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LAMA 
Objectives
- TO PROMOTE THE DISSEMINATION OF IDEAS,  

   EXPERIENCES, AND KNOWLEDGE

- TO ACT AS A SPOKESPERSON

- TO ENCOURAGE CONTINUED EDUCATION

- TO ACTIVELY ASSIST IN THE TRAINING OF MANAGERS
This publication contains copyrighted material, the use of which has not al-
ways been specifically authorized by the copyright owner. Such material is 
made available to advance the understanding of ecological, political, eco-
nomic, scientific, moral, ethical, personnel, and social justice issues. It is 
believed that this constitutes a “fair use” of any such copyrighted material as 
provided for in Section 107 of the US Copyright Law. In accordance with TItle 
17 U.S.C. Section 107, this material is distributed without profit to those who 
have expressed a prior general interest in receiving similar information for re-
search and educational purposes. If you wish to use copyrighted material for 
purposes of your own that go beyond “fair use”, you must obtain permission 
from the copyright owner.For more information concerning the LAMA Re-
view, please contact Jim Manke at jrmanke@associationsolutionsinc.com.
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Committee Officers from the editor

Hello LAMA Members 
I hope everyone is off to a great start this year! Thank you to all who took part in 
our survey - we appreciate your feedback. The top four subjects that you voted 
to see more of are: Management, Professional Development, Staff Management 
& Teamwork - which will be our main focus. I will incorporate other topics as filler 
items. 

All of these topics are synchronous, in a lab or office, they must all be occuring at 
the same time.So I have chosen a selection of articles that in some way, shape or 
form will help you to build on your skills. Managers must be continuous learn-
ers and knowledgeable teachers. Professional development in my line of work 
is simply the advancement of skills. That means any skill, whether it be simply 
how to communicate better or picking up a MS or PHD. I hesitate to use the term 
professional development, because in reality, many of the skills we learn such 
as teamwork, communication, empathy, critical thinking and so on.....are just as 
applicable in our personal lives as well. I have also added some fun quizzes that 
will help you examine your skills.  I hope you enjoy this issue - as always if
you have any ideas or suggestions pass them along to Jim at jrmanke@associa-
tionsolutionsinc.com
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President’s 
Message 
JENNIFER VOLKMANN, PRESIDENT

What a ride! 2019 has blown in faster than we can blink and as I type 
this I am a little saddened as this will be my last President’s message 
before I hand the reigns over to our next president, Chris Southern. I 
know we have promised you changes to LAMA, they still are headed 
your way. We are working hard behind the scenes to get these 
changes implemented, but fear not, good things come to those who 
wait. As we continue to work hard I hope you all have enjoyed the 
first part of the New Year and for those living in the northeast part, 
have stayed warm. 

April 2019 is just around the corner. Kim Benjamin and Johnny Wilson 
have truly put together a solid program this year packed with the 
LAMA Management Bootcamp, the opportunity to study and take 
your CMAR exam, multiple topics on leadership and team building 
on the beach. Networking is just steps away. If you haven’t already 
registered for this year’s meeting, do so now. Now is the time to get 
involved and discover new friends and new opportunities. 

April 8-11th, 2019 is quickly approaching and I hope to see you all in 
Clearwater, Florida. 

Sincerely,

Jennifer
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Did you 
know?

 
In the Laboratory Animal 
community, publishing in a 
professional journal is an 
essential part of advancing your 
career.  

Submitting an article to the 
LAMA Review provides an 
opportunity to be published in 
a professional journal.  This is 
a great opportunity to share 
your research knowledge and 
accomplishments. 

Imagine your journal impacting 
and influencing the laboratory 
animal management practices!

The LAMA Review provides 
important information on 
industry’s advancements and 
developments to those involved 
in the Laboratory Animal field 
with emphasis in management.  

The LAMA Review is published 
electronically each quarter and 
combines short columns with 
longer feature articles. Each 
issue focuses on significant 
topics and relevant interest to 
ensure a well-rounded coverage 
on laboratory management 
matters. 

Submitting 
an article

Choose an interesting topic that 
has the potential to benefit the 
Laboratory Animal Management 
community.  Write the article 
that you would like to see 
published in the journal.  Be 
sure to include multiple sources 
to support your research and 
accurately cite references.  

Submit your article to 
Review via email: 

jrmanke@
associationsolutionsinc.com

 
The LAMA Review is the official 
journal of the Laboratory Animal 
Management Association, which 
is committed to publishing high 
quality, independently peer-
reviewed research and review 
material. 

The LAMA Review publishes 
ideas and concepts in an 
innovative format to provide 
premium information for 
Laboratory Animal Management 
in the public and private sectors 
which include government 
agencies. 

A key strength of the LAMA 
Review is its relationship 
with the Laboratory Animal 
Management community. 
By working closely with our 
members, listening to what 
they say, and always placing 
emphasis on quality.  The 
Review is finding innovative 
solutions to management’s 
needs, by providing the 
necessary resources and tools 
for managers to succeed.   

Article 
Guidelines

Submissions of articles are 
accepted from LAMA members, 
professional managers, and 
administrators of laboratory 
animal care and use. 

Submissions should generally 
range between 2,000 and 
5,000 words. All submissions 
are subject to Editor- in-Chief’s 
review and are accepted for the 
following features of the LAMA 
Review: 
o Original Articles 
o Review Articles 
o Job Tips 
o Manager’s Forum 
o Problem Solving

Ever thought of being a Writer 

or Editor?

LAMA’s creative team could use you. We are not only  looking for writers from the Laboratory Animal Man-
agement field, but also for someone that would be willing to serve as an editor. If you can write presentations, 
technical reports and grants, then you can be a writer and share your knowledge on management styles, facility 
remodels,  lab procedures, staffing, professional development, management development - share your experi-
ence with our readers. Write one article per year or one article for each issue - the choice is yours. 

The editor is responsible for choosing articles that will benefit our readers concerning a variety of topics and 
who better to know what type of articles our readers are looking for than one of our readers?  
If you are interested in either position please fill out our Google Form below.

https://goo.gl/forms/XeSvzWG48DcL7f2b2

Photo by rawpixel on Unsplash

Maybe you are continually consuming articles about the laboratory
 animal management profession and always passing along 

information to your co-workers?

mailto:jrmanke%40associationsolutionsinc.com?subject=Article%20for%20the%20Review
mailto:jrmanke%40associationsolutionsinc.com?subject=Article%20for%20the%20Review
https://goo.gl/forms/XeSvzWG48DcL7f2b2
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Institution or Facility: Allentown Inc.

Job Title: Technical Sales Consultant 

LAMA Writer

Years involved in animal science: 7 years

What certifications do you hold? No Certifications

How did you get involved with LAMA? It was recommended that I attend the LAMA/ATA meet-
ing when I first entered the industry for networking purposes. I have been involved ever since. 

What did you want to be when you were growing up? Law enforcement officer

Did anyone inspire you? There wasn’t anyone that inspired me as far as career choice but there 
have been a few individuals that have inspired me to be good overall person and treat people with 
respect.

What are your current interests in animal science? I want to learn as much as I possible so I 
help educate others from a standpoint of what I do.

What is the one thing no one would know/guess about you? I like to work in the yard

Do you have any companion or farm animals? 3 cats; Utze, Nittany and Casey

Johnny Wilson

Johnny W
ils

on

People You 
Should Know
LAMA Group Files  
by Amy Ingraham

Evelyn Howard

Years involved in animal science: I have been putting together the LAMA Review since 2007. I started 
doing the layout for a man named Fred Douglas - I am sure that some of you know him:)
What degrees do you hold?  I am a continuous learner - so I hold a certification in Paralegal, AAS in Admi-
nistrative Technology, BS in Criminal Justice & an MS in Education specializing in Instructional design so what i 
actually do is design training and learning experiences. 
How did you get involved with LAMA? I had a friend that was asked to put together the LAMA review 
and when she realized the extent of the position and that she didn’t have time to do it, she passed the project 
along to me and I have been doing it ever since.
What did you want to be when you were growing up? I grew up in a very poor family, education 
was never discussed, so I didn’t really want to be anything more than a wife and mother. However along the way 
I developed a love for education and here I am.
Did anyone inspire you? Many people inspired me in little ways, my mother probably was my biggest in-
fluence, she didn’t emphasize education but she always told me I was smart enough to be anything that I wan-
ted. Sadly she passed away when I was 39 and it wasn’t until afterward that I accumulated most of my degrees. 
What are your current interests in animal science? Since I am not in the animal science field, what I 
am interested in is training development. I want managers to be great teachers & employees to be great lear-
ners. Since everyone learns differently I develop material (such as gamification) to make it easy and fun to learn. 
After all, how quickly do we learn when it is interesting to us?
What is the one thing no one would know/guess about you? I hold a double tipped brown belt in 
Hama-Ryu Jitsu, study boxing and knife throwing with my husband. I have also developed women’s self defense 
courses.
Do you have any companion or farm animals? I love animals - in my lifetime I have had cats, dogs, 
chickens, geese, ducks, rats, lizards (I love bearded dragons, so cute), turtles, birds and a pet praying mantis. Cur-
rently my husband and I have a cat, a great dane (138 lbs at just over a year), and an overweight boxer. 

