eriticise hin .on
something that misfired. Remember Benjamin Franklin's advice:
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"The fool-is not the man who makes a mistake-the fool is

the man who makes a mistake, knows he has made 1t, and makes
the same mistake again". If nistakes are made steps in
learning, the greatest ally you caon get in rectification

and non-repetition, is the executive who has made the mistake.
ﬁBut? if he knows that he will be bawled out, he will develop
a defensive attitude which is fertile ground to breed dis-
satisfied executives.

LACK OF OPPORTUNITY

It is impossible to generalise about the desirability of
renaining with a family-owned company. The wise executives
will ossay the situation early in the game-but he should not

be surprised if some day he is shunted aside for the next
generation in the family.

Favouritism, of course, is not limited to family companies.
A similar problem can arise in a public conpany, if a
dominant managing director is allowed to appoint close

associates to management positions. Executives who are,

or who think they are,victimg of either type of favourbism
are prine candidates for switching to another Company.

HIGH LEVEL APPOINTMENT FROM OUTSIDE

Existing executives are likely to get restless if. tco many
men are brought in at high levels from outside the corpany.

Promotion from within is a splerdid personnel pelicy, if
it is possidle.

This importation of outsiders can be
overdone.

There is risk that the niddle-managenent group,
the men supposedly on the way up, will get the impression
that when the next important position is open, they will be
rassed over. The wise conpany follows a policy of nerit

promotion from within, combined with periodic transfusions
of executive talent from the outside.
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AN UNREALISTIC SALARY PLAN

Within every industry there is a tendency towards uniform pay
for similar positions, depending almost entirely on thesize

of the company's sales volume. Most executives know this, and
¥t 1s easy for them to tell whether they are getting the
narket price by comparing their salary with those reported in
various surveys, and talking to their friends in other
cc;mpanies° Salary comparisons may not be fair, but men will
nake them. So the wise employer will check his salary lists

against available information, to make sure he is within the
attractive range.

Of-course, adequate salaries alone are not enocugh for exe-

cutive retention. Most executives also look for forms of

compensation that will let then keep a greabter share of what
- they earn after taxation. They look for fringe benefits-such

as superannuation, group life assurance, profit sharing or
bonuses, etc.

A well organised retirement plan is amighty big weapon to
keep a2 man in his job, particularly those that provide a
condition that the executive will not retain the main bene-

fits of the plan, should he separate from the company before .-
retirement. '

"T WANT TO BE MY OWN BOSS"

Where there is a larger measure of democratic leadership,
this yearning among execubtives is not so narked. But it
always superimposes itself on the mind of the executive
in the presence of precarious and autocratic leadership. To

have this feeling in any marked degree, is a fallacy that
executives should avoid. ' ‘

They should know that it is natural for them to yearn for a
situation where they can choose their own pursuits, hours,
etc., but such privileges are fraught with difficulties and,
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very often, 1mpose haraships in long hours, ete. that are
not generally recognised. The fact is that in retailing
businesses, only one out of five people who launch a

. bu81ness in this direction, is an ultlmate success.

The answer to this natural inclination 1is to recognlse the
executlve as an individual, to give him his rightful due
in praise and promotion, and value his suggestions and
creatlve thinking, even though nothing may come of theil.

IT PAYS TO KEEP THEM

These are not all the causes why executives leave their
ijs; of course, bub thej seen to be fhe mnajor ones.
Executive retention deserves plenty o £ top-nanagement atten-
tion. If a company can retain just one key nan, by

glVlng him the coupensabion, opportunity and conSLderatlon
he deserves, 1t has solved one recruiting problen in
advance-

The modern executive is highly status-conscious. Such
status symbols as title, office location, and club

nemberships, are important to him, his family and his
friends. As a result, nany bright nen with excellent

performance records, leave good jobs for what night scem
to some to be petty reasons.

But these reagons, petty or otherwise, have to be’ antici-
pated Bysenior nanagement if they are to cash in on an
executive's poterntial and command his best efforts
during the major portion of working life. Certainly, any
company can be & "good place to work" and when executives
consider their conpany in this category., there is a
narked decrcase in thelr desire to separate from the

company which has given them security,

at a very large
cost. .

Courtesy: Rydges Journal.

i
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3.6 HOW TO SPOT YOUR BRIGHT YOUl 3 MEN
: By Evan Davies, Australia

One of the first questions that the manager should ask him-
self in attempting to pick out a junior staff with executive
potential, would be an inquiry into brightness for what
particular activity he has in mind for the fubure executive.
Certainly, although all executive activities require above -
average intellectual resources and particular personality
qualities, different facets of management have some special
and specific requirements, which must be present in the

Thus, before engaging in any programme of selecting bright
young men with executive potential and developing then for
future careers in organisations, the nmanager has to have
a fairly accurate audit of his current nanpower résources,
and the estimate of manpower requirenents in this field

of company activity et fubure dates, so that he can |

programme To accommodate these needs as they arise.
Forecasting manpower requirements is always an extremely
difficult task, because of the great number of variables
inflencing labour narkets generally. However, unless the
nanager has some figure to guide hinm perhaps for the next
five or ten years, then indeed he has no substantial fi-
gure with which to begin planning his executive develop-
ment ﬁrogramme.

It sometimes occurs in larger organisations that a general
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executive developnent programme 1s followed, in an effort

to develop telent amongst young nen, without any clear
expectancy of the possible modes of ebsorption of these
persons at a labver dote,

Generally, then. the nanager who is adventuring'into the
Eield of seeking cut his more talented Jjuniors with the
viéw of developing them so that they will fulfil the
requirenents of the conprny's execubive structure in the
future, needs to give some long and careful considerdtion

" %o these various underlying facets of the problem. Until
he has done so, then at the best, his selection and
development of executive talent will be relatively less
efficient1 ond at the worst will be quite inadequate for
the requirenemts of the situation.

SPOTTING THE BRIGHT YOUNG MAN FROM SCHOOL

The only way to detect and establish the superior abilities
of one person over another in terms of their potential

for menagerial responsibility is by a direct study of
fheir behaviour. Consequently the longer one has experience
of a particular person, then the better the understanding
of their behavioural characteristics and usually the nore
efficient the assessment of their potential executive
responsibility will be. The difficulty, however, often
arises in which certain decisions of this kind have to

be nade, when only a ninizun degree of knowledge of the
person's behaviour has been possible, ond in some instances
the knowledge of the pergon's behaviour is actually
negligible. Such an instance would be in the selection

of new employees of the school leaving age.

