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Foreword

One of the National Park Service’s most important assets is our
management talent. For it is our executives, managers, and
supervisors who conceive and carry out the policies and plans
essential to meet the problems of today and tomorrow. I firmly
believe, therefore, that management development is too vital to
the success of our National Park Service’s goals and ideals to be
left to chance.

The primary purpose of the Management Development Pro-
gram in the National Park Service is to help all of our executives,
managers, and supervisors improve the performance of their pres-
ent assignments. In addition, it is designed to identify those
people who have potential for greater responsibilities and focuses
attention on some of the ways and means by which they can be
prepared to assume such responsibilities in the future. In essence,
we are concerned with both short-range and long-range improve-
ment and development.

I have always considered an effective leader to be one who has
a sincere and strong desire to help his staff grow and advance,
and who enthusiastically works at it, too. The manager who
achieves a real satisfaction from serving as a coach will have little
difficulty in “finding time” for this responsibility.

It also has been my observation that the growth of people
depends on the environment which you and I, as supervisors,
create. It is up to all of us who are in the managerial group,
then, to be certain that we think and act in a positive way about
the planned development of our people. This means that we
must provide day-to-day attention not only to the development
of those who report to us, but to ourselves, too. If we as manag-
ers believe we need no further improvement, we will not be able
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to provide our subordinates with the inspiration and guidance
they need for their continued growth.

Basic to the development of all of our managers is a system
which provides for:

® a passing on to subordinates, in a systematic way, the knowl-
edge and skills we ourselves already have acquired. This is
essentially a responsibility to the Service to function as an en-
thusiastic coach.

® a plan for the individual’s development which has been
worked up on a mutual basis by him and his superior.

® the fullest possible encouragement and help to one’s sub-
ordinate to see that such development takes place.

The ideas outlined in this booklet follow these three principles.
They should help you to develop more readily your supervisory
staff members, and others as well.

Conrap L. WIRTH.
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Introduction

This booklet is a biased one; in fact, it is as biased as any you
have everread. It holds staunchly these biases:

® The National Park Service, as a progressive, forward-looking
organization, is entitled to the highest possible level of perform-
ance by its managers.

® High performance requires the unleashing of creativity and
potential which can come about only through planned develop-
ment of our managerial staff.

® In a career bureau such as the National Park Service, the
development of our managers is too important to be conducted
intermittently or indifferently.

® A vital portion of the manager’s job is to develop systemati-
cally the supervisors (and others ) who report to him.

® Managers are made, not born.

® We can do a more effective job of developing our managers
than we now do.

® Managers can be made more effective if we concentrate on

an individualized, tailor-made PLAN FOR THE MAN.!

Why a Formal Program?

Many supervisors in the Service are now doing a good job of
working with their staff on their development. In addition,
various other established programs, e.g., lateral transfer, promo-
tion, formal schools, participation in task forces, performance

* Employees on the distaff side will readily recognize that we are using
man in the generic sense of the term. We obviously want to train women
employees of our work force, too.
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rating discussions, and the like, provide opportunities for
broadened experience. If this is the case, why do we need an
added program such as A PLAN FOR THE MAN?

We believe this querry is a good one and can be answered in
this way:

First, guide lines and specific skill approaches are needed by
all supervisors to do the most effective training and develop-
ment job. The supervisor who is sincerely interested in staff
development will welcome a booklet and plan specifically geared
to this purpose.

Second, while many supervisors may be active in develop-
ment activities to various degrees, a significant number of others
may not. Thus the need for a more formal and systematic
effort.

Third, while a certain amount of informal and intermittent
counseling is already going on, it is doubtful if truly compre-
hensive talks would be held and specific plans developed with-
out the spur of a more formal program such as A PLAN FOR
THE MAN. Pressure of work, “crises” of various sorts and
just plain inertia all too often provide reasons to ‘“defer” the
task.