Evelyn Howard
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M A N A G E M E N T

8 Traits of the:
BEST MANAGERS

All managers have many things in common: they all accept greater 
responsibility and accountability than non-management employees, they 
all exercise control over particular organization functions, and they all 
focus on getting things done through other

By Martin Seidenfeld 

Every human being is unique. Yet all humans also have things in 
common. Obviously, there are physical commonalities: two arms, two 
legs, one nose We also share common psychological traits, such as a 
need for security, a desire for social acceptance, and a positive sense of 
self-worth. Of course the strength of these needs varies from person to 
person, e.g., introverted people have less of a need for social acceptance 
than extroverts, some people are more adventurous than others, etc. Yet, 
by far, viewed as a species, we all have a lot more in common than we 
have differences.

All managers, too, have many things in common: they all accept greater 
responsibility and accountability than non-management employees, they 
all exercise control over particular organization functions, and they all 
focus on getting things done through others.

As an end-to-end Solutions Provider, dedicated to fulfilling the needs of all segments of our industry,
Allentown’s newest line of Washing & Contamination Control Systems have been designed and engineered 
to provide the highest levels of efficiency and flexibility available on the market today. Our current line of 
Washing & Contamination Control products includes:

For more information go to www.AllentownInc.com

Washing & Contamination Control Systems

Cabinet Washers  |  Rack Washers  |  Tunnel Washers  |  Air Showers  |  Decontamination Chambers
Transfer Stations  |  Pass-Through Boxes  |  Bottle Processing Equipment

Inter-Company Communication – The benefits of all being on the same page
Tuesday, April 9 - 3:15PM - 3:45PM

CHECK OUT ALLENTOWN’S TALK AT THIS YEAR’S MEETING:
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Yet, certain particular operating characteristics have 
been identified that are common to the best managers 
and supervisors, the ones that are judged to be most 
effective in their roles, and are the most likely to succeed 
in moving up the management ladder. Here are eight 
such characteristics that have been identified:

1) The ability to do it now 

At least 80% of the things coming over the desks of most 
managers can and should be handled immediately. 
Effective managers toss it into the round file if it’s not 
useful, delegate it if appropriate, or do it themselves, 
as soon as possible, if necessary. Indecision and 
unwillingness to take calculated risks and fast, reasoned 
action are traits sure to block the career advancement 
of managers, and a tendency to procrastinate can be a 
managers career advancement death knell. Indecision 
and procrastination are the biggest thieves of time and 
among the most serious impediments to successful 
managerial functioning.

2) The ability to delegate  
     effectively 
 
This is not easy for most managers, who want to do 
what they can do well. Many managers, especially early 
in their managerial careers, are more comfortable doing 
than they are managing especially since they were 
usually promoted up through the ranks because they 
were competent at their jobs. The effective manager 
sees that he/she has qualified people and selects an 
appropriate one for a given responsibility, delegates 
with clarity to ensure understanding, and follows up 
with regular progress reports, to make sure the intended 
results are achieved. Delegation must not be seen 
by employees as simply having an undesirable task 
dumped on them. The best managers use delegation 
both as a way to save his/her own time for other uses 
and as an invaluable tool for upgrading the skills of 
employees.

3) Willingness to expend time  
    and effort encouraging  
    employees

Supporting subordinates is at the heart of managerial 
effectiveness. Yet, many managers find themselves 
too busy. Evidencing concern for employees and 
encouraging, reinforcing, and showing appreciation 

for their efforts is a managers most important function. 
Successful and effective managers know that they can 
only succeed when their employees succeed and that 
their own performance rating will be based on how 
well his/her work unit performs so a well, trained highly 
motivated set of employees is the requisite for success 
as a manager. Effective managers also recognize that a 
well motivated work force is a whole lot more fun to be 
around than one that simply gets things done because 
theyre supposed to.

4) The ability to prioritize tasks  
 
Effective managers avoid being trapped by trivia. They 
struggle against perfectionist tendencies that can draw 
them into expending time on unimportant matters. 
They can distinguish between tasks that are truly 
important to getting the job done and those that are 
merely urgent. They organize their work so that they 
are not constantly putting out fires, but concentrate on 
achieving the most important mission goals. The key 
to effective prioritizing is the ability to organize and 
to make decisions and always keeping the big picture 
in mind. Planning on a daily basis and establishing 
priorities for the day is the universally accepted practice 
of the best managers.

5) Refusal to waste time on  
    impossible tasks or spilt milk 
 
Effective managers admit defeat when necessary and 
move on. They are future-oriented and waste no time 
regretting or rationalizing. Learning from mistakes 
is important; agonizing over them is wasteful and 
destructive.

6) Acceptance of limitations on  
     relationships with employees 
  
Effective managers recognize the need for a kind of 
formality in relation to employees and the impossibility 
of being buddies with them. They accept the increased 
loneliness inherent in a manager’s position. They know 
that even having the appearance of being closer to 
one employee than to others, e.g. by socializing with 
them outside of business hours, or having lunch with 
the same employee every day, brings incrimination. 
The suspicion of having a pet is a morale buster. Group 
disintegration is a real possibility when there develops 

an in-group of people the boss spends time with and 
an out-group whose members feel they are being 
neglected.

7) Strict adherence to policies of  
    fairness  
 
In reviewing and assessing employees’ performance, in 
considering the assignment of tasks, in administering 
discipline and in all other matters, the effective manager 
bases his/her judgment on objective observation and 
is totally impartial and scrupulously fair. In order to 
achieve such fairness the manager must be capable 
of objectively assessing performance and that means 
having objective, quantifiable data about each 
employees performance.

8) Commitment to strong team  
    membership

Being committed to their roles as members of the team, 
effective managers listen carefully and respectfully to 
their teammates, contribute ideas as often as possible, 
take pride in the organization and support their 
teammates’ efforts in every way possible. At the same 
time as effective managers help to create a strong sense 
of team-play within their own work groups, they also 
actively involve themselves as team players in the larger 
organization.

These eight traits have proven their value to managers 
over the years, at all levels and in all fields of endeavor. 
Consider carefully each of these traits and rate yourself 
on each. By frankly admitting where you may fall short 
you can wisely direct your efforts to improve. Only by 
continuous and conscientious effort can managers 
come to master these traits and successfully advance 
both themselves and their organizations into the 
unknown future.
Reprinted with permission from Lab Manager – original article 
can be seen at https://www.labmanager.com/leadership-and-
staffing/2009/05/eight-traits-of-the-best-managers#.XHa1vLh7lhF 

“Effective managers 
avoid being trapped 

by trivia. They 
struggle against 

perfectionist 
tendencies that can 

draw them into 
expending time 
on unimportant 

matters”

https://www.labmanager.com/leadership-and-staffing/2009/05/eight-traits-of-the-best-managers#.XHa1vLh7lhF
https://www.labmanager.com/leadership-and-staffing/2009/05/eight-traits-of-the-best-managers#.XHa1vLh7lhF
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Think back over your life and recall a high 
point time in your work experience when you 
felt the most alive, most engaged, or most 
successful. How did it unfold? What was it 
about the organization, your management, 
and your staff that made it stand out? What 
was it about you that made it a high point?

Thinking about this brings up some very 
interesting stories and recollections; people 
like to recall these high points and the way 
that they felt. (This process was described in 
the article Honing Your Interviewing Skills, 
which appeared in the October 2009 issue of 
Lab Manager Magazine.)

