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Office_ of Legislative Oversight 

MONTGOMERY COUNTY, MARYLAND 
100 MARYLAND AVENUE, ROCKVILLE, MARYLAND 20850 • 301279-1932 

M E M O R A N D U M 

June 4, 1981 

TO: County Council 

FROM: Andrew Mansinne, Jr., Oversight 

SUBJECT: Mariager Development in the County Government 

Introduction and Purpose. During its four years of operation, the 
Office of Legislative Oversight has conducted a series of evaluations 
and studies on a wide range of County government programs and activities. 
Each of theie evaluations offered an opportunity to observe managers in 
the performance of their duties and to evaluate employee attitudes toward 
management. Appropriately, the Office began to assemble material on 
management policies, practices and development and to participate in a 
variety of activities relating to manager and management development. 
Each member of the Office attended the Basic Supervisory Training Course. 
In addition, I attended a stress management and a communication skills 
workshop and the pilot presentation of a course on executive and mid­
level management of productivity. Some conclusions from this 
four year effort are presented in this memorandum and represent my personal 
observations and opinions concerning the County government's activities 
in the area of manager development. 

My reason for presenting these opinions at this time are three fold. 
First, the County Executive has indicated in his FY 82 Budget Message 
to the Council that the FY 82 budget was designed to "Further increase 
the productivity of the government through efficient management of its 
resources-." I believe there would be agreement that the County employee 
is our most important resource and it is important that we manage this 
resource .ifi a highly efficient and effective manner. Second, the County 
government h~s~recently initiated a program of instruction on methods and 
techniques of jmproving productivity in government and the quality of 
work life ·and is investigating the adoption of quality control circles 
(groups 6£ employees periodically meeting to identify, analyze and solve 
work related problems). It is my belief that if we are going to move 
into these ~nd other specialized management programs it is critical that 
our managers first be firmly grounded in the basic management skills. 
Finally, I believe it was time that the broad subject of manager develop­
ment be brought forward and discussed. 

Essentially, this memorandum will demonstrate that there is a 
demand within County government for a vastly expanded and improved manager 
development program, a program which, as presently constituted and funded, 

.. 
·,, t.·.·::.,.·.-, -' -~ -. .. 

' -~ 

. .. ·~ 



1•·\· 

County Council 
June 4, 1981 
Page 2 

is wholly inadequate to satisfy recognized needs. Thi$ memotand1nt('-'should 
not be interpreted as a criticism of any individual~. manage-r or _:,c:lit~,:s· of 
managers; rather it represents my personal conclusion5 that theV-'<totip:ty 
government lacks a deliberate, systematic and: coordina,_ted pr9-gi'afu-~:.'O:f 
manager development. : ·- ·.> ,k,:., '. .. 

'•'. ... ~---

Definitions. There are as many defini ttons ··of: managementi'an-8.· 
classifications of managers as there are writers. For the purp~Se of 
this memorandum I offer the following broad definitions·:·. · · 

- -Manager. One who plans, organizes, di rec-ts: and': eva.lua:t&s 
the completion of assigned tasks and the achievement .. of.· defined~-:row}:ecti ves 
through the service of others. Most management literature ~1ft¥,h~>- .?. · 
divides managers into three basic classes or levels of managom·etft'·:· 
immediate or first-line, middle and top. ~; 

--First-line ·Mana er (Immediate Su ervisor)-~ The-,irnmeila-te 
supervisor or i rs t- l1ne manager 1s res pons i le or the perf0Tma1ite of 
a specific group of operations or activities by rank-and-file employees. 
By title, the immediate supervisor is the one whom the_ emp~loy.ee:.·wi-11 be 
in the most direct and frequent contact. The four general ~esprihiibilities 
of the immediate supervisor are common to all levels of ma;n~gem~nt; varying 
only in degree. These responsibilities are: to plan (the Jas]~:s .. to be 
accomplished by the employees); to organize · (the employees;. the )ATG>rk area 
and the resources to accomplish the tasks); to supervise (the whole range 
of employee activities to include motivating, communicating, training, 
disciplining, etc. by which the tasks are completed; and_to.eval~ate 
(employee performance). The immediate superviso:f · U$.llallx;-.P.J~I;:.i"~es-:i.IO.Ut 
these responsibilities through direct one-on-one :.coI,nmuni<=:it't;:1._.,~-n~f:~;and is 
usually located in the immediate work area with the sup~T;V~ts.~d._\e1lp,1}Loyees. 