Fourth, in a Service as diverse and far-flung as ours, it is
desirable and essential to provide like training and develop-
ment opportunities. A formal plan, encompassing all who are
eligible, is the only equitable and democratic approach to the
problem.

Flexibility In Approach
The PLAN FOR 'THE MAN concept is designed to give the

supervisor the maximum amount of flexibility and freedom in
working up a development plan. Thus, no single technique, such
as the use of appraisal panels, is required. All that is required
is that any one of the various approaches presented, which can be
used to best meet local needs, be applied conscientiously.
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Similarly, no deadlines are required by the Washington Office
for the preparation of an individual PLAN FOR THE MAN.
However, a given park or office will find it desirable to establish
some phasing system or time schedule to ensure that (a) inter-
views or counseling sessions are held, and (b) the PLANS are
actually developed, reviewed by the next level of supervision, and
followed-up periodically with subordinates. But this should be
done to meet varying local needs, conditions, and peak workload
requirements.

Small vs. Large Organizations

This booklet has been expressly designed to meet the needs of
supervisors at all levels in the Service. We also believe that the
basic ideas and skills presented in this booklet can be applied in
any park or office regardless of size. For wherever subordinates
exist, in small or large numbers, there is a need for a planned
approach to training, growth, and development.

The small organization will find it easier to work with these
ideas because of a number of “built-in” or plus factors—greater
informality, more face-to-face communications, natural oppor-
tunities for broadened as opposed to specialized experience,
greater familiarity by the total staff with each other’s problems,
accomplishments, skills, etc. The larger organization, contrari-
wise, may have a greater challenge; but with proper planning and
organization for the development job, it, too, can apply the con-
cepts and tools provided.

Relation to Daily Workload

New programs always raise questions about existing workload
in relation to new or added requirements. This, of course, is a
valid concern. We believe, however, that as you study the PLAN
FOR THE MAN approach to staff development and work with
it, you will find that:
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A. Ttis essentially a line program which many supervisors are
already applying in whole or in part.

B. It is a program designed to gear in well with and improve
current activities and operations.

C. It is a relatively simple program to incorporate in current
activities; in fact, no special forms are required.

D. The small time required to develop A PLAN FOR THE
MAN should be regarded as an investment. If it is done enthusi-
astically and thoroughly, we can expect pay offs in terms of higher
performance, improved operations, better communications, and
the like. All of which will save time in the long run.

Also, the matter of expenditure of time is a personal kind of
thing and has to be resolved for each supervisor in relation to
questions such as these: Am I really satisfied with the quality
and quantity of work of my subordinates? Are they entirely clear
about my expectations regarding their work? Am I doing every-
thing I should to encourage creativity and unleash potential?
Am I effective as I should be as a developer of staff? What are
the alternatives to a planned approach to staff development?

Relationship to Existing Personnel Management
Responsibilities

The PLAN FOR THE MAN concept builds upon and lends
support to the responsibilities supervisors already have for per-
sonnel management. This is particularly true in respect to such
areas as promotion policy, lateral transfer and performance rating.

These relationships are described in more detail on pages 19
and 20.

Implementation at Park and Office Levels

The booklet has a number of concepts in it which may be sub-
ject to varying degrees of understanding by Service supervisors.
We therefore urge all park and office heads to:

A. Familiarize themselves with its contents.
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B. Encourage subordinate supervisors to read the handbook
carefully.

C. Hold discussion groups about its contents.

D. Follow up periodically to ensure that all concerned are
clear as to their responsibilities and that realistic PLANS are
worked up.

Do You Have A Management
Development Philosophy?

You and every other manager ? have a philosophy about man-
agement development. You may not have really discussed it with
anyone, or reduced it to writing, or compared it with other man-

agers’ philosophies.

But you do have one. For this is what you

act upon every day. Here are several philosophies or approaches

to development.

To which one do you subscribe?