When 25 or 30 of these stories are analyzed, 
several consistent themes emerge. 
These themes define the organizational 
characteristics that lead to exceptional work 

Motivating A 21st Century 
Lab Staff, Part 1 

experiencesthe situations that result in a 
highly motivated staff. Indeed, if you review 
your own story, you will probably get a good 
idea about what motivates you on the job.

If you would like to review some of the 
seminal work in the field, you might read 
Douglas McGregor, Abraham Maslow and 
Frederick Herzberg, authors whose work, 
while getting a little long in the tooth, still 
forms the basis of most of our understanding 
of human motivation. (Selected references 
are listed at the end of this article.) 
The most telling and consistent thrust of 
these authors theories is that people want to 
work, and it is the work itself that makes the 
most important and sustained contribution 
to motivation. Certainly that is true for 
scientists who have spent years preparing 
for their positions.

M A N A G E M E N T

A core management 
responsibility

One of the core accountabilities of a manager is to 
motivate his or her staff. If the level of enthusiasm is 
low, the manager must bear the major responsibility. 
But what can a manager do to improve the motivation 
level of a diverse, bright, and challenging staff ? Hint: 
If you have worked in organizations with different 
climates, how many of the differences can you 
attribute to the actions of the manager?
Managing motivation can best be understood by 
looking at three areas: the climate or environment 
in the work group; the policies and practices in the 
organization; and the characteristics and interests of 
individual employees.

A motivational climate 
 
Frankly, the U.S. Postal Service does not have a 
reputation for exemplary management practices. 
In fact, the term going postal has entered our 
vocabularyand it isnt positive! Given that, I have 
been surprised by the attitude of my local post office 
employees. Every time I go to this branch, I am amazed 
and delighted by the friendly and positive feeling that 
all of the employees exude. They are competent, quick 
in doing the job, and happy in their work.

Ive asked them why they are in such good moods and 
they find it hard to describe, but it is clear that the 
manager has set high expectations about the level of 
customer service that is expected, and also that peer 
pressure is another important factor. You just cant be a 
grouch and work at this branch! Sadly, this workplace 
is an exception; a negative attitude seems to be easier 
to spread throughout many organizations.

Research has shown that a healthy organizational 
climate positively impacts the bottom line. (See 
Organizational Climate, Productivity and Creativity and 
Organizational Climate and Company Productivity: 

the Role of Employee Affect and Employee Level in the 
references.)

But what constitutes a healthy climate? The Hay Group 
has conducted extensive research in this area and has 
identified six critical climate dimensions:

•	 Clarity: everyone in the organization knows 
what is expected of him/her

•	 Standards: challenging but attainable goals are 
set

•	 Responsibility: employees are given authority 
to accomplish tasks

•	 Flexibility: there are no unnecessary rules, 
policies, or procedures

•	 Rewards: employees are recognized and 
rewarded for good performance

•	 Team commitment: people are proud to 
belong to the organization

When employees rate these dimensions as high, they 
are saying they are motivated by their workplace; 
that it is an enjoyable and productive place to be; and 
that they give their best and are confident they will 
be recognized for their contributions. When they rate 
these dimensions as low, they are saying the opposite, 
and the organization runs the risk of seeing this 
translated into low morale, performance, and profits. 
(For more on this topic, visit the Hay Group website at: 
http://www.haygroup.com/TL/.)

Organizational policies 
 
The second major area includes the policies 
and practices of the organization. It is virtually 
impossible to have highly motivated employees in 
an organization with restrictive, antiquated, and 
cheap policiespolicies that do not value and reward 
employees for their performance. Benefits must be 

Managers need to understand work groups, organizational practices and 
individual employee characteristics

By Ronald B. Pickett 

http://www.haygroup.com/ww/Index.aspx
https://www.labmanager.com/author/ronald-b-pickett
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equitable; pay must be fair and at or above 
the going rate; recognition and rewards 
must be frequent and tied to the interests 
of the individuals; and vacation and 
holidays must be generous. Without these, 
it is impossible to recruit and retain top-
notch employees. This is particularly true 
in a market in which there are not enough 
trained scientists to meet the needs.

Isnt that the HR departments job? Isnt 
that what the executives are paid to 

do? Whats a managers responsibility in 
affecting company policies?

Yes, it is HRs job, and it is a responsibility 
of the executives, but as a line manager 
you have the best view of the way policies 
affect the employees. You are the one 
who faces the brunt of the complaints 
and dissatisfaction; you hear comments 
about the equity of pay and benefits; and 
you see people leaving for better working 
conditions and compensation packages. 
Optimally, the HR director should be a 
peersomeone you can talk to about the 
impact of policies, the results of wage 
surveys, and other items of importance to 
your staff.

We have been conducting some 
interviews of managers who have been 
in their jobs for nearly a year. One of the 
things emerging from these interviews is 
that they fire people! They find out quickly 
who is not performing, who is disruptive, 
and who does not fit inpeople the 
previous manager did not deal with. They 
set up a specific way for the employees to 
be rehabilitated. Then they work with the 
HR staff to put them on notice and, if they 
dont perform or change, they let them go. 
In these interviews, the managers tell us 
that this has a big impact on the rest of the 
staff and has not induced fear. Everyone 
knew that these poor performers were 
misfitsthat they were having a negative 
impact on the rest of the staff and that the 
new manager had done the right thing.

What does this mean for managers who 
have been in the same job for several 

years? 
Review your staff. Is there someone you 
have been meaning to counsel, or for 
whom you want to start a process that 
may lead to his or her dismissal, but you 
have avoided getting started? If so, in the 
words of the Nike ad: Just Do It! This is 
especially especially important when you 
may be required to reduce your staff size. 
Otherwise, you may only have the option 
of losing the newest hires.
Individual characteristics 
 
If there is one lesson that the 9/11 terrorist 
attacks confirmed, it is that (at the core) we 
Americans are much more alike than we 
are different. We have the same dreams, 
values, and aspirations, and the people of 
our nation respond to a crisis in a unified 
and strong manner. Now if you take a 
group that has similar characteristics and 
put them through the rigorous testing 
and trials of a scientific education, the 
outcome group is surprisingly alike on a 
variety of dimensions.

The message for managers is that to 
understand your staff, start from the 
truth that their fundamental personality 
characteristics are very similar, and they 
are probably very similar to yours. This fact 
makes it easier to establish a motivating 
environment and find the significant 
individual differences that can be used to 
develop a plan to motivate and maintain 
the motivation of each staff member.

Another important point for lab managers 
to remember is that the selection and 
training process for scientists means 
that you have a group of people who 
are significantly different from the 
normbrighter, more curious, able to 
concentrate on details for long periods of 
time, technically savvy, concerned with 
accuracy, dedicated to the quality of their 
product. However, that also means that in 
many respects they are quite similar.

Application 
 
Many laboratories operate in shifts. Most managers set 
up a rotation and expect their employees to work out 
differences, and then they stand ready to be the final 
arbitrators . With the wide variety of different family 
structures, demands, and lifestyles, it may be that some 
of your staff members may want to work some of the 
generally less desirable shifts or holidays. Knowing 
your staff s individual needs and interests can turn a 
challenging problem into a clear win.

In Motivating a 21st Century Lab Staff, Part II, I will 
describe the characteristics of the different age cohorts 
who currently populate the workplace. Recent findings 
in this field will help managers do a better job of 
understanding and managing motivation.
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The message for 
managers is that to 

understand your staff, 
start from the truth 

that their fundamental 
personality 

characteristics are very 
similar, and they are 

probably very similar to 
yours
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Motivating a 21st Century Staff, Pt II

Lab Managers Need to Adjust Their 
Management Style to Take Generational 

Differences Into Account

In part one of this article (November, 2009), I discussed 
the role of the organizational climate in motivating lab 
scientists and the importance of understanding individual 
characteristics. In part two we will consider the difference 
in age cohorts. A cohort is a group of people who share a 
common characteristic or experience within a defined period 
(e.g., are born, leave school, lose their job, are exposed to a 
drug or a vaccine, etc.).

Age cohorts: New findings in cross-
generational motivation 
 
Over the past several years a number of distinct differences 
have been found among various age groups. These are more 
pronounced than the obvious differences such as those 
under 40 will probably have childcare issues and those over 
55 will be looking at retirement options and parent care. It 
has to do with the way the world in which we were raised 
shaped our group personalities. Those of us with parents who 
were young adults during the Great Depression know that 
their attitude about money and investing is very different 
from ours. Kids who grew up with their hands on a keyboard 
or a gaming device and think that USA Today is a journalistic 
icon are different from people who are terrified to plug in their 
computers and don’t trust anything less authoritative than The 

New York Times (although now, none of the media giants 
retains its patina of journalistic excellence and impartiality).