What is taken to be omne of the mcst important pleces of
information in the selection of youngpeople at school leaving
age is the results of their perfornance in public examinations.
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It is truc that the examination performance will prowide
the manager with anindicatioh of the level of educational
accomplishment achieved by the aﬁplicant over a set curri-
culum of studies for'a specified period of time. As such,
fhis does give the manager an indication of the level of
acconplishnent of the person, and it also provides him
with a common yard-stick by which he can compare one
applicant with another. Unfortunately, the yard-stick of
educational accomplishmnent is not necessarily concerned with the
sane kinds of activities and requiremnents as those of a
general work situation, and is certainly not the same as
thé requirements for effective executive performance.

Careful studies of the history of the applicant covering his
behavioural activities over his secondary schooling period,
derived from thorough forms of interviewing, will do much to
provide a source of data which will be an important an-
cillary in appraising the aptitude of the young applicant
for a business career leading to executive responsibility.
This kind of information can be further supplemented by
specialised kinds of assessments which atternpt to appraise
the various psychological characteristics of the persoﬁ,

as they exist for that person at that tine.

Gathering together all these sources of data, it is
possible then %o make a choice in the selection of bright
young applicants for business careers with an executive
future which will have s reasonable degrée of accuracy.

Because of the lack of positions in general business
situations which will enable the young person to manifest
executive talents and skills, it is sometimes possible to
provide special behavioural contexts in which the young
person is given an opportunity to show what special talents
and skills he may possess. One of the nost popular
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techniques in this connection is for the nanagement to
provide a series of planned assignnents for Junior executive
staff. In assessing their performance and effectiveness

in carrying out these specialised assignments, a very good
idea can be gained in terns of their potential for sub- |

' sequent executive responsibility.

Another special situation in the work context which can

be established is to be found in the provision of special
in-service training courses which are directed not only

to the developnent of the wvarious capacities and aptitudes
of the traineses.involived, but at the same tine provide a
nedium in which the special talents and resources of the
junior staff merber can be studied andassessed. Here agaiﬁ,
because these intraining courses frequently follow an
acadenic pattern,.theirlusefﬁlness in assessnent is res-
tricted to a certain degree. One will frequently meet

with a situation in which a young staff member will do
.outstanding work in connection with the theoretical
problems of the in-training course, but when actually given
~an opportunity to practise managerial responsibility,
because of other deficiencies, he fails to live up %o
expectations.

THE BRIGHT YOUNG MAN LOOKS AFTER HIMSELF:

One of the most important things which the nanager will
keep in mind when studying the potential of his younger
employees for executive responsibility will be the degree
to which theycung nan develops and promotes his owmn
particular intellectual and personality resources. The
nanifestation of enterprise and activity on the part of
the person himself in his efforts to increase his own
efficiency, knowledge, and potential for a greater degree
of managerial responsibility, is one of the narks of a
person with likely managerial potential in the future.
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Case histories of successful hanagerial personnel inevitably
show this facet in their development. There are always
examples of activities and pursuits initiated by their own
enterprises, in which they have attempted to extend their
“capacities and resources to the fullest degree of accomplish-
mént, Persons who show a very small degree of this self-
dgwﬂbpment, are usually less able in executive situations,
and are nost frequently, less apt for those kinds of work.

THE BRIGHT YOUNG MAN IS MEASURED:

Yet a further way of detecting executive talent would be to
utilise nodern psychological techniques in the assessment of
the various characteristics of the person concerned. It is
possible by using such techniques to gain a highly accurate
assessment of the person's geﬁeral intellectual resources,
and at the same time to gain neasures of personality
characteristics which would play an important part in the
subsequent performance of the bright young nan in an
executive situation

At the same time, in the highlighting of particular strengths
and weaknesses of an intellectual and personality kind,

the data derived from such psychological assessment
techniques can be utilisad in the subsequent development

of the person, so that his strength may be increased by
subsequent specialised forms of training, and his deficien-
cies and difficulties decreased by other kinds of specialised
training.

There are clear indications in a variety of empifical
investigations with managerial personnel that a high level

of intelligence is both necessary and desirable for the
effective'performance of senior executive tasks. Consequently
- indications of superior intellectual capacities and

resources in the behaviour and performance of the bright young
man, would be a positive indicator for subsequent potential




in executive and nanagerial responsibility.

Empirical studies with various kinds of managerial staff
have indicated that of all the major wmersonality variables
which can be studied, the one of ext.oversion is a
‘charavoteristic which  has considerable importance in successful
executive activity. Extroversion is here being used in its
technical sense, to nean a person who directs his
notivational energies anddrives towards external activities
and behavioural pursuits, rather than the person who is
oriented towerds his own thoughts and feelings in an
introspective fashion. - It does not necessarily mean the
popular concept of extroversion in which the person
supposedly is an excessively friendly fellow, who engages
in an obnoxious degree of backslapping and bonhonie. The
third factor, which has sone empirical basis as being

an inportant characteristic for executive performance and
nanagerial responsibility, is the degree of confidence that
the person has in his own particular capacities and
resources. People possessing this personality quality

have an expectancy for success in their activities,

andwhen they undertake a task or a particular progranne
then, despite its difficulties and complications, their
belief in ultimate success for the project never wavers.
They nay, indeed. have nany nisgivings and doubts about

the outcene of particul rly difficult circunstances, but
their basic belicf in thelr selfefficacy, and in the
ultinate guccess »f the programme, ig one which is firmly
established and self-raintaining. This is, of course,
soriething more vosplex than self-confidence, and seens to
be related to the long-term history of the person's '
Avvelopnent. There are also indications of an experinental
kind whieh sngpest that it is an acquired trait. Being

acquired, it can algo be developed under specialised con-
ditions,.

~
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These are at least three things which can be observed _
directly in the behavioural responses of the bright young
nen with whonm the manager comes in contéct, If he is

able to spot these three qualities, and along with this
recognltlon, apply the knowledge and. information that he
has of the bright young man from the other sources
outlined in the discussion, then he should have

an opportunity to successfully select bright young nen who

would all fulfil his requirements of nanagerial res-
ponsibility in the future.

Note: Modern Management Counsel (3E1 Court Chambers,
New Marine Iines, Bombay 400 020) is equipped to
offer a STRENGTHS & WEAKME SSES test. This test is
helpful to know one's personal strengths and weaknesses.

Know-how ean also be shared with organisations interested
in acquiring the know-how.
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« 5.7 RESEARCH MANAGEMENT : SOME CIVU'ES FOR SELECTION
: by Milton M.Mandell, U.S.4A.