. --Middle Manager. This is an imprecise term. 1fox;· _-j:h:~. ·b.r;b~~,d- · 
range of managers who interpret and execute polic_i-e.s. _Whih~/--'_,r~;p:O.:nsible 
for the same broad managerial tasks of planning, orgal)-i;Z:j;,;ng,·,_ .. f"f1~~i~·wising 
and evaluating within his/her management area, the .:;ni..:µ,g,,,le -:Pl~Jre,g~f-.:·:tnust 
also be expert in the skills of the other two manag:e-.r:-J::l:ap$J,~J-,\;;: :- ·L·l:ke: 

. the top manager, the middle manager has to be ski 11ed(_. i;n d,a,Ji\0.gtii::f~ig·.J and 
working through others, and must also participate· in i dlrect, bne~on-one 
relationship with subordinate first-line supervisor.~:··:· Th.e:.Jfl4.:,d.,d:i~/- -· 
manager is in the unique position of acting as a buffc,r. b~t:w~,$:!l·P-!eniployees/ 
first- line supervisors and top managers; in putting into,yp-et:ff;:Pftf.tive the 
directions that come down "from the top"; in filtering the rumors that 
seem to grow at the working level and spread; and in interp_f~ta.Bg, .. _:t.he 
feelings and sens i ti vi ties of those above anq be low the rnid41~ :;:JJ.fa_l}ager leve 1. 

--Top Manager. A top manager is also responsible for- the same 
broad management functions of planning, organizing, supervising and 
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evaluatiAtb,·· Obviously/ the degr·ee and methods of execution of these 
four fuii~,tJ9n.s, di.fferr considerably from those of the immediate supervisor 
and midd·:'·~1·· .. _,f_,·· .. m ____ -.-·.·a_ I\:a __ .g.·er:. · · For. examp.le-, a top manager usually is responsible 
for broaGL:'.i~l.icy_, long-range planning and overall direction. Top 
manager~· ilmost always supervise by delegation through middle managers 
and fir~t~line supervisors, and, except for their immediate staff, seldom 
directly §-:tii~rvise-- rank-and-fil~ employees. 

·~~·f~: ~·\i,~-/,· . 
.:. :uanager Develo·pmenL · For the purpos~ of thi~ I!lel!lorandum, 

manager develo·pment is the sum total of the various activities and methods 
used to .~.,l,e.c:t,_ the: employee candidates and develop their individual skills, 
competen.e~:'.:(a;i,id- .potent~ial: as managers at any of the three levels of manage­
ment. The range of·.methods and activities to develop effective and 
efficient, m·inagers --are; many and varied. Included are: psychologic~l. 
testing, job rotation, performance evaluat!on, f?rmal class!oom t!aining, 
on-the-job training and the many other actions directed at im~roving the 
human rel,a.t.i.Qn;s: .slcills of managers to enable them to get the Job done 
through ot,ht\rs ~-

. , 

Discu.s.sicm--·~ I believe that the overwhelming majority of the 
employees 1ik:e- wot·king ·for 'the County government. The reasons most 
often ci te.d :hy·~-.e·mployees (and on·e must remember that managers are employees 
too)_ for liking:·.:"t0 work for the County government are the pay, fringe 
benefits, Job s'e-curi ty and working conditions. However, I have perceived 
numerous si~n~::which, despite an overall satisfaction with County govern­
ment as an employer, inditate that employee morale and, correspondingly, 
performanc::e·;·.9:0} nq_t .reflect e~ployee job satisfaction. Not surprisingly, 
these signstJ8:1':t~:·:ustial:1·.y·::inil:nifested in employee attitudes toward manage­
ment and ·:ritattagemet1t"--s response to these employee attitudes. Among the 
signs I :h~·#::e-f:,pe rce·i-ved -a re : 

,·ii~·Afi·,};;_(}p·en ·and·'·vocat distrust of managers in general and top 
managers>,.:i,r~.p·at•th:ur:at1

• ·,:_Th'fs di.strust was most recently manifested 
during dis~u~sions, \:su-r:r-9unding the movement of the Employee Relations 
Office andr:at::p-1-an·,.to ,i:f1.le;,·1 deferred compensation to some top managers. 
Addi tional'i:Y\ thi·,s· ·distrus:t appears to linger on despite management 
attempts.'. t'.pt:cor1:v.in·ce· .e.mpl,oyees that corrective action has been taken. 

<··~: t~: 

- ~Tll~t\g;r'cfwih-gr movement by employees to organize or to seek 
other buf•fe-t-·~_:to~tween.-'. themselves and management such as an Ombudsman 
or an emplt,Jee~··advoei(~ ·. 

• ·:.',,,',;}CF. . 