These group characteristics lead to some helpful 
generalizations about motivation. An article in the July-
August 2009 Harvard Business Review updates and expands 
some of the generational cohort models. The substance is 
that baby boomers (those born 1946 through 1964) and 
Generation Ys (those born 1979 through 1994) have a lot 
in common. Since many of you are from the baby boom 
age cohort, this is may be good news. Here are some of the 
common characteristics:
They want to contribute to society through their labor, seek 
flexible working arrangements, value social connections and 
loyalty to a company, and prize other rewards of employment 
over monetary compensation.

More from the portrait of baby 
boomers 
 
They expect to work beyond age 65, and 14 percent say that 
they don’t think they will ever retire. They report needing to 
stay in the work force three to four years longer than they did 
six months ago. More than half of boomers volunteer time 
to advance environmental, cultural, or other causes. They 
prize flexibility and autonomy in their jobs. They have needy 
family members from two generations: elderly parents and 
dependent children.

In coming up with ways to motivate their staff, managers should take into 
account the different age cohorts that exist among employees. These groups 

all value different things and have various expectations when it comes to work. 
This article outlines ways of approaching each of these cohorts.

More from the portrait of Generation Y 
 
They are very ambitious, but they want both to remain 
faithful to the workplace and have a wide range of new 
experiences. They are comfortable in a multicultural 
environment. They are committed to healing the planet, 
and they believe that it is important to work in a green, 
environmental workplace. They also want to network and 
expect others, including bosses, to be accessible.

The “odd” generation 
An interesting side note to this research is that the “different” 
group is Generation X, those between the ages of about 35 
and 50!

Generation X is comprised of the 44 to 50 million Americans 
born between 1965 and 1980. They are the product of a 
severe decline in the birth rate that followed the baby boom, 
and make up a much smaller group than both the previous 
and following generations.

This relatively small cohort makes up an important middle 
segment in most laboratories. So managers need to adjust 
their management style to take their generational differences 
into account, and not see them as weird or strange or 
unmotivated. For example, Gen Xers rate high compensation 
as very important. Here are a few common characteristics of 
Generation X.

They tend to be individualistic, independent, resourceful, 
and self-sufficient. In the workplace, Generation Xers value 
freedom and responsibility. You may have noticed that many 
in this generation display a “casual disdain for authority and 
structured work hours.” They dislike being micromanaged and 
strongly prefer a hands-off management philosophy.

The Generation X mentality reflects a shift from a 
manufacturing economy to a service economy. They are the 
first generation to grow up surrounded by computers, and 
technology has been an integral part of their lives. As a result, 
they are quite comfortable in the high-tech environment of 
laboratories and are anxious to adopt new technology and 
make modifications to the equipment in use.

Since many Gen Xers lived through tough economic times 
in the 1980s and saw their baby boomer parents lose long-
held positions, they are less committed to one employer 

and more willing to change jobs to get ahead than previous 
generations. They adapt well to change and are tolerant of 
alternative lifestyles. Generation Xers are ambitious and eager 
to learn new skills but want to accomplish things on their 
own terms. As the economy improves, they may be more 
likely to look outside the organization for new positions than 
either baby boomers or Gen Yers.

Unlike previous generations, members of Generation X work 
to live rather than live to work. As a group, they appreciate 
fun in the workplace and prefer a work hard/play hard 
environment.

Key points for lab managers: Stress the social contribution of 
your work, be accessible to your staff, focus on outcomes over 
processes, encourage curiosity, and emphasize “green.”

As a manager, it makes sense to understand the age cohorts 
that comprise your work group. Consider the cohorts’ 
characteristics when developing new policies, rewards, and 
recognition.
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M A N A G E M E N T  S K I L L S

SKILLS:
OF AN EFFECTIVE 
ADMINISTRATOR

Although the selection and training of good administrators is widely recognized as one of American 
industry’s most pressing problems, there is surprisingly little agreement among executives or educators on 
what makes a good administrator. The executive development programs of some of the nation’s leading 
corporations and colleges reflect a tremendous variation in objectives.

At the root of this difference is industry’s search for the traits or attributes which will objectively identify the 
“ideal executive” who is equipped to cope effectively with any problem in any organization. As one observer 
of U.S. industry recently noted:

“The assumption that there is an executive type is widely accepted, either openly or implicitly. Yet any executive 
presumably knows that a company needs all kinds of managers for different levels of jobs. The qualities most 

needed by a shop superintendent are likely to be quite opposed to those needed by a coordinating vice president 
of manufacturing. The literature of executive development is loaded with efforts to define the qualities needed 

by executives, and by themselves these sound quite rational. Few, for instance, would dispute the fact that a top 
manager needs good judgment, the ability to make decisions, the ability to win respect of others, and all the other 
well-worn phrases any management man could mention. But one has only to look at the successful managers in 

any company to see how enormously their particular qualities vary from any ideal list of executive virtues.” 1

Robert L. Katz

“It is the purpose of this 
article to suggest what 
may be a more useful 
approach to the selection 
and development of 
administrators. This 
approach is based not on 
what good executives are 
(their innate traits and 
characteristics), but rather 
on what they do (the 
kinds of skills which they 
exhibit in carrying out 
their jobs effectively).”

Yet this quest for the executive 
stereotype has become so intense that 
many companies, in concentrating on 
certain specific traits or qualities, stand 
in danger of losing sight of their real 
concern: what a man can accomplish.

It is the purpose of this article to suggest 
what may be a more useful approach 
to the selection and development of 
administrators. This approach is based 
not on what good executives are (their 
innate traits and characteristics), but 
rather on what they do (the kinds of 
skills which they exhibit in carrying out 
their jobs effectively). As used here, 
a skill implies an ability which can be 
developed, not necessarily inborn, and 
which is manifested in performance, 
not merely in potential. So the principal 
criterion of skillfulness must be effective 
action under varying conditions.

This approach suggests that effective 
administration rests on three basic 
developable skills which obviate the 
need for identifying specific traits 
and which may provide a useful way 
of looking at and understanding the 
administrative process. This approach is 
the outgrowth of firsthand observation 
of executives at work coupled with 
study of current field research in 
administration.

In the sections which follow, an attempt 
will be made to define and demonstrate 
what these three skills are; to suggest 
that the relative importance of the 
three skills varies with the level of 
administrative responsibility; to present 
some of the implications of this variation 
for selection, training, and promotion 
of executives; and to propose ways of 
developing these skills.

Three-Skill Approach 
It is assumed here that an administrator 
is one who (a) directs the activities of 
other persons and (b) undertakes the 
responsibility for achieving certain 
objectives through these efforts. Within 
this definition, successful administration 

appears to rest on three basic skills, 
which we will call technical, human, 
and conceptual. It would be unrealistic 
to assert that these skills are not 
interrelated, yet there may be real merit 
in examining each one separately, and in 
developing them independently. 

Technical skill 
As used here, technical skill implies an 
understanding of, and proficiency in, 
a specific kind of activity, particularly 
one involving methods, processes, 
procedures, or techniques. It is relatively 
easy for us to visualize the technical 
skill of the surgeon, the musician, the 
accountant, or the engineer when each 
is performing his own special function. 
Technical skill involves specialized 
knowledge, analytical ability within 
that specialty, and facility in the use of 
the tools and techniques of the specific 
discipline.

Of the three skills described in this 
article, technical skill is perhaps the 
most familiar because it is the most 
concrete, and because, in our age of 
specialization, it is the skill required of 
the greatest number of people. Most of 
our vocational and on-the-job training 
programs are largely concerned with 
developing this specialized technical 
skill.

Human skill 
As used here, human skill is the 
executive’s ability to work effectively as a 
group member and to build cooperative 
effort within the team he leads. As 
technical skill is primarily concerned 
with working with “things” (processes 
or physical objects), so human skill is 
primarily concerned with working with 
people. This skill is demonstrated in 
the way the individual perceives (and 
recognizes the perceptions of ) his 
superiors, equals, and subordinates, and 
in the way he behaves subsequently.