Approach

Reasons

Laissez-faire

Yes, but

Planning

“We’re doing o.k. as is”
“Managers are born, not made”
“Cream will rise to the top”
“Experience is the best teacher”
“That’s the way I learned”
“Let sleeping dogs lie”

“I really haven’t thought it through”

“We’re not ready for it yet”

“We just don’t have the time”

“We’re not trained for it”

“Maybe, next year . . i

“We believe strongly in a PLAN FOR

THE MAN for it:

@ is based on need

@ helps men grow

@ unleashes creativity by  providing
challenge, motivation, inspiration”

?Manager and Supervisor are used interchangeably throughout the

booklet.
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This booklet is biased in favor of the planning approach to
development. The alternatives are letting things drift, hit-and-
miss development, limited accomplishment, and running the risk
of having a work force whose potential is not only untapped but
is in danger of stultification and vegetation.

Why Management Development?

The National Park Service is interested in the development of
all its managers ® for a number of reasons.

1. To broaden outlooks. The prcblems of management are
growing in greater complexity each year. This is a result of the
many forces which impinge on the Service’s work—social, eco-
nomic, technological, political, demographic, cultural, and inter-
national. It thus is essential that our managers (and other
personnel, too) be broadened to:

A. Think beyond the boundaries of their own office or park.

B. Cope with the many problems of change.

C. Counteract the limited outlooks which all too often result
from long performance in a specialized job or a professional field.

D. Help merge the professional (program) and management
side of the manager’s job. The more effective manager is one
who recognizes that the manager’s job is like two tracks of a
railroad, both being highly essential to effective operation. Thus,

PROGRAM

MANAGEMENT

if one aspect of the job is given improper emphasis, the operation
cannot proceed smoothly.
|

*Many of the ideas in this booklet obviously will also pertain to non-
managerial employees, too.



2. To increase time perspective. The National Park Service is
a planning agency having programs which look ahead into the
next and future decades. What is needed is a shift from day-to-
day “crisis” management to a long-range view.

3. To equip men to handle a
complex job. A manager’s job to-
day is an extremely complicated
one. To that extent positive, @;ﬂ\

planned and continuing develop-
ment is essential. The manager’s
job, shown in the diagram on
page 5, consists of an interdepend-
ent and complex set of factors.
Each of these must be taken into
consideration as we plan individ-
ual training and development.

Basic to the development of
present and future managers is a
clear understanding of the things
they must know. Every organi-
zation head, of course, has his own
ideas of what the manager’s job is
and what makes a good executive
or supervisor. However, most officials will agree generally with
this breakdown of necessary knowledges and skills.

Not everyone will require training in all phases of the manager’s
job. This will vary with the needs, experience, present work
assignment, and potential of the individual. Some may also
require training in various technical (as opposed to management)
subjects. However, experience to date indicates that as one
ascends the management ladder a mastery of the elements in the
chart is essential to successful development in breadth.

NECESSARY KNOWLEDGES

Understanding of: (a) The
Units of Government outside the
NPS—The Department; other
Departments; the Executive Office;
the Congress; the role of Staff and
Control Agencies; e.g., CSC, Budget
Bureau, GAO, GSA. (h) Role of: Infor-
mational Media; Private groups & Associ-

ations; other levels of Government.

Understanding of the forces out-
side the Government that influence
what can or should be done or are
affected by what is or is not being
done; (e.g.,the economy; changing tech-
nology; population trends).

Techniques for integrating work opera-

tion—organization, budgeting,
personnel management, method
improvement, and balancing of line
and staff.

Techniques of Leadership! Planning,
Decision Making, Developing Staff,
Communicating, Coordinating,
Delegating, Motivating, Innovating.

|
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NECESSARY SKILLS

Another way of appreciating the nature and complexity of the
manager’s job is by studying this diagrammatic presentation
(based upon the three-skill breakdown developed by Professor
Robert Katz of Harvard University).