$~APP:li~~·~'t :1.ack of employee confidence in the credibility of j 
the variou~:i.';§:y'ste-m§·· used to annually evaluate employee performance and to 1 
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select recipients of extraordinary performahce awJbi~<:,. 'Y'.-_, ·:., ~f{~;":.;{ 
·J -· .·<~ ;.)·- .. ' ' ., ·J_ ..;,-t~\'.t:~ 

. .. .\ . . .._ -~- ~'.~ . ,. · ·. ·_: . _·::,·~~--~~ .. ~;>> .. _t. :.::---~?~-~~st·-_?- ·( . -:- , 
- -A repeated employee allegation that the.re is 1:i>ttfi~.-<ui:{Ward 

mobility and, where job openings occur, pre ~~-e~.~ction t.oq. o,ft"e"rt,,Jis .::,; 
involved. _:_, __ ., · ~::. _-,~·;'\j-i)it-~~<: 

- -The over-reliance on a formal gr.(e,v~n2·~, pr\:<c.e_·J~ie::·:\w~t~~)fi,.: _· 
:~:1:s:~s!~~~:!i~t~~}o::~1 s~~~~i!~-~~~~1~!5 th;O~~ltJ;;/~~j)JbJ~s· 
between employees and managers. - .. ,·;- ·.:',~/f;t-.. ~\,~;:~:>':-'·, 

-... _ -...1 - .i,\,~:-:'-;_--·-~--:--.~1\;1 1:}~-tt;r~tr:._ 

--Current employee (and some manager) ·sUsp'icio~n:~J1;f}J'~lt1'.. 
procedures re la ting to processing adverse actfo·ns. 'lo.· inc1iiA·~~iiw"rt:tt~h 
reprimands- and disciplinary actions. . _ . · ·· , __ .:,i't:::J\:; 

--Finally' the often heard complaint f'rom. e~p{~Y~!!S; :riiiF again' 
some managers) that employee morale is low, commuhicafions 'is ,i.)u:e;'_~way' 
(top down) and that management "doesn't care." · '. · :-_ _,,-~~,,~~: · 

Presently, the County government has fragments of.,fl.. 11)._anag~{i-'. _ 
development program. These include a 40-ho~r B~sic, S~p~ivi~ory\~raining 
Course, a number of specialized courses and ,iorkshops.~{sttes.~dHl:0- crisis 
management, communications, EPPE training) a.pilot· couis~;J~n-:/PF-0.Q,Uctivi ty 
improvement and the quality of working life, arid an examin-ati:olf.;;of 
quality control circles. -

• -~ • h. • • ;·~'. ;.'r,-':j···: .;,_ :c ·-; ), - ~ .. ,..... -J 

While these efforts may qualify as components or·a: manager 4~velop-
ment progral? they are, in my opinion, ,less tha:n ,,ef~eq!;i}¥;_e .. i~hEti~~~,~~!~:t"c!\~Y­
are uncoordinated, fragmented and unsupported. - ,.Fo.r; ex.~.IA.Plec:;:iri~ti)}~.SlC 
Supervisory Training Course establi~hed i,~- J~.te~ '~1~?~- --~s t,r,,U..P:~.:P.1\~\£1~:~:ts\~.,e 
a mandatory· course for all County f1rst.-l.1n~ ~_uper~1sior~- a;ntl'\JJ)'~~"iie,.:1 · 

managers~ · The course is presented on five" c·o1fs,:e'.c_,~rfi~e·_~Tue_s~~~}.r~;:~-oi?';;~~i1 . 
Th:1rs days and is a sincere effort to preSf:11! _'b~sT¢- _')1ci:1?-;~:e~ft}~~/!(~~!l.~ '_ and 
orient attendees on personne 1 management pol1c1.e_s., ~4: ,p-:ra~t1:::~i~'~i~f(tt,~r::­
formance evaluation, employee selection, grievanc.e)·~,,'a._f~i~!tf~,:;i(Ji~~t;f)if~.\tion, 
etc.). The course is presented with dedication ·and-\rith a~.:se'.its1~iJvlty 
for the varied management experience of the .at.tel}d~~-s ._ ._. Ho.w.~ __ ye:r_~·.,.:}J,,-:is 
next to ',irnpOS-S ib le to structure . a class whi,'ch :,can $'dt:i~s.ry .. n.:eW';"J11l~,f:f~'.ri ~ 
enced supervisors' middle managers with deep roo·fed' 1·(anc1'- s"orfietrlffi@ls· ,. ,. 
questionable) management traits and occasionally top managers·.: The 
drawn-out scheduling (over five weeks) coupled with the inabtlity to 
follow through and reinforce the material presented in_.c1JtS--:?~.:-;W:p,r~l$.$:"r:to 
the disadvantage of the course objective, which is fl ..... t:o~,:lfe)J,::1-~fi;e$i'. :r 
[supervisory personnel] maximize the productivity and· woi)(;-~~;~3;:~f~:¢)Jon 
of the individuals they supervise-... " Thus, despite- t~e'. .-;1·tpq.~)f~?~:-i,:·~.L ·· 
resources, an inability to classify. ~tten_d~es· ~y-_ ~xp~e,.ri~_n·t·~;-\8:lt,~~:;s-_~tructure 
the course accordingly, and the ,rack of any· con:trnh ti:y_e:t:'.:'~m.~1·ax,,~~f.\~_~:~ 
attendance, the Organization Development and Training· Div'i's1.o'Jit'-f-}'J-t··:: .... 