The person with highly developed 
human skill is aware of his own attitudes, 
assumptions, and beliefs about other 
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individuals and groups; he 
is able to see the usefulness 
and limitations of these 
feelings. By accepting the 
existence of viewpoints, 
perceptions, and beliefs 
which are different from 
his own, he is skilled in 
understanding what others 
really mean by their words 
and behavior. He is equally 
skillful in communicating 
to others, in their own 
contexts, what he means by 
his behavior.

Such a person works to 
create an atmosphere of 
approval and security in 
which subordinates feel 
free to express themselves 
without fear of censure or 
ridicule, by encouraging 
them to participate in the 
planning and carrying out of 
those things which directly 
affect them. He is sufficiently 
sensitive to the needs and 
motivations of others in his 
organization so that he can 
judge the possible reactions to, and outcomes of, various 
courses of action he may undertake. Having this sensitivity, 
he is able and willing to act in a way which takes these 
perceptions by others into account.

Real skill in working with others must become a natural, 
continuous activity, since it involves sensitivity not only 
at times of decision making but also in the day-by-day 

behavior of the individual. Human skill cannot be a 
“sometime thing.” 

Techniques cannot be randomly applied, nor can personality 
traits be put on or removed like an overcoat. Because 
everything which an executive says and does (or leaves 
unsaid or undone) has an effect on his associates, his true 
self will, in time, show through. Thus, to be effective, this skill 
must be naturally developed and unconsciously, as well as 
consistently, demonstrated in the individual’s every action. It 
must become an integral part of his whole being.

Because human skill is so vital a part of everything the 
administrator does, examples of inadequate human skill 

are easier to describe than are highly skillful performances. 

Perhaps consideration of an actual situation would serve to 
clarify what is involved:

When a new conveyor unit was installed in a shoe factory 
where workers had previously been free to determine 
their own work rate, the production manager asked the 
industrial engineer who had designed the conveyor to serve 
as foreman, even though a qualified foreman was available. 
The engineer, who reported directly to the production 
manager, objected, but under pressure he agreed to take the 
job “until a suitable foreman could be found,” even though 
this was a job of lower status than his present one. Then this 
conversation took place: 

Production Manager: “I’ve had a lot of experience with 
conveyors. I want you to keep this conveyor going at all times 
except for rest periods, and I want it going at top speed. Get 
these people thinking in terms of 2 pairs of shoes a minute, 
70 dozen pairs a day, 350 dozen pairs a week. They are all 
experienced operators on their individual jobs, and it’s just 
a matter of getting them to do their jobs in a little different 
way. I want you to make that base rate of 250 dozen pair a 
week work!” [Base rate was established at slightly under 75% 
of the maximum capacity. This base rate was 50% higher than 
under the old system.]

Engineer: “If I’m going to be foreman of the 
conveyor unit, I want to do things my way. I’ve 
worked on conveyors, and I don’t agree with you 
on first getting people used to a conveyor going 
at top speed.These people have never seen a 
conveyor. You’ll scare them. I’d like to run the 
conveyor at one-third speed for a couple of weeks 
and then gradually increase the speed.

“I think we should discuss setting the base rate 
[production quota before incentive bonus] on a 
daily basis instead of a weekly basis. [Workers had 
previously been paid on a daily straight piecework 
basis.]

“I’d also suggest setting a daily base rate at 45 or 
even 40 dozen pair. You have to set a base rate 
low enough for them to make. Once they know 
they can make the base rate, they will go after the 
bonus.”

Production Manager: “You do it your way on the 
speed; but remember it’s the results that count. 
On the base rate, I’m not discussing it with you; 
I’m telling you to make the 250 dozen pair a week 
work. I don’t want a daily base rate.”2

Here is a situation in which the production 
manager was so preoccupied with getting the 
physical output that he did not pay attention 
to the people through whom that output had 
to be achieved. Notice, first, that he made the 
engineer who designed the unit serve as foreman, 
apparently hoping to force the engineer to 
justify his design by producing the maximum 
output. However, the production manager was 
oblivious to (a) the way the engineer perceived 
this appointment, as a demotion, and (b) the need 
for the engineer to be able to control the variables 
if he was to be held responsible for maximum 
output. Instead the production manager imposed 
a production standard and refused to make any 
changes in the work situation.

Moreover, although this was a radically new 
situation for the operators, the production 
manager expected them to produce immediately 
at well above their previous output—even though 
the operators had an unfamiliar production system 
to cope with, the operators had never worked 
together as a team before, the operators and their 
new foreman had never worked together before, 
and the foreman was not in agreement with the 
production goals or standards. By ignoring all 

these human factors, the production manager not 
only placed the engineer in an extremely difficult 
operating situation but also, by refusing to allow 
the engineer to “run his own show,” discouraged 
the very assumption of responsibility he had hoped 
for in making the appointment. 

Under these circumstances, it is easy to understand 
how the relationship between these two men 
rapidly deteriorated, and how production, after two 
months’ operation, was at only 125 dozen pairs per 
week (just 75% of what the output had been under 
the old system).

Conceptual skill 
As used here, conceptual skill involves the ability 
to see the enterprise as a whole; it includes 
recognizing how the various functions of the 
organization depend on one another, and how 
changes in any one part affect all the others; and 
it extends to visualizing the relationship of the 
individual business to the industry, the community, 
and the political, social, and economic forces of the 
nation as a whole. Recognizing these relationships 
and perceiving the significant elements in any 
situation, the administrator should then be able to 
act in a way which advances the over-all welfare of 
the total organization.

Hence, the success of any decision depends on 
the conceptual skill of the people who make the 
decision and those who put it into action. When, for 
example, an important change in marketing policy 
is made, it is critical that the effects on production, 
control, finance, research, and the people involved 
be considered. And it remains critical right down 
to the last executive who must implement the 
new policy. If each executive recognizes the 
over-all relationships and significance of the 
change, he is almost certain to be more effective 
in administering it. Consequently the chances for 
succeeding are greatly increased.

Not only does the effective coordination of the 
various parts of the business depend on the 
conceptual skill of the administrators involved, but 
so also does the whole future direction and tone of 
the organization. The attitudes of a top executive 
color the whole character of the organization’s 
response and determine the “corporate personality” 
which distinguishes one company’s ways of doing 
business from another’s. These attitudes are a 
reflection of the administrator’s conceptual skill 
(referred to by some as his “creative ability”—the 

Technical skill 
implies an understanding 
of, and proficiency in, a 
specific kind of activity, 
particularly one involving 
methods, processes, proce-
dures, or techniques

Human skill 
is the executive’s ability to work 
effectively as a group member 
and to build cooperative effort 
within the team he leads

Conceptual skill  
involves the ability to see the enterprise as a 
whole; it includes recognizing how the various 
functions of the organization depend on one 
another, and how changes in any one part af-
fect all the others; and it extends to visualizing 
the relationship of the individual business to 
the industry, the community, and the political, 
social, and economic forces of the nation as a 
whole

Management  
Skills
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way he perceives and responds to the direction in which the 
business should grow, company objectives and policies, and 
stockholders’ and employees’ interests.

Conceptual skill, as defined above, is what Chester I. Barnard, 
former president of the New Jersey Bell Telephone Company, 
is implying when he says: “…the essential aspect of the 
[executive] process is the sensing of the organization as a 
whole and of the total situation relevant to it.”3 Examples of 
inadequate conceptual skill are all around us. Here is one 
instance: 

In a large manufacturing company which had a long 
tradition of job-shop type operations, primary responsibility 
for production control had been left to the foremen and 
other lower-level supervisors. “Village” type operations with 
small working groups and informal organizations were the 
rule. A heavy influx of orders following World War II tripled 
the normal production requirements and severely taxed 
the whole manufacturing organization. At this point, a 
new production manager was brought in from outside the 
company, and he established a wide range of controls and 
formalized the entire operating structure.

As long as the boom demand lasted, the employees made 
every effort to conform with the new procedures and 
environment. But when demand subsided to prewar levels, 
serious labor relations problems developed, friction was 
high among department heads, and the company found 
itself saddled with a heavy indirect labor cost. Management 
sought to reinstate its old procedures; it fired the production 
manager and attempted to give greater authority to the 
foremen once again. However, during the four years of 
formalized control, the foremen had grown away from their 
old practices, many had left the company, and adequate 
replacements had not been developed. Without strong 
foreman leadership, the traditional job-shop operations 
proved costly and inefficient.