Whiie business is.beconing increasingly aware of its need for
managers with the broadest rossible background and outlook,
and nmany companies are discovering anew the merits of the
generalist over the specialist, others are beating the
bushes for nmanagers with scientific, technical, or other
professional gualifications. The growing dependenceé on
science and research has presented indugtry with a new and
serious problen-the nanagenent of teams of professional
workers. Companies now a days need men who can hoth gasp
the widest inplications of their increasingly complex
research operations, and deal conpetently with the operations
themselves, '

Back in the o0ld days when the R & D departnent, for instance
was fairly small and was considered nerely an adjunct to

the company's najor operations, its top spot could be
conpetently filled by a good researcher with sone nininel
Nanagerial skills. Sometines the departuent would report
directly to g highmlevel nanager with nany other rcsponsi-
bilities. Since it did't nake any claborate demands on the
company, he didn't have to have any detailed‘kn0wledge of
what it was doing in order %o understand its neceds and
translate thenm to top nanagenent.

But R & D is now a large and complex unit requiring several
levels of supervision, derianding large appropriations,
and having a najor effect on operating and staff departments
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throughout the company. Today the departmnent needs to be
nanaged by people who are thoroughly grounded in its tech-
nical work and, at the same tine, have all the administra-
tive and managerial skills required for the leadership of
the other departuents. The conpany is thus confronted by
two questions: which of the managerial jobs are to be

- occupiéd by professional managers and which by nmanager-
professionals” and how can the potential managers within

- the department's ranks be identified and mowved up the
line?

Unfortunately, there are as yet no definitive answers

to either question. Because the‘questions are pressing,

- however, some sort of orderly, if unvalidated, principles
nust be followed. Here, then are a few criteria for
determining which managerial positions require a professional
background and for choosing the professional enyloyees to
£ill them. |

What Kind of Manager Does the Job Require?

3 Starting with the extremes, we can hypothesize that the

: 18 imnediate supervisor of a professional unit should always
hinself be a professional while the head of a unit with
several functions need not. If a scientist or other
professional is selected for the latter job, i% should
be because he has other, more relevant qualifications.

%ﬁ' Between these extremes lies an infinite number of
possible managerial openings for which the general prin-
ciple seems to be that an enployee's professional
background can take hin as high in the hierarchy as there
are Jjobs in which his profession constitutes the major'
function under his supervision-at the point where other

- functions become of equal inportance, then other qualifica-
tions should take precedence over the professional.




Besides referring to this general principle5 however, the

. company nust always exanine its organizational structure,
.&0r the decision on whether oi,not to fill a managerial Job
with a professional must often be based not on the
nanagerial qunlifications of the men avrilable but on the
plabe thelr professional function occupies within the
company. The function nay simply rank too low to warrant the
selection of a professional as manager. If it cannot be
placed higher, and if the top executive team does not
include anyone'with a profesional background, then the
company would do well to establish a position of "assistant
to" a top executive so that the voice of the profession
can be heard directly at the top.

The need here is asmuch psychological as logical.
Professionals probably feel most confortable in an
organization where they think their problems are under-~
stood in the executive suite. On the other hand, they
can be vicious in attacking nen with backgrounds sinilar
to their own who, they feel, subordinate professional
objectives to administrative considerations., Sone-tines,
too, they resent those who are receiving higher salaries
than tuey but are doing work -~hat they consider less
inportant than their own. Furthernore, because the
espiration for nanagerial work on the port of sone
professionals is the result of their lack of ckill in
their own fields, moving ther into higher-level jobs is
not likely to increase their forner colleagues' resgpect for
nanagenent. Finally, a man who has not practised his
profession for years because he has bécome a nanager nay
not have the proper hunility when presented with a
technical problem by an outstanding subordinate currently
in the field. '



Just as assigning a professidnél to a menagerial position can
prove either gratifying or frustrating to his subordinates,
so professionals as a group have both assets and dissbilities
fof‘the work of menaging. They usually have the necessary
intelligence and analytical ability, they recognize the

- impoprtance of getting all the facts before naking a decisilon,

they tend to be objective, and they are work-centered. But
they often dislike the kind of detail associated with |
adninistrative work, they shy away fron the human factor,
and they may be indecisive because they feel unconmfortable
about naking a decision when adequate data are not
~avalilable. Fortunately, every profession consists of so
~nany heterogeneous groups, differing widely in their
.interests and personal characteristics, that we can pro-
bably find in it enough people to f£ill our nanagerial
needs. Bub we should try to reach thesé‘people within
three or four years after they start their careers and not
wait until they become fixed in the methods of operation
and attitudes of professionals and can asime the nethods
and attitudes of Danagers only with considerable difficulty.

| Making the Transition:

The changé from professional to manager should be gradual.
While still functioning primarily as professicnals,

" those who seem to have nanagerial potential can be given
committee assignnent and specific adnmirstrative duties

as tests of their interest and aptitude; then, increasingly
inportant supervisory responsibilities can provide the
necessary further testing. The biggest strain comes when
for the first time, the professional is removed from close
contact with the technical work, and knows that he is now
en adninistrator.




For nmany nen, thls seens a point of no return and presents

a great enotional shock., But it sometines happens that

a profeSS1ona1 eriployee insists that he is not interdsted J

in ﬁanagerlal work without really meaning it, Such a state-
ment should not be taken at face value, .Jor it nay be merely the
product of a code that requlres him to identify with the
profession and of his feellng that interest in administra-

tive work is as reprehensible to his peers as gambllng is

to a bank 0fflClale ‘

How, then, can we identify the potential nanager in a
company' s professional work fofce? No validated neasures
of managerial aptitude in profe331onals are now available,
but the. follow1ng questions may provide useful clues.

A candidate for advancenent should be able to score Yes
on these:

Is he effective in working with laymen?

Is he willing and skilful in explaining his own work to ,then?
Does he respond well to constructive criticism?

Does he have high verbal ability?

Does he have broad interests? Is he 1nterested in fields

of knowledge other than his own?

Does he have a bivad educabional background?

Is he good at "sizing up" people?

Is he more gregarious  than People in his profession
usually are?

Does he observe such amenities as exchanglng pleasantries
with a secretary, thanking staff people for their help, and
caring for his clothing and appearance? '

Is he effective in making requests for staff, space and
equipment?

Does he respect the ideas of people in his own profession?
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Does he have any respect for adninistrative considerations,
such ag the objectives of those who use his results?

Does he pay attention to deadlines?

Hage he used effectively the skills of sub-professional and
blue~collar employees who work with hin?

Has he‘been an officer or cormittee member in any type of
organlzatlon?

