Office of Legislative Oversight

MONTGOMERY COUNTY, MARYLAND

100 MARYLAND AVENUE, ROCKVILLE, MARYLAND 20850 ® 301279-1932

MEMORANDUM

June 4, 1981

TO: County Council :z % %2
iYe Oversight

FROM: Andrew Mansinne, Jr., Director, Offlce of Leglslat

SUBJECT: -Manager 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 these 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 in a highly efficient and effective manner. Second, the County
government has"recently initiated a program of instruction on methods and
techniques of 1mprov1ng productivity in government and the quality of
work life and is investigating the adoption of quality control circles
(groups of employees periodically meeting to identify, analyze and solve
work related problems). It is my belief that if we are going to move
into these and 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. R

Essentially, this memorandum will demonstrate that there is a Loy
demand within County government for a vastly expanded and improved manager
development program, a program which, as presently constituted and funded,
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is wholly inadequate to satisfy recognized needs. This memorandum should
not be interpreted as a criticism of any individual: manager or ‘¢lass of
managers; rather it represents my personal conclusiois that the County
government lacks a deliberate, systematic and (ofoYo}: dlnated progra, ‘
manager development. 8

Definitions. There are as many definitions-bf managemenL“anE‘”
classifications of managers as there are writers. For the purpose of
this memorandum I offer the following broad def1n1t10n5’- :

--Manager. One who plans, organizes, dlrect% and eval tes
the completion of assigned tasks and the achievement of: defined: O%Jectlves
through the service of others. Most management literature subhi.i
divides managers into three basic classes or levels of- managemen
immediate or first-line, middle and top. L

--First-line ‘Manager (Immediate Supervisor):. The- immcéiéte
supervisor or first-line manager is responsible for the performanée of
a specific group of operations or activities by rank-and-file employees.
By title, the immediate supervisor is the one whom the employee will be
in the most direct and frequent contact. The four general respon51b111t1es
of the immediate supervisor are common to all 1evels of managementy varying
only in degree. These responsibilities are: lan (the tasks. to be
accomplished by the employees); to organize - (t e employees; - the work 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 evaante
(employee performance). The immediate supervisor usually
these respon51b111t1es through direct one-on-one .communi g
usually located in the immediate work area with the duperV1sed employeeb.

--Middle Manager. This is an imprecise term .for .ihe broad -
range of managers who interpret and execute policies. Whlle'masponslble
for the same broad managerial tasks of planning, organizing, supervising
and evaluating within his/her management area, the middle mawnager must
also be expert in the skills of the other two manager. rlasef S Like
‘the top manager, the middle manager has to be skllled Jn_d}} ztdsigs and
working through others, and must also participate in a direct, one-on-one
relationship with subordinate first-line supervisors.. The. mlddle
manager is in the unique position of acting as a huffcr betw& "mp10yees/
first-line supervisors and top managers; in putting inte.pergpective the
directions that come down "from the top"; in filtering the rumors that
seem to grow at the working level and spread and in interpreting.the
feelings and sensitivities of those above and below the middle:manager level.

--Top Manager. A top manager is also responsible for the same
broad management functions of planning, organizing, supervising and
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evaluating..  Obviously, the degree and methods of execution of these
four functions differ; considerably from those of the immediate supervisor
and middle manager.. For example, a top manager usually is responsible

for broaﬁfb@ligyd~long-range planning and overall direction. Top
managers almost always supervise by delegation through middle managers
and first-line supervisors, and, except for their immediate staff, seldom
directly supervise. rank-and-file employees.

‘ --Méﬁager Development. For the purpose of this memorandum,
manager development is the sum total of the various activities and methods
used to sedeet: the employee candidates and develop their individual skills,
competence-:and .potential as managers at any of the three levels of manage-
ment. The range of methods and activities to develop effective and
efficient-managers are many and varied. Included are: psychologlcgl_
testing, job rotation, performance evaluation, formal classyoom training,
on-the-job training and the many other actions directed at improving the
human relations:.skills of managers to enable them to get the job done
through others.

Discussion.. 1 believe that the overwhelming majority of the
employees like working for the County government. The reasons most
often cited by employees (and one must remember that managers are employees
‘too) for liking'teée work for the County government are the pay, fringe
benefits, job seturity and working conditions. However, I have perceived
numerous signs-:which, despite an overall satisfaction with County govern-
ment as an employer, indicate that employee morale and, correspondingly,
performance-do: not reflect employee job satisfaction. Not surprisingly,
these signs:sere ‘usually“manifested in employee attitudes toward manage-
ment and mawmagement's response to these employee attitudes. Among the
signs I hayerperceived are:

‘seAm’open and vocal distrust of managers in general and top
managersimgparticular. This distrust was most recently manifested
during disgussions surrounding the movement of the Employee Relations
Office an lanto give'deferred compensation to some top managers.
Additiona - this''distrust appears to linger on despite management
attempts: toieonvince employees that corrective action has been taken.