In this instance, when the new production controls and 
formalized organizations were introduced, management 
did not foresee the consequences of this action in the event 
of a future contraction of business. Later, when conditions 
changed and it was necessary to pare down operations, 
management was again unable to recognize the implications 
of its action and reverted to the old procedures, which, 
under the circumstances, were no longer appropriate. This 
compounded conceptual inadequacy left the company at a 
serious competitive disadvantage.

Because a company’s over-all success is dependent on its 
executives’ conceptual skill in establishing and carrying 
out policy decisions, this skill is the unifying, coordinating 
ingredient of the administrative process, and of undeniable 
over-all importance. 

Relative Importance 
We may notice that, in a very real sense, conceptual skill 
embodies consideration of both the technical and human 
aspects of the organization. Yet the concept of skill, as an 
ability to translate knowledge into action, should enable 
one to distinguish between the three skills of performing 
the technical activities (technical skill), understanding 
and motivating individuals and groups (human skill), and 
coordinating and integrating all the activities and interests 
of the organization toward a common objective (conceptual 
skill).

This separation of effective administration into three basic 
skills is useful primarily for purposes of analysis. In practice, 
these skills are so closely interrelated that it is difficult to 
determine where one ends and another begins. However, 
just because the skills are interrelated does not imply that 
we cannot get some value from looking at them separately, 
or by varying their emphasis. In playing golf the action of 
the hands, wrists, hips, shoulders, arms, and head are all 
interrelated; yet in improving one’s swing it is often valuable 
to work on one of these elements separately. Also, under 
different playing conditions the relative importance of 
these elements varies. Similarly, although all three are of 
importance at every level of administration, the technical, 
human, and conceptual skills of the administrator vary in 
relative importance at different levels of responsibility.

At lower levels 
Technical skill is responsible for many of the great advances 
of modern industry. It is indispensable to efficient operation. 
Yet it has greatest importance at the lower levels of 
administration. As the administrator moves further and 
further from the actual physical operation, this need 
for technical skill becomes less important, provided he 
has skilled subordinates and can help them solve their 
own problems. At the top, technical skill may be almost 
nonexistent, and the executive may still be able to perform 
effectively if his human and conceptual skills are highly 
developed. For example: 

In one large capital-goods producing company, the controller 
was called on to replace the manufacturing vice president, 
who had been stricken suddenly with a severe illness. The 
controller had no previous production experience, but he 
had been with the company for more than 20 years and knew 
many of the key production personnel intimately. By setting 
up an advisory staff, and by delegating an unusual amount 
of authority to his department heads, he was able to devote 
himself to coordination of the various functions. 
By so doing, he produced a highly efficient team. The results 
were lower costs, greater productivity, and higher morale 
than the production division had ever before experienced. 
Management had gambled that this man’s ability to work 

with people was more important than his lack of a 
technical production background, and the gamble 
paid off.

Other examples are evident all around us. We are all 
familiar with those “professional managers” who are 
becoming the prototypes of our modern executive 
world. These men shift with great ease, and with no 
apparent loss in effectiveness, from one industry to 
another. Their human and conceptual skills seem to 
make up for their unfamiliarity with the new job’s 
technical aspects.

At every level 
Human skill, the ability to work with others, is 
essential to effective administration at every 
level. One recent research study has shown that 
human skill is of paramount importance at the 
foreman level, pointing out that the chief function 
of the foreman as an administrator is to attain 
collaboration of people in the work group.4 
Another study reinforces this finding and extends it 
to the middle-management group, adding that the 
administrator should be primarily concerned with 
facilitating communication in the organization.5 

And still another study, concerned primarily with 
top management, underscores the need for self-
awareness and sensitivity to human relationships 
by executives at that level.6 These findings would 
tend to indicate that human skill is of great 
importance at every level, but notice the difference 
in emphasis.

Human skill seems to be most important at lower 
levels, where the number of direct contacts 
between administrators and subordinates is 
greatest. As we go higher and higher in the 
administrative echelons, the number and frequency 
of these personal contacts decrease, and the 
need for human skill becomes proportionately, 
although probably not absolutely, less. At the same 
time, conceptual skill becomes increasingly more 
important with the need for policy decisions and 
broad-scale action. The human skill of dealing 
with individuals then becomes subordinate to the 
conceptual skill of integrating group interests and 
activities into a whole.

In fact, a recent research study by Professor Chris 
Argyris of Yale University has given us the example 
of an extremely effective plant manager who, 
although possessing little human skill as defined 
here, was nonetheless very successful: 

This manager, the head of a largely autonomous 
division, made his supervisors, through the effects 
of his strong personality and the “pressure” he 
applied, highly dependent on him for most of 
their “rewards, penalties, authority, perpetuation, 
communication, and identification.”

As a result, the supervisors spent much of their time 
competing with one another for the manager’s 
favor. They told him only the things they thought 
he wanted to hear, and spent much time trying to 
find out his desires. They depended on him to set 
their objectives and to show them how to reach 
them. Because the manager was inconsistent and 
unpredictable in his behavior, the supervisors 
were insecure and continually engaged in 
interdepartmental squabbles which they tried to 
keep hidden from the manager. 

Clearly, human skill as defined here was lacking. 
Yet, by the evaluation of his superiors and by 
his results in increasing efficiency and raising 
profits and morale, this manager was exceedingly 
effective. Professor Argyris suggests that employees 
in modern industrial organizations tend to have a 
“built-in” sense of dependence on superiors which 
capable and alert men can turn to advantage.7

In the context of the three-skill approach, it 
seems that this manager was able to capitalize 
on this dependence because he recognized the 
interrelationships of all the activities under his 
control, identified himself with the organization, 
and sublimated the individual interests of his 
subordinates to his (the organization’s) interest, set 
his goals realistically, and showed his subordinates 
how to reach these goals. This would seem to be 
an excellent example of a situation in which strong 
conceptual skill more than compensated for a lack 
of human skill.

At the top level 
Conceptual skill, as indicated in the preceding 
sections, becomes increasingly critical in more 
responsible executive positions where its effects are 
maximized and most easily observed. In fact, recent 
research findings lead to the conclusion that at 
the top level of administration this conceptual skill 
becomes the most important ability of all. 

As Herman W. Steinkraus, president of Bridgeport 
Brass Company, said: 
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“One of the most important lessons which I learned on this 
job [the presidency] is the importance of coordinating the 
various departments into an effective team, and, secondly, 

to recognize the shifting emphasis from time to time of 
the relative importance of various departments to the 

business.”8

It would appear, then, that at lower levels of administrative 
responsibility, the principal need is for technical and human 
skills. At higher levels, technical skill becomes relatively 
less important while the need for conceptual skill increases 
rapidly. At the top level of an organization, conceptual 
skill becomes the most important skill of all for successful 
administration. A chief executive may lack technical or 
human skills and still be effective if he has subordinates who 
have strong abilities in these directions. But if his conceptual 
skill is weak, the success of the whole organization may be 
jeopardized.

Implications for Action 
This three-skill approach implies that significant benefits 
may result from redefining the objectives of executive 
development programs, from reconsidering the placement of 
executives in organizations, and from revising procedures for 
testing and selecting prospective executives.

Executive development 
Many executive development programs may be failing to 
achieve satisfactory results because of their inability to 
foster the growth of these administrative skills. Programs 
which concentrate on the mere imparting of information or 
the cultivation of a specific trait would seem to be largely 
unproductive in enhancing the administrative skills of 
candidates.

A strictly informative program was described to me recently 
by an officer and director of a large corporation who had 
been responsible for the executive-development activities of 
his company, as follows: 

“What we try to do is to get our promising young men 
together with some of our senior executives in regular 
meetings each month. Then we give the young fellows 
a chance to ask questions to let them find out about the 
company’s history and how and why we’ve done things in the 
past.”

It was not surprising that neither the senior executives 
nor the young men felt this program was improving their 
administrative abilities. 
The futility of pursuing specific traits becomes apparent when 
we consider the responses of an administrator in a number 
of different situations. In coping with these varied conditions, 

he may appear to demonstrate one trait in one instance—
e.g., dominance when dealing with subordinates—and the 
directly opposite trait under another set of circumstances—
e.g., submissiveness when dealing with superiors. Yet in 
each instance he may be acting appropriately to achieve 
the best results. Which, then, can we identify as a desirable 
characteristic? Here is a further example of this dilemma: 

A Pacific Coast sales manager had a reputation for 
decisiveness and positive action. Yet when he was required to 
name an assistant to understudy his job from among several 
well-qualified subordinates, he deliberately avoided making a 
decision. His associates were quick to observe what appeared 
to be obvious indecisiveness. 