Has he been effective as a menber of a research or pro-

. fessional group? ‘

Do his colleagues respect hin as a person? In dealing with
problems, ig he willing to foregc the depth of analysis
that he is accustoned To as a professional?

Is he willing to settle for inperfect solutions when
necessary?

And here are some questions to which the answer should
obviously be No:

Ts he overly sensitive in his relations with people?

Does he get unduly wpset’ when there are delays or changes
in work plans? |

Is he impatient about having his work reviewed Dby people

in other fields or coordinated with their work?

Is he interested in managerial work only because it will
allow hin to do what he wants in his profession?

It should be pointed out that nény professional enployees
who have nmanagerial aptitudes fail t¢ display thenm fully
because their interest has not been aroused or because
they feel unconfortable about taking over a rol€ for

which they have not been trained. The executive respon-
sible for evaluating professionals in this regard also
rust not be fooled into believing that because their
personalities are different from his own they will not

be effective managers, and he rmust be sensitive to the
.signs of managerlal ablility that they display in their own




working contexts. A professional ran's success in, for ox-
anple, "selling" his speciality to nanagement and ~getting
large appropriations for his work cen be taken as a good sign
of managerial ability. His me hods mey be very much unlike
those traditionally used in nanagenent, but they nay prove
equally effective.

In all its approaches to the problen of making professional
nen into ﬁanagers—recruiting, selecting,training, andpro-
noting-the company must recognize the professional's tend-
ency to think hinself different fronm those who nornally
nake up the nanagerial force and the differences actually
do exist. This same recognition will have +to be ertbodied
in the principles that eventually energe from research on
this question. | '

Courtesy:Rersonnel Journal

v is inweresting te note that acesrding
to the wuthor af aTthésustra, the praper
scheme nf sal.ricg «ndwages wag ag
follows: miseellansous workers~-60; &rtisang
=120; superintendents af departments -
1000; superintendents of commerce; manu-
factories ete. 120003 minicters -~480C0,
(4Ll Ziguiss relate to penig)

- R.Shamase, .ry (ed.)
Keutilayatg Arthasagtra(ed.1961)
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T et

3.8 " WHEN AND HOW TO USE AN EXECUTIVE SEARCH FIRM
’ - By Donald E.De Voto, U.S.A.

Sonmetine ago, the president of a nediun sized consuner goods
nanufacturing company was jolted to be handed a regretful
letter of resignation fron his director of narketing. The
narketing man had been approached by larger company with an
offer that, as he expressed it, was "too favourable to turn _
down.".

At all events, it was an offer that his own conpany was

. ungble to watch, and disappointedly the president turned his
thoughts to the problen of replacing hin. There was no one in
the corpany capable of stepping into the narketing nan's

shoes right away. On the other handg anyone who was

brought in would have to have first hand knowiedgeof the
industry as well as a broad nmarketing background. Short of
raiding a direct competitor, the president had . no idea

where to locok first.

He discussed his problen over lunch with a business
acquaintance a few days later.

"Why not call in an executive search firm?" his friend.
suggested.

"Oh, those clock-and-dagger béys“3 the president said. "What
do they know sbout our business? No-—we have an excellent
industrial relations department of our own.Thsy should be
able to track down the kind of man we need."

&
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Flattered though the industrial relations director might have
been to hear this tribute to his operation, it so happened
- that at that particular Juncture he was up to his neck
‘preparing for the company's next round of contract negotia~
tions. Additionally, he was busy with en extensive retmining
plén necessitated by the projected installation of auto-
- nated equipnment inoneof the production departments. Obvi-
ously, he could not drop these urgent projects to devote all
his energies to the task of finding a new top executive,
nor could he delegate it to one of his subordinates. In
the circunstances, the best he could do was to fall back
on the usual channels~advertising, his industry trade
"association, and his ownprofessional contacts.

SIX MONTHS LATER,THE COMPANY WAS STILL WITHOUT A MARRETING
 DIRECTOR. '

Round aboutfthe sane tine, the executive vice president

of a capital goods nammfacturing concern plagued by lagging
profits cane to the conclusion that the company needed to
expand its product line. He suggested to thepresident

that they hire someone to generate and develop new idens.
The president, who felt that the company's paramount need .
at that nonent was to cuk costs, nevertheless lukewarnly
agreed to the suggestion. Since neither he nor the
executive V.P. knew of any likely candicate, an executive
search consultant was called in and'instructed to find

a "director of sPecial‘projects,"

Just what kind of man was needed to £ill the position was
never nade very clear, nor were its duties explicitly
spelled out. But despite the Vegueness of his assignment,
the consultant was able to unearth two or three candidates
who, he feit, night possibly f£ill +he bill. Each of then,
however, was turned down by thepresident and it soon
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becane apparent that aside from the fact that the conpany
did not really know what it was looking for, the president
had been secretly opposed tc the project from the start:
The search was eventually called off. : S

_ HOW 0 DECIDE

These two instances are illuninating exanples of the fact
-that,'in trying to £ill their needs for executive talent,
nany companies tend = either to underestimate or overesti-
nate the benefits of using a professional search firm.
Conpany No. 1 would alnost certainly have done better

to have turned its problemover to an outside recruiter
right fron the ‘sta?t, but in following precisely this
course, Qompany No.2 nerely wasted its time and nmoney.

How can ydu avoid making‘éithr of these nistakes? A noment's

reflection will show that they are merely opposite sides
of the same coin. Probably the readiest way, therefore,
to decide whether a consulbtant can help you with a

pey e ke cune o o v sl i vt i ikl A S T o

Almost every well-managed conmpany, for example, will try
to promote fron within wherever possible. If an opening
arises and a2 well-qualified executive is already avail-
able in the organization, the opportunity for advancenent
should be given to hin. Sometimes, though, there is sone
uncertainty as to whether an in conpany. candidate

really is the right men for the job. In that event,
nanagement night conduct an outside search to see if a
better-qualified nan can be found, or to esteblish sone
standard by which to judge its own nan. Searches undertaken
with this ain in view can serve a useful purpose, but as a

general rule it can be said that if the company has a

A U A g
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Sinilarly, a search firm is not needed-and, in fact, is a
waste of noney—when-the rééuirenents for the new position
are lll-defined, ur nmanagenent has nerely a half—hearted

interest in the whole project.