--Th §Wih§5movement by employees to organize or to seek
other buffers etween themselves and management such as an Ombudsman
or an emplgyee-advocate.

' “-Apparent ‘lack of employee confidence in the credibility of
the various:igysteéms' used to annually evaluate employee performance and to




~attendance, the Organization Development and Traihing Divisic
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select recipients of extraordinary performaﬁée awar&éiv'j

-—A repeated employee allegation that there 1s 11tt1e-upWard
mobility and, where job openings occur, pre- selectlon too often ks -,
involved. _

--The over-reliance on a formal gr1evance procedure
stresses formal tracks and specific channels cof wxitten ‘commi
while discouraging informal problem-solving through open, dlf
between employees and managers. T '

--Current employee (and some manager) susp1c1on )
procedures relating to processing adverse actions to 1nc1
reprlmands and d15c1p11nary actions. '

--Finally, the often heard complalnt from. employees (a
some managers) that employee morale is low, commun:eatlonﬂ 3
(top down) and that management "doesn't care " -

Presently, the County government has fragments of a. manager
development program. These include a 40-hour Basic. Superv1;or}‘Tra1n1ng
Course, a number of specialized courses and workshops (stress and crisis
management communications, EPPE training) a pilot course. roductivity
improvement and the quallty of working life, and an examlnatlenkoi
quality control circles. -

Wh11e these efforts may quallfy as componentb i34 a manager develop-
ment program they are, in my opinion, less than effective because.they
are uncoordinated, fragmented and unsupported. ‘FGT. example,ﬁ“ ic
Supervisory T1a1n1ng Course established in late 1978 Ls.;c PPOS ’
a mandatory course for all County first- line " superV1&one “gnd
managers. - The course is presented on five. consecutive . ‘Tuesds
Thursdays and is a sincere effort to present: ‘basitc managem
orient attendees on personnel management p011c1es andlpraqk
formance evaluation, employee selection, grievances, "affirm
etc.). The course is presented with dedlcatlon and with a* Sensitivity
for the varied management experience of the attendees. However i
next ‘to'.impossible to structure.a class which ‘can saflsfy n €
enced supervisors, middle managers with deep rooted (and sdmetimas
questionable) management traits and occasionally top managers. The
drawn-out scheduling (over five weeks) coupled with the 1nab111ty to

the disadvantage of the
[supervisory personnel]
of the individuals they
resources, an inability
the course accordingly, and thé lack of any: contro}eoyer_e
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manages to do a creditable Job with the basic supervisors' course. My
complaint is that it coéuld bé’so much better if it were part of an
overall Counthgovernment program of manager development.

As ‘for 'the neéw initiatives to improve productivity and the quality
of working life and to establish quality circles, I sericusly question
if any .of -these specialized programs will be effective. This conclusion
i I ‘-opinion that too many managers will be unable to motivate
to carry. ‘them out. As an example, how does a manager at
ncrease employee output if the employees, through rumor,
mlslnformatlon or fear, believe that increased productivity will eventually
result in reduced work force? It appears to me that managers must first

g ,evaluatlng and the other critical 1nterpersona1 relatlons
before hoping to have success with any program designed to improve
productivi In fact, its more probable that "...the most promising

b 'ter product1v1ty is more effective management" (Improving
Productivity in State and Local Government, Committee for Economic
Development, p.40).

*Accordlng to. “the April 7, 1981, Affirmative Action/EEO
; pprox1mately 815 employees or 18° of the full time work
: government are supervisors/managers. While many of
_may ‘be highly efficient and effective in carrying out
their management duties, it is my personal view that these 815 super-
visors/managers have no de11berate, systematic and coordinated program
dedlcated to the1r profe551ona1 development as managers. .
undoubtedly be many who will not agree that we S
~in manager development and there will probably be even
gue that,ﬁlf ‘there is a problem, it is not critical.. I.
a‘prdblem ‘and that the problem is critical because.: 1t
al-of affectlng the successful accomplishment of every
t program.” If this memorandum does nothing more than
orni. the’ ‘Subject of manager development, then it will:.
d;it§;purppse. g

"w1sh fo have "the Office of Legislative Over51ght follow
ér and develop statistical data and optlons
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