But after several months had passed, it became clear that 
the sales manager had very unobtrusively been giving 
the various salesmen opportunities to demonstrate their 
attitudes and feelings. As a result, he was able to identify 
strong sentiments for one man whose subsequent promotion 
was enthusiastically accepted by the entire group.

In this instance, the sales manager’s skillful performance was 
improperly interpreted as “indecisiveness.” Their concern with 
irrelevant traits led his associates to overlook the adequacy 
of his performance. Would it not have been more appropriate 
to conclude that his human skill in working with others 
enabled him to adapt effectively to the requirements of a 
new situation?

Cases such as these would indicate that it is more useful to 
judge an administrator on the results of his performance than 
on his apparent traits. Skills are easier to identify than are 
traits and are less likely to be misinterpreted. Furthermore, 
skills offer a more directly applicable frame of reference 
for executive development, since any improvement in an 
administrator’s skills must necessarily result in more effective 
performance.

Still another danger in many existing executive development 
programs lies in the unqualified enthusiasm with which 
some companies and colleges have embraced courses in 
“human relations.” There would seem to be two inherent 
pitfalls here: (1) Human relations courses might only be 
imparting information or specific techniques, rather than 
developing the individual’s human skill. (2) Even if individual 
development does take place, some companies, by placing 
all of their emphasis on human skill, may be completely 
overlooking the training requirements for top positions. They 
may run the risk of producing men with highly developed 
human skill who lack the conceptual ability to be effective 
top-level administrators.

It would appear important, then, that the training of a 
candidate for an administrative position be directed at 

the development of those skills which are most 
needed at the level of responsibility for which he is 
being considered.

Executive placement 
This three-skill concept suggests immediate 
possibilities for the creating of management 
teams of individuals with complementary skills. 
For example, one medium-size midwestern 
distributing organization has as president a man of 
unusual conceptual ability but extremely limited 
human skill. However, he has two vice presidents 
with exceptional human skill. These three men 
make up an executive committee which has 
been outstandingly successful, the skills of each 
member making up for deficiencies of the others. 
Perhaps the plan of two-man complementary 
conference leadership proposed by Robert F. Bales, 
in which the one leader maintains “task leadership” 
while the other provides “social leadership,” might 
also be an example in point.9

Executive selection 
In trying to predetermine a prospective 
candidate’s abilities on a job, much use is being 
made these days of various kinds of testing 
devices. Executives are being tested for everything 
from “decisiveness” to “conformity.” These tests, as a 
recent article in Fortune points out, have achieved 
some highly questionable results when applied to 
performance on the job.10 Would it not be much 
more productive to be concerned with skills of 
doing rather than with a number of traits which do 
not guarantee performance ?

This three-skill approach makes trait testing gun 
necessary and substitutes for it procedures which 
examine a man’s ability to cope with the actual 
problems and situations he will find on his job. 
These procedures, which indicate what a man can 
do in specific situations, are the same for selection 
and for measuring development. They will be 
described in the section on developing executive 
skills which follows. 

This approach suggests that executives should 
not be chosen on the basis of their apparent 
possession of a number of behavior characteristics 
or traits, but on the basis of their possession 
of the requisite skills for the specific level of 
responsibility involved.

Developing the Skills 
For years many people have contended that 
leadership ability is inherent in certain chosen 
individuals. We talk of “born leaders,” “born 
executives,” “born salesmen.” It is undoubtedly true 
that certain people, naturally or innately, possess 
greater aptitude or ability in certain skills. But 
research in psychology and physiology would also 
indicate, first, that those having strong aptitudes 
and abilities can improve their skill through 
practice and training, and, secondly, that even 
those lacking the natural ability can improve their 
performance and over-all effectiveness.

The skill conception of administration suggests 
that we may hope to improve our administrative 
effectiveness and to develop better administrators 
for the future. This skill conception implies 
learning by doing. Different people learn in 
different ways, but skills are developed through 
practice and through relating learning to one’s 
own personal experience and background. If well 
done, training in these basic administrative skills 
should develop executive abilities more surely 
and more rapidly than through unorganized 
experience. What, then, are some of the ways in 
which this training can be conducted?

Technical skill 
Development of technical skill has received 
great attention for many years by industry 
and educational institutions alike, and much 
progress has been made. Sound grounding in 
the principles, structures, and processes of the 
individual specialty, coupled with actual practice 
and experience during which the individual is 
watched and helped by a superior, appear to be 
most effective. In view of the vast amount of work 
which has been done in training people in the 
technical skills, it would seem unnecessary in this 
article to suggest more.

Human skill 
Human skill, however, has been much less 
understood, and only recently has systematic 
progress been made in developing it. Many 
different approaches to the development 
of human skill are being pursued by various 
universities and professional men today. These 
are rooted in such disciplines as psychology, 
sociology, and anthropology.

Some of these approaches find their application 
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in “applied psychology,” “human engineering,” and a host of 
other manifestations requiring technical specialists to help 
the businessman with his human problems. As a practical 
matter, however, the executive must develop his own human 
skill, rather than lean on the advice of others. To be effective, 
he must develop his own personal point of view toward 
human activity, so that he will (a) recognize the feelings 
and sentiments which he brings to a situation; (b) have 
an attitude about his own experiences which will enable 
him to re-evaluate and learn from them; (c) develop ability 
in understanding what others by their actions and words 
(explicit or implicit) are trying to communicate to him; and (d) 
develop ability in successfully communicating his ideas and 
attitudes to others.11

This human skill can be developed by some individuals 
without formalized training. Others can be individually 
aided by their immediate superiors as an integral part of the 
“coaching” process to be described later. This aid depends for 
effectiveness, obviously, on the extent to which the superior 
possesses the human skill.

For larger groups, the use of case problems coupled with 
impromptu role playing can be very effective. This training 
can be established on a formal or informal basis, but it 
requires a skilled instructor and organized sequence of 
activities.12 

It affords as good an approximation to reality as can be 
provided on a continuing classroom basis and offers an 
opportunity for critical reflection not often found in actual 
practice. An important part of the procedure is the self-
examination of the trainee’s own concepts and values, 
which may enable him to develop more useful attitudes 
about himself and about others. With the change in attitude, 
hopefully, there may also come some active skill in dealing 
with human problems. 

Human skill has also been tested in the classroom, within 
reasonable limits, by a series of analyses of detailed accounts 
of actual situations involving administrative action, together 
with a number of role-playing opportunities in which the 
individual is required to carry out the details of the action he 
has proposed. In this way an individual’s understanding of the 
total situation and his own personal ability to do something 
about it can be evaluated.

On the job, there should be frequent opportunities for a 
superior to observe an individual’s ability to work effectively 
with others. These may appear to be highly subjective 
evaluations and to depend for validity on the human skill of 
the rater. But does not every promotion, in the last analysis, 
depend on someone’s subjective judgment? And should this 
subjectivity be berated, or should we make a greater effort to 
develop people within our organizations with the human skill 

to make such judgments effectively?

Conceptual skill 
Conceptual skill, like human skill, has not been very widely 
understood. A number of methods have been tried to aid in 
developing this ability, with varying success. Some of the best 
results have always been achieved through the “coaching” of 
subordinates by superiors.13 This is no new idea. It implies 
that one of the key responsibilities of the executive is to help 
his subordinates to develop their administrative potentials. 
One way a superior can help “coach” his subordinate is by 
assigning a particular responsibility, and then responding 
with searching questions or opinions, rather than giving 
answers, whenever the subordinate seeks help. When 
Benjamin F. Fairless, now chairman of the board of the United 
States Steel Corporation, was president of the corporation, he 
described his coaching activities: 

“When one of my vice presidents or the head of one of our 
operating companies comes to me for instructions, I generally 
counter by asking him questions. First thing I know, he has 
told me how to solve the problem himself.”14

Obviously, this is an ideal and wholly natural procedure for 
administrative training, and applies to the development of 
technical and human skill, as well as to that of conceptual 
skill. However, its success must necessarily rest on the abilities 
and willingness of the superior to help the subordinate.

Another excellent way to develop conceptual skill is 
through trading jobs, that is, by moving promising young 
men through different functions of the business but at the 
same level of responsibility. This gives the man the chance 

literally to “be in the other fellow’s shoes.”