WHAT'S A STAFF FOR°

In any case, the industrial relations staff will normally

be experienced in recruiting, selection, and placement. They
can be counted upon for competence in attracting - -

and evaluating nanagenent people, since they often follow
the sane techniques that consultants use. Through adver-
tising and the esbtzblishrnent of contmets in the industry, as
well as in the universites and professional societies,
personnel people are usually able to satlsfy nany of the
coupany's nanagerlal needs. :

' On the other hand because of the pressure of their other
responsibilites, the Qersonnel staff cag_y_glygzg_gpggg_ygg
tine on a particular hiring that the project requires. Often,
too, personnel people are handicapped by the fact that they
are, of course, identified with their conpany, and so have
less f19x1b111t¥ than an out51de search firm in naking

inguiries.

In nediun~sized and snall companles, it's unlikely also
that the personnel man will have had the sane opportunity to
appraise a large nunber of executives in a variety of
functions and industries as the outside expert has had. Nor,
because of his company duties, will he be free of travel

e g . - —— e . o
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" For these reasons, it is often nore efficient for the company
to retaln a professional recrulter than to rely on its own
bersonnel staff, especially since personnel people thenselves
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no longer have the reluctance to employ an outside consul-
tént that they often had in the past. It is now generally
recognized that the use of a professional recruiter is no
reflection on the competehce of the personnel department.
Ragher; it represents the sane kind of professional
assistance that is supplied by an insurance or a pension
.expert, a labour lawyer, a safety expert, or any other
specialist who is called in %o help with a specific problen.

A typical situation where the services of a professional

recruiter can be advantageously employed arises'when there

is a need for an executive with highly specialized

in conbing his particular field. In solving a problen

of this kind, the outside man offers a twofold advantage-
' he can concentrate on the assignnent better than anyonein

the company, and he can do it without disclosing the

conpany's identity. Furthernore, he nay well already have

a broad knowledge of what's going on in the field in

question.

AN ATD TO DEFINITION:

a consultant nay nake a substantial contribution to the conpany's ‘
search. Soneti mes an executive Job is unuéually—complex
and requires an unusual nan to fill it. Management nay
not have an exact idea of the qualifications needed for
the position sinply because it has no ﬁarallel in the
organization. Here the consultant can offer the advantage ;
of en outside point of view. Additionally, by identifying ﬁ
end gppraising prospective candidates and talking over :
their qualifications with nanagement, he can help the I!@fl
company arrive at a practical definition of its needs f
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As ‘an example, let's teke the case of an invéstment banking
firn that was recently looking for a new president. Forra
variety of reasons, this particular firn was quite diiferent
fron others in its field. Because of tk*s, the chairnan was
doubtful whether the kind of man they néeded was to bé

found in investment banking circles. But investnent

banking was their business and if the prospective president
was not to be found there, where was he to look for hin?.
Very propefiy, the chairman turned the problem over to an
outside consuitant, who eventually wunearthed an executive
who had been a practicing attorney, a top executive in

a counercial bank, and the'manager of a large investnent
fund. His interests and talents coincided precisely with

the client's needs and objectives - but finding hin

required first a precise definition of the qualifications of

his position, and ther a thorough survey of several business
fields.

In_general, it can be said that when a_company needs a | -
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high level executive and the hiring decision will be nade
by the board or the president, or whenever extreme circun~
specticn is required, it is highly desirable to turn to

a search consultant. His freedon to nove in any situation,
his sensitivity to Prenature disclosure, and his experience
in appraisal and discreet investigation can prove invaluable

here. In short, he provides two~way conmunication without
connitment,

ourse, for his services end at first glance his fee nay
look stiff. Nevertheless, it can actually represent a
saving in time, and noney in more ways than one. Recently,
for example, a chenical Conpany was looking for a technical

director. Though Danagenent knew exactly the kind of nan it
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wahted and had worked on the problen for twoyears, the
search had proved fruitless. The inevitable linitations of
tine and lack of annoymity had had their usual hanpering .
effects, Furthernore, the search was nobody's EXCLUSIVE
job:dapd when other problens arose this one was pushed

to. one side. Finally, the coupany decided to use an
~outside recruiter, and the search was satisfactorily
concluded in three nonths. The cost to the company
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by the_consultant. In fact, the concentrgted_ggfbrt
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of a consultant is ofteft the extra ingredient needed
to insure success, Whenever,'there is an executive
opening that has gone unfilled for several nonths,
managemeht had best start thinking about enploying
professional recruiter to solve the problen.

A SPUR TO ACTION:

Besides being naturally in the best position to get
things noving, the consultant can supply the additional
energizing'effect of an outside appraisal when conpany
nanagenent is inclined to drag its feet. As a rule,
his comments and recommendations tend to generate
conpany thought and action and thus speed the search to
a satisfactory conclusion.

Deciding when to use an outside recruiter is one thing-
selecting the nost suitable one is something ¢lse again.

In the end, of course, since consulting is a personal
service, your selection will be a natter of your own
Judgenent and personal feelings. If all the firns you
invetigate turn out to be of equal professional standing,

s . s AR D T — T S S S T T S S —— - ——

is very important, because any doubts on your part will
cause friction and create roadblocks.
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Needless to say, the quality of the service you get from a

- consultant will depend considerably on your working relation-
ship with hid. You retain a firm, but your search will be

e e e
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be sure you'can work compatibly together.

Here are some further points that nay help you to work nost
productively with an outside recruiter:

Af'the beginning of the assignment, arrange for the consultant
to neet the executives who will be working with the new mnan,
particularly his superior. A sure "feel" of the company
environnent and its people is a nust for the consultant in
-an;y'—‘well—conduc'bed“search°

Consultants are analysts, not decidon nakers. They need to
have every piece of infornation even reﬁotely related to

the opening that is to be filled. Some of their quesbions
gy seen irrelevant_but they aren't: an gbundance of inforn-
ation is necessary to produce a neaningful picture. The
Consultant has to anticipate all kinds of questions fron
the candidates the interviews- and any discerning

candidate will quickly lose interest if he feels the con-
-sultant does't know what he's talking about. If, for
instance; you are looking for a directord research and
developnent, don't be surprised if the consultant wants to
know 2 lot about your marketing set up. After all, the

end product of research has to be sold, and the candidate is
bound to ask what the sales outlook is. (Incidentally,
there's no need to worry about disclosing information to
the consultant; his entire training and orientstion are
based on keeping confidences.)

Listen_to what the consultant has tc say. It has often been
salid thet the hallnark of a good consultant is knbwing what




questiioong to ask. An experiencéd consultant will have been
exposed to nany different company gituations, and this broad
background will be reflected in his questlons. Also, though
he will have suggestions to make, he will rarely insist, -

80 llsten carefully to his ideas. They are usually well
thaught out and to the point-sonmetines the key point, )

Keep your nlnd open if the consultant seems to be critical
of your ideas. This does not necessarlly nean that he '
is negatlve or professionally inconpetent. He is a gauge of
Practicality and nay well feel that you are too idealistic
in your requirenents. In that case, renenber that he is

in the best-position to nake comparisons in the hlrlng
narket. He is first and foremost a realist.