GS-14 & above

CONCEPTUAL /| GS-10—13

GS-5—9




This diagram points up that:

A. human skills are vital at all levels of management, although
they obviously will differ in kind at the higher grade levels.

B. technical skills (professional, program or subject matter
skills) become less significant at the higher grade levels.

C. the conceptual skills (i.e., broad-gauge, long-range thinking
and problem-solving) become more important as one goes up the
ladder.

4. To help men realize potential. All of us are what we are
due to a combination of factors; heredity, physiological develop-
ment, and psychological growth. However, despite these limiting
factors, most of us and our subordinates can do more if we are
subject to additional encouragement, training and development;
in short, to the unleashing of potential.

< R
iy ) B reduced gap
~._wide gap _—="" with training

//) without training —l=
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Many employees have aspirations which are in keeping with
their potential (capabilities). To the extent that we help to
close the gap between achievement and aspiration, we are tapping
potential. Also, by reducing the gap between the two, we can
reduce a cause of much dissatisfaction, frustration, and vegetation.

5. To keep men alive. As we stated above, people can do much
more than they often are encouraged or permitted to do. It is
the manager’s job, then, to ensure that people receive challenge,
stimulation, and opportunity so that they are constantly alert and
growing.

_—

Many observers of the management development movement
have noted that the biggest problem of management and manage-
ment development is to overcome the feeling in managers (and
others) that they have arrived—
for once that happens, new and
dynamic approaches to the orga-
nization’s problems are very diffi-
cult or impossible.

6. To bring men along faster.
Our subordinates will learn man-
agement as well and as rapidly as
we want them to. Conversely, if
development is not planned, if it
emphasizes the “school of experi-
ence” approach, development will
be spotty and slow.

Every organization, including the National Park Service, re-
quires a corps of alert, growing, and sophisticated managers. A
surplus of such talent is unlikely. It is therefore essential that
we work continually and positively at the development of our
managerial force.

7. To provide for continuity. \\\ l //

Every organization is necessarily Qc

concerned with succession. Sur-
vival and growth depend upon a
reservoir of capable managers who
are able to fill new and vacated
positions. By constant attention
to development, succession can be
accomplished without crisis. To
the extent that we cannot fill
managerial jobs readily, we have
failed in our responsibilities to the
Service.
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8. To discharge Service responsibilities more effectively. In
the last analysis, management development must evidence signif-
icant “payoffs” for the Service. This may be better visitor service,
better communications, participative management, more self-
development activity, greater delegation of responsibility, more
team work, better problem-solving, the creation of a larger “man-
agement pool” for selection purposes, etc. In general, results
will accrue to both the Service and to individual managers if we
work conscientiously at the development task.

LET'S PULL TOGETHER

£
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TEAMWORK
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SUCCESS

Principles of Development

“Management Development” is a relatively new term for an
old process. Actually, the Service always has been developing
executives, managers, and supervisors. You, thérefore, should
be able to develop your managers around everyday job activities.
But to do this more effectively, you should base your development
activities on these principles:

1. Keep your program job-oriented as opposed to concern with
personality traits. While we are interested in such personality
traits as initiative, neatness, enthusiasm, loyalty, integrity, and
decisiveness, and certainly hope that all our staff rank high on
these qualities, these traits are all-too-often abstract items which
are hard to define, hard to get agreement with a subordinate as
to what they mean and how important they are to a given job,
and harder to bring about any real improvement in them. There-
fore, why not discuss the job and job standards (which are tangi-
ble things) and the situations where progress was not made or
where problems arose, and to develop plans jointly to see that
these difficulties do not arise again?

Then, too, a primary purpose of management development is
to improve the ability of managers to work effectively with others
in the organization. Our concern is not to turn out “organiza-
tion men”, but more effective managers who retain their basic
individuality.

In general, personality is viewed differently by different people
whereas performance is perceived with greater reliability and
consistency. People know how to improve their results on the
job; they seldom know how to change their personalities. There
are tremendous opportunities for managerial improvement in
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