------------i 
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manages ·tP' do .·•~ cred~~~bJe Joq with the basic supervisors' course. My 
complain;t fs that it· couid be''so much better if it were part of an 
overal).:'},~~Qµnty, ,governme,11t program of manager development. : },,\p;i ·~··r; :t·." ' j_ •• .. :· :-. ;. ; .. : - . 

As ?f6f :·the 1:re'w in·ft'ratfves. to improve productivity and the quality 
of working life and to establish quality circles, I seriously question 
if any .,o;( .. ~zyy5e :~·pecialize~ prog,rams will be effective. This conclusion 
is ba.?.,~IfV!liutmx:·.Ap-fnj:,o,n~ Jhat-.::t·c;-o>manv managers will be unable to motivate 
the empit~~~\e.:s~:·tq· carry ·'thenC out. As an example, how does a manager at 
any leie1Y½.·nc~recf~e efuployee output if the employees, through rumor, 
misinform;a_tion· or fear, believe that increased productivity will eventually 
result in:·,~ ·:r.~duced wo,rk force? It appears to me that managers must first 
master tp,~{?fJ~h$)iin,enta?i' ··skills of communication, motivation, training, 
counselih'g-·~:.~·~evaluatlng· and the other critical interpersonal relations 
before hop_fng to have success with any program designed to improve 
productivJi:tY..>j, In fac:t, Jts more. probable that " ... the most promising 
route. to)g;fl~.t-~f pr~rducti vi ty is· .more effective management" (Improving 
Producti v:Ffy :th State and Local Government, Cammi ttee for Economic 
Developmerit, p.40). 

Summ~.·rY':f·:.'.Accorcl,j.ng to t);le April 7, 1981, Affirmative Action/EEO 
310-1 R~pprt"'~ JPPf9'Xi~ately }I'S. employees or 18% of the full time work 
force of Cbli-Rfy'·; government. ate sµpervisors/managers. While many of 
these mana:g:e<f~:·:,~ax b~ highly efficient and effective in carrying out 
their management duties, it is my personal view that these 815 super­
visors/managers have no deliberate, systematic and coordinated program 
dedicated.to ~heir Hrofes~iQnal development as managers. · 

· ·'; · /:'.·.r1~:.~t/t4~~t\{~ r) · ? .. :_ (I '.+ ·._ · · ·• · • ( -. · · · · 

Thi~[;i~~1~~J:··~11:-4_9ubt~4.lr be ma.~y who wi 11 not a¥ree that we. 
have ·a--BtPl1J#.;~--'.:l:A-.:m~ag~·r r~e~enopme~t; and there ~111~ probablf ~e even 
mor~ whQ/i:i~tittr,tg.u~,·-.:~~~,8:~.,. ;}:f ·::there 1s a problem? 1t ~s. not critical: ... I. 
bel1eve:.M~'f~_a.x~<·a p·ro~.1,¢'..m,-an,d .that the problem 1s cr1 tJ.cal because dt 
has the, p;~~ln.-:t:.·fi1f·-'of alfe:cting the. successful accomplishment of eve:ry 
County i9:~l't~~!TT1~}1f-·p·r9g):.~!]1.:· If this memorandum does nothing more- than 
ini tiaJ:,e?f~tllf,ie~.~JorL>the·i·s·u.bj ect of manager development, then it. will:. 

~ _. '. )1,~-' -:-_- .... ~~-··/· :-~ . J . ·.• • :~, " _·•, -~ •• - .. . --

ha Ve a:~¢J>»Ut~J;~:}l:¢'ff;. i_:t l· pu Tp.9 S e • 
' .· t·','.,. ~j}~';tf~\f t ,:: .. ,. , ,· .. ; ,,, :; . (:: 'i. . . ' -. 

Cc;n~)1B~~fml4;~." ,,ri_~;h ··;to, 'ba~e, th~ ~ff:~ce o,f Leg is lati V: Oversight follow .. 
Up on th~\~iii!at~:,~.}\er.-~~Jl;ct:de:~~~OP;_ stat1st1cal data and options-. ,:i 

AM:cls ",/{/tltf Ge-.': ... ' 
cc: C ou:ni}}~Ji~ebfr:fve . . 

Chi."e:i.:::N~fod.nis:t.'.rati ve Officer ~/ j 't' ~ .. , 

Di1ri~~~f:~:.: .. ~Of:fi~e,:+of Management, and_ Budget· 
Di r_ei.ct\~:t{/.:Per_s_onp;e 1 Department _ ~ _ 1 
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