A search, like any other management effort, has its own
problens and blind alleys. When they crop up, don't just
sit back and let the consultant handle then.Partlclpate.-
Argue.’ Thsglve—and-take will sharpen the consultant's
sights so that his ain becones nore precise., More inport-
‘ant, it will eventually lead to agreenent about just
what the target is.

If the candidates produced by'the consultant don't neasure
_ up to the need as you see it, discuss with hin eamctly where,
in your opinion, they fall short. No consultant wants

to wake a nmistake, but he cannot opérate in a vacuum;

he needs to kmow precisely why a particular candidate ie
unsuitable, If you turn a candidate down and the consultant
intinates that your standards are too high, nmake hin cite
chapter and verse %o prove it. Bubt again, . kéep an open
nind. He wants to find you the best man he possibly can,
but he knows it is unrealistic %o turn down candidates
because they do not meet your specifications to the last
dotted "iv,

e At
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You should expect the consulbant to do a thOroﬁgh job of check-
ing the candidate's professional and personal background. Here
any particular points of.bompany policy that need to be brought
out should be nade perfectly clear. If you feel rore investi-
gation is required, insist on it. These investigations should
béidocunented and presented in writing. Remenmber, though, that
a thorough investigation will almost always bring out sone
negative inplications. If an executive is really topnotch,
"he's bound to have some critics. Consider carefully who is

critical and what his notivations are. Depending on the source,

sonetines a carping comment is actually a recormendation.

Because nost conpanies seldon have to gd outside to £ill a
key position, there is no need to have an established: routine
for executive interviews and negotiations. You'll find, |
however, that your consultant is very knowledgeable in this .
area. He will be able to suggest how to conduct neetings
with candidates, how to approach discussions on conpensation,
and so forth. Also, he will have briefed the candidate so
that he is prepared to discuss the natters of inportance to
both sides. '

Actually, it's at this point that nany otherwise successful
searches fall apart. So listen carefully to the consultant's
advice about the order of events and the approach to be taken
in neetings with the candidates —-— nany a good nan has been
lost through inexvert handling of the final negotiations.

Fron the above observations it should be apparent that the
role of an executive search consultant externds coﬁsiderably

‘beyond the corralling of likely prospects. Always bear in
nind that while he will regard and conduct hinself as a

- staff nerber assigned to an inportant project, he is also an




independent'professional who is nost effective when he
does not autonatically go along with a1l Danagenentts
Upinions, His objectivity and his independence are anong
the nost valuable contributions he can bring to a con-
pany's quest for executive talent.

Courtesy: Personnel Journal




SECTION-3

3EXPERIENCES ABROAD IN GETTING AND KEEPING GOOD KEY PERSONNEL
(Selections from relevant literature)

3;9 ATTRACTING AND KEEPING TECHNICAL PERSONNEL

The nanagement problens arising fronm the rapid influx of
englneers and sclentlsts into 1ndustry have lately been
comlng in for a good deal of, attention. In the final
ana1y51s, it is commonly recognized, the problen of how
to nanage these people boils down to the question of what
kinds of wants and expectations they bring to their jobs.
But engineers and scientists are not notably articulate,
and as a result far too nmany prescriptions have been
written without sufficient consultation with the patient.
Disgnoses have tended to fall into two nutually exclusive
categories holding either that technical men are very
rmuch like other-level erployees or, nore frequently,that
they are a different breed altogether.

What, then,is it that engineers and scientists need of

their jobs, and how different are their needs fron those

of conparable non-techniesl enployees? In an effort to find
& better answer to this question than the prescriptions now
being used, the authors of this article undertook to

exanine the available research evidence and to study

both prospective and practising engineers. The results

of our investigations led ws to conclude (with apologies

to Thoreau) that nost engineers lead work lives of Quiet
desperation.

A few experts from the research literature should suffice
to illustrate the point. A fairly recent survey of a




randonly selected group of scientists felt that over a third
of their tine was devoted to tasks beneath. their effective-
ness was reduced by the anount of tine they were required
to spend in neetings, comnittees, and consultations. In
addition ', they conplained that nany of their superV1sors
had been advanced solely because of their technical
ompetence and without sufficient concern for thelr mgna-
gerlal abilities. '

These findings have since been.supported by J.B.Boyd,
conducted anong engineers in a utility company. A sub-
stantial proportion of the turnover of this group, Boyd
discovered, was anmong the nmost promising of those recently
enployed. Those who did not mind roubine or detailed work
were the more likely to stay, while those who were nore
interested in people were the nore likely to leave. This
indirect selection process was appreciably reducing the
company's stock of imagination and potential leadership.

The ambitious study of employee motivation reported in The
Motivation to Work found that for the two groups studied
accountants and engineers-the most inportant positive
notives have to do with recognition, advancenent, and

the nature of the work itself. Negative "incentives" -
dirty washroons, for exarple- nay cause dissatisfaction
and turnover, but the absence of these conditions has
little or nothing to do with increases in productivity.
Positively notivating factors, it was found, were pretty
nuch the same for both the accountants and the engineers.,
‘Though the latter were more affected by the nature of“the
work itself and the former by opportunities for advance-
nent, the differences were snall.




The last of the findings worth nentioning here concerns a
totally different realm-compensation-and comes from a re-
Port published by the Bureau of Labor Statistics in 1960.
Comparing the s-laries of various classes of technical and
a@ministrative personnel, the Bureau found that engineers
enjoy a favourable differential at the peginning of their
- careers, and in fact earn higher starting salaries as
college graduates than any other group at this level.
After several years of experlence, however, engineers

not only lose this advantage but slip to fourth place
anong the seven groups conpared.

A PICTURE OF FRUSTRATION

These research results outline a picture_thét suggests sone
of the reasons why industry had best concern itself'very
seriously with the nmanagement of its technical personnel.
The technical enployee, and the engineer in'particular,
begins his career as a well paid, fair-haired boy. But he
nay soon find hingelf assigned to relatively routine work
in a job that - to make matters worse-leaves hin nore or
less isolated fron his fellow workers. In effect, industry
has nade hin part of a shockpile against future needs.

And because stockpiling is highly expensive and leads

to under-vtilizetian of shilities, he is also likely %o
find hinself and his salary - advancing nore slowly than
he expected. At this point he nay be eager to switch to

& nore challenging and renunerative non-technical job, but
the very fact of his technical education nay keep hin fron
being considered for such a post and nanagenent will
probably justify this by holding that it would be a“waste
~of good technical talent to nove hlm Ainto sales or super-
vision, '
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This gloomy picture raises onece again the key question: What
do Technical personnel want and expect of their jobs? Clearly,
if industry is %o develop alternatives to the frustrating
sequence described here, it rust know something about what

' Jjob elements constitute notivating forces for this group.

The first part-of our own research was therefore concerned
with the job expectations of students in engineering, who

are, as it were, uncontaninated by any substantlal enploy-
nent experience. '

The study group consisted of 376 upper-classnen najoring
~ in engineering - 1960 nechanical engineers, 147 electrical
engineers, and 69 engineers in other fields (aeronautical,
eivil, or chemical engineering and so on).

A short tine before, Strother and Johnson had studied the
way in which students at the School of Comrierce of the
University of Wisconsin responded to a seried of hypothe-
tical job offers. This study provided us not only with

a research nethod but with data against which the engineer-
ing students! responses could be evaluated.

SIX FRINGE BENEFITS

The nethod consisted of presentingtthe students withwsix.
i‘x' bParagraphs and instructing thenm to assune that each one

\ was part of a job offer that differed fron its chief
competitor only in this one paragraph. The paragraphs
thenselves described six different fringe benefits known
to be offered by some of the companies recruiting at the
University of Wisconsin. Briefly, the six benefits, the
sane as those used in the earlier study, were as follows:

1. Paynent of expenses for conventions and Professional
- neetings.




2o Payment of expenses for University Institutes and
courses.

3. OQutstanding technical Library.

4, .  Extensive recreatioﬁ benefits.

5, Tiberal discount priﬁileges bhrough the Company.
6o Rapid pronotion for able employeeso

The students were asked to choose anong these benefits in
two ways: first, by the nethod of paired comparisons and,
second, by'assigﬁing a dollar value to each of the para-
graphs. In the first of these methods, the six paragraphs
were paired off with each other in all the possible ways -
this comes to a total of 15 pairs - and the participauts
were asked to choose - one offer from each pair on the basis
of personal preference. This nethod, besides providing
adequate statistical data; resembled a kind of decision
gituastion that frequently confronts the student in search
of a Jjob,.

After they had finished evaluating the 15 pairs, the
students were given a figure that approxinated the going
salary rate for their group and were told that this was

the rate attached to each of the six offers. .They were
then presented with each of the offers in turn and were
asked to indicate how nuch noney a conpany not offering
the particular benefit in question would haée to pay to
neet this competition. The participants, incidentally, were
not pernitted to refer back to the paired conparisons.

Statistical analysis showed that the engineering students'
responses to these two questions were conparable to’ those
of the commerce students - or, in other words that they

could be translated into standard units'.on the sane scale
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- and that the ranking of the six offers in terns of the mean
dollar values assigned to then was identical with their
ranking by the paired--conparison responses. Since raﬁking by
dollar values is, statistically speaking, the cruder of the
%wo nethods, we need here consider only the paired-conparison
scaling. For those interested in the price tags, however, we
night note that the dollar values assigned to the six

factors by the two major groups, commerce students and
engineering stﬁdents, and by the three engineering sub-
groups ranged fron a low of $ 12 a month to a hiih of $ 43

a month,

HOW THE BENEFITS RANKED

Both the resemblances and the differences between the
engineers and the business students are noteworthy. For
both groups, opportunity for advancenent is the most
inportant of the six benefits, and opportunity for further
" acadenic work holds second place. The business students,
however, assign third and fourth place to benefits that
have no comnection with the work itself-discount privileges
and recreation facilities-while the engineering students
give these ranks to the work-connected benefits of a
technical library and paid attendance at professgional
neetings, '

Not only is there a difference in the rank orders given
by the two groups, but the one benefit connected with the
nature of the work that is assigned the same rank order by
both groups - university courses - has a substantially
higher scale value for the engineers than for the business
students. This is especially noteworthy in the case of the
electrical engineers - a group often regarded as the elite
of the engineering schools. For thess students, opportunity
for cbntinuing education ranks alrost as high as opportunity
for advancement, and the conpany library, which ranks at

/




the botton of the business student's llst has a higher scale
value than any other third-ranking benefit in any group.

Taken in conjunction with the studies sumnarized earlier,
these findings support the view that what engineers nost

want out of their jobs is pretty nuch the sane as what other
exenpt personnel most want out of theirs., At the same time, .
Jowever, the results indicate that engineers differ fron
these other groups in the inportance they attach to the
nature of the work itself and to the professional perquisites.

But to what extent do the desires uncovered in this study
persist after several jears of eﬁploynent? In a second
study, conducted at about the sane time as the first, we
asked a number of engineers préctising in industry to
evaluate their educational background. Their responses.to
our questions permit several inferences about their
experiences and expectatlons,

- A STUDY OF PRACTICING ENGINEERS

The study was conducted by neans of interviews and question-
naires, and involved 42 enginéers, approxinately one-fourth
each in mechanical, e¢lectrical, civil, and other kinds of
engineering. The nedian agé of the group was 39, reflecting
an average of about 15 years of work experience., Three-.
fourths of the participants-29, to be exact - were working
in technical departnents; the rest were in sales, personnel,
and other non-technical departnents. Sixteen of then were in
top Nanagenent jobs (department head or above), 21 were in
niddle or flrst-llne ‘nenagenent, and 5 were in purely -

staff positions. Though in no sense s strictly randon
sapple, the group was probably a fairly represéntative one.,




To begin with, the study found that nine out of ten respond-
ents favoured .a broader undergraduate and graduate education
for engineers. This feeling was especially comnon anong the
younger engineers, with the nargin varying from five to one

in ﬁhe under 40 group to two to one_in the 40-and-over STOUD .

To deternine -what this "broader" education night consist of,
we asked the participants to indicate in which of 11 college-
level subject afeas, they felt they were nost deficient.,

The 11 choices ranged fron areas clearly in the liberal
arts - the humarities, for exanple - to such semlntechnlcal
areas as industrial engineering.

THE ENGINEERS' CHOICES

The one field in which the greatest number of respondents
felt thenselves deficient, it turned out, was business
adninistration, which was checked off by eight out of ten
engineers. Its closest runner-up by far was personnel nana-
genent, which six out of ten listed as a deficiency. No

. .other subject arca was checked off by more than a third of
thé participants, and industrial engineering, the nost
‘profeasicnel" subject on the list, ranked last, with a

" total of only ‘14 per cent.

A cross~tabulation of these responses revealed that there
were several variubles closely related to the engineers'
Judgenents about their educational background. The nost
inportant of these was the number of non-technical courses

the engineers had taken along with their technical training.
Though in general the relative positions of the. subjects

were the sane for both groups, those who had had ax appreciable

amount of non—technlcal education gave less enphasis to courses

in business anu hanagenent and sonewhat nore to the huna-
nities than did those whose background was alnost wholly
technical. For exanple, only three~quarters of the former,




as opposed to nine-tenths of the latter, felt themselves in
-need'of nore work in business adninistratin. This suggests
that' the need for business education is fairly constant
anong engineers, for it seems safe to assume that nost of
those with a considerable non~-technical background had
actually teken courses in business and that it was fcr this
reason that they did not feel in need of then.

The top Managers tended in general to indicate a greater
nunber and variety of non-technical deficiencies than the
niddle and first-line nanagers, and electrieal engineers
tended to indicate nore of .these needs than nechanical
engineers. The differences between those in technical
departnents and those in nonptechnlcal departments were
negligible and varied nore or less at randon. Though this
‘nay sound strange, it is probably accounted for by the job
“histories of the group, which showed considerable

nobility between technical and non-technical jobs. Over
three-fourths of the engineers, the study found, had
worked in more than one nmajor sub-division of nenagenent-a
pattern that, together with the ‘process of natural selection
that doubtless accoupanies it, nay be seen as enhancing
- the cogency of their opinions. ~ |

Thus the weight of the evidence fron progpective and
practi8ing engineers argues that both their opportunities
and their aspirations are much like those of their non-
technlcal counterparts in the business world. The wide~
spread practice of stock«piling engineers, whlch reeults
in their belng under-utilized in technical departments,
leads ultinately to frustratien; failure to give adequate
censideration to their managerial potential further
aggravates the probiem.




One cormnon resu’t is unfavourable natural selection through
turnover. Another is the engineer's fallure to identify with
the organization of which they are noninally a part. A search
for other sources of recognition, including unions and nili-
t3nt professional associations, nay follow. Unlike the fore-
‘nan, who is part of management in law if no% in fact, the
englneer nay flnd hinself a part of managenent in nelther fact
or law. ‘ .

The evidence strongly Suggests that the englneer is initially
inclined to identify with nanagenent. Only when consistently
repulsed and frustrated will this inclination atrophy and

the englneer turn to other ways of fulf1111ng hid heeds.

SOME ALTERNATIVE SOLUTIONS

There are three reasonable alternatives open to those res-
ponsible for the managenent of technical personnel. First,
technical knowledge can be treated as just another form of
skilled 1abour, with wage levels determined by the cost of
11v1ng, collective bargaining, and the sheer arount of work
done. This approach may, after a period of sone dlsconfort,
prove workable, especially for companies whose Pay scales
are based entirely on job-evaluation systens or whose
engineers are unionized. Its results, however, are unlikely
to be spectacularo

Second, scientists and englneers can be treated as pro-
fe331onals, Their salaries nust then be based at least in -

part upon their professional potential, for their contributions,
like those of the surgeon or the attorney, cannot be neagured
exc1u51vely in terns of units of effort plotted against units
of tine nor ¢ven in terms of the denands of the task at hand.
It they are to work like professionals, more attention nust

be paid to the' perquisites of professionals. Even under

the decidedly unprofessionals conditions of stockpiling and

the resultant under-utilisation of abilities,
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. technical people can for a tine be induced to behavenlike,
professionals by being treated like professionals in other
Ways.

As a.final possibility, engineers and scientists can be

, tregted as part of the nmanagenent tean. They can be trained
and screened as part of the group responsible for making the

operating decisions and can be rewarded with advancenent
comnensurate with their contributions.

' In evaluating the three alternatives and their implications
for the nanagenent of technical personnel, it is well to keep
in nind that the viability of a company is closely related

- to its ability to innovate. Innovation takes two forms-
inventions and,enterpreﬁeurship. Invention is, of course,
the vital function of technical personnel, while enterpreneur-
ship is the vital function of manageneht. It is therefore
extrenely doubtful, in view of the demonstrated needs and
expectations of engineers, that the first of these alter-
natives, the "marketable skill" approach, can be fruitful.

On the other hand, the relation of both professional and
nanagerial personnel to the process of innovation suggests
that both the second and third alternatives are worth
pursuing and can be reconciled with esch other.

\

-To an ever-increasing extent, nanagenment people are coning

to regard their work as a profession, and the neans are at
hand likewise to make Professional peoplc regard thenmselves
as part of ‘nanagenent. The necessary routine of the drafting
table need not be aggravated by the ignoniny of a tine clock,
the annoyance of a six~party telephone extension and the

frustration of an unnecessarlly slow rate of salary advance-
nent. )
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~ On the p031t1ve side, there are six basic guide llnes for the'
nanagenent of technical personnel

Avoid excessive stockpiling, In particular, nake
sure that it does not take place under the guide

of training. There nay of course be a genuine need
for a certain number of trainees., Renenber, however,
that routine act1v1t1es have very little training
value and an engineer perforning draftsmen's work
is an expensive luxury.

Give engxneers a.chance to try both the nanagenent
route and the technical route. Training prograns,
Job assignments, and planning activities will help
deternine which path is the betbter one for each
individual. ‘

Reward innovation'and initiative on one scale

regardless of whether they appear in the technical

realn or the nanagerial. Both kinds of contrlbutlon
are vital to the success of the enterprise. A
top-notch professional person should never feel
that - he nust abandon the thing he does best in
order to advance. Many a good engineer has been
lost and nany a bad supervisor gained by this kind
of prémotion schene.

Cffer the engineers ariple opportunities both for
further technical training and for training designed
to increase their understanding of the coupany as

a business organization. Since they nay follow either -
of the two paths of advancement, they will need both
kinds of preparation.

Offer a progran of professional benefits and per-
qu1s1tes designed to make the aob of the proféssional




as attractive and satisfying as the job of the
line nanager.
6. . Involve pfofessional personnel in the nansgerial
- : dedisidn»ﬁaking process. Their effectiveness, no
. less than that of line nanagers, depends on how \
‘well they understand the big picture.

Thanks to their education and their experiences in re-
cruitnent, nost engineers and technical people feel that
they are nenbers of an elite, and they have accordingly
high expectations. Their abilities justify this belief;
their high expectations are warranted.  Effective
nanagenent of this inportant segment of our nanpower
strength consists of creating the conditions under which
these expectations can be fulfilled.

Courtesy:Personnel Journal.