Other possibilities include: special assignments, particularly 
the kind which involve inter-departmental problems; and 
management boards, such as the McCormick Multiple 
Management plan, in which junior executives serve as 
advisers to top management on policy matters.

For larger groups, the kind of case-problems course described 
above, only using cases involving broad management policy 
and interdepartmental coordination, may be useful. Courses 
of this kind, often called “General Management” or “Business 
Policy,” are becoming increasingly prevalent.

In the classroom, conceptual skill has also been evaluated 
with reasonable effectiveness by presenting a series of 
detailed descriptions of specific complex situations. In these 
the individual being tested is asked to set forth a course of 
action which responds to the underlying forces operating in 
each situation and which considers the implications of this 

action on the various functions and parts of the 
organization and its total environment. 

On the job, the alert supervisor should 
find frequent opportunities to observe 

the extent to which the individual is able 
to relate himself and his job to the other 

functions and operations of the company.

Like human skill, conceptual skill, too, must 
become a natural part of the executive’s 
makeup. Different methods may be indicated for 
developing different people, by virtue of their 
backgrounds, attitudes, and experience. But in 
every case that method should be chosen which 
will enable the executive to develop his own 
personal skill in visualizing the enterprise as a 
whole and in coordinating and integrating its 
various parts.

Conclusion 
The purpose of this article has been to show that 
effective administration depends on three basic 
personal skills, which have been called technical, 
human, and conceptual. The administrator needs: 
(a) sufficient technical skill to accomplish the 
mechanics of the particular job for which he is 
responsible; (b) sufficient human skill in working 
with others to be an effective group member 
and to be able to build cooperative effort within 
the team he leads; (c) sufficient conceptual skill 
to recognize the interrelationships of the various 
factors involved in his situation, which will lead 
him to take that action which is likely to achieve 
the maximum good for the total organization.

The relative importance of these three skills 
seems to vary with the level of administrative 
responsibility. At lower levels, the major need is 
for technical and human skills. At higher levels, 
the administrator’s effectiveness depends largely 
on human and conceptual skills. At the top, 
conceptual skill becomes the most important of all 
for successful administration.

This three-skill approach emphasizes that good 
administrators are not necessarily born; they may 
be developed. It transcends the need to identify 
specific traits in an effort to provide a more useful 
way of looking at the administrative process. 
By helping to identify the skills most needed 
at various levels of responsibility, it may prove 

useful in the selection, training, and promotion of 
executives. 

Retrospective Commentary 
When this article was first published nearly 20 
years ago, there was a great deal of interest in 
trying to identify a set of ideal personality traits 
that would readily distinguish potential executive 
talent. The search for these traits was vigorously 
pursued in the hope that the selection and 
training of managers could be conducted with 
greater reliability. 

This article was an attempt to focus attention 
on demonstrable skills of performance rather 
than on innate personality characteristics. And, 
while describing the three kinds of administrative 
skill (technical, human, and conceptual), it 
also attempted to highlight the importance of 
conceptual skill as a uniquely valuable managerial 
capability, long before the concept of corporate 
strategy was well defined or popularly understood. 

It still appears useful to think of managerial ability 
in terms of these three basic, observable skills. It 
also still appears that the relative importance of 
these skills varies with the administrative level of 
the manager in the organization. However, my 
experience over the past 20 years, in working with 
senior executives in a wide variety of industries, 
suggests that several specific points require 
either sharp modification or substantial further 
refinement. 

Human Skill 
I now believe that this kind of skill could be 
usefully subdivided into (a) leadership ability 
within the manager’s own unit and (b) skill in 
intergroup relationships. In my experience, 
outstanding capability in one of these roles 
is frequently accompanied by mediocre 
performance in the other. 

Often, the most internally efficient department 
managers are those who have committed 
themselves fully to the unique values and 
criteria of their specialized functions, without 
acknowledging that other departments’ differing 
values have any validity at all. For example, a 
production manager may be most efficient if he 
puts all his emphasis on obtaining a high degree 
of reliability in his production schedule. He would 
then resist any external pressures that place a 
higher priority on criteria other than delivering 
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the required output on time. Or a sales manager may be 
most efficient if he puts all his emphasis on maintaining 
positive relationships with customers. He would then resist 
all pressures that would emphasize other values, such as ease 
of production or selling the highest gross margin items. In 
each case, the manager will probably receive strong support 
from his subordinates, who share the same values. But he will 
encounter severe antagonism from other departments with 
conflicting values. 

To the extent that two departments’ values conflict with 
each other, skillful intergroup relationships require some 
equivocation. But compromise is often perceived by 
departmental subordinates as a “sellout.” Thus the manager 
is obliged to choose between gaining full support from 
subordinates or enjoying full collaboration with peers and/
or superiors. Having both is rarely possible. Consequently, 
I would revise my original evaluation of human skill to say 
now that internal intragroup skills are essential in lower 
and middle management roles and that intergroup skills 
become increasingly important in successively higher levels 
of management. 

Conceptual Skill 
In retrospect, I now see that what I called conceptual skill 
depends entirely on a specific way of thinking about an 
enterprise. This “general management point of view,” as it has 
come to be known, involves always thinking in terms of the 
following: relative emphases and priorities among conflicting 
objectives and criteria; relative tendencies and probabilities 
(rather than certainties); rough correlations and patterns 
among elements (rather than clear-cut cause-and-effect 
relationships). 

I am now far less sanguine about the degree to which this 
way of thinking can be developed on the job. Unless a person 
has learned to think this way early in life, it is unrealistic 
to expect a major change on reaching executive status. 
Job rotation, special interdepartmental assignments, and 
working with case problems certainly provide opportunities 
for a person to enhance previously developed conceptual 
abilities. But I question how easily this way of thinking can be 
inculcated after a person passes adolescence. In this sense, 
then, conceptual skill should perhaps be viewed as an innate 
ability. 

Technical Skill 
In the original article, I suggested that specific technical 
skills are unimportant at top management levels. I cited 
as evidence the many professional managers who move 
easily from one industry to another without apparent loss of 
effectiveness. 

I now believe this mobility is possible only in very large 

companies, where the chief executive has extensive staff 
assistance and highly competent, experienced technical 
operators throughout the organization. An old, established, 
large company has great operational momentum that 
enables the new chief executive to concentrate on strategic 
issues. 

In smaller companies, where technical expertise is not as 
pervasive and seasoned staff assistance is not as available, 
I believe the chief executive has a much greater need for 
personal experience in the industry. He not only needs to 
know the right questions to ask his subordinates; he also 
needs enough industry background to know how to evaluate 
the answers. 

Role of the Chief Executive 
In the original article, I took too simplistic and naive a 
view of the chief executive’s role. My extensive work with 
company presidents and my own personal experience as a 
chief executive have given me much more respect for the 
difficulties and complexities of that role. I now know that 
every important executive action must strike a balance 
among so many conflicting values, objectives, and criteria 
that it will always be suboptimal from any single viewpoint. 
Every decision or choice affecting the whole enterprise has 
negative consequences for some of the parts. 

The chief executive must try to perceive the conflicts 
and trace accurately their likely impact throughout the 
organization. Reluctantly, but wittingly, he may have to 
sacrifice the interests of a single unit or part for the good of 
the whole. He needs to be willing to accept solutions that are 
adequate and feasible in the total situation rather than what, 
from a single point of view, may be elegant or optimum. 
Not only must the chief executive be an efficient operator, but 
he must also be an effective strategist. It is his responsibility 
to provide the framework and direction for overall company 
operations. He must continually specify where the company 
will place its emphasis in terms of products, services, 
and customers. He must define performance criteria and 
determine what special competences the company will 
emphasize. He also needs to set priorities and timetables. 

He must establish the standards and controls necessary to 
monitor progress and to place limits on individual actions. 
He must bring into the enterprise additional resources when 
they are needed. 

Moreover, he must change his management style and strike 
different balances among his personal skills as conditions 
change or as his organization grows in size and complexity. 
The remedial role (saving the organization when it is in great 
difficulty) calls for drastic human action and emphasizes 
conceptual and technical skills. The maintaining role 

(sustaining the organization in its present posture) 
emphasizes human skills and requires only modest 
technical or strategic changes. But the innovative 
role (developing and expanding the organization) 
demands high competence in both conceptual and 
intergroup skills, with the technical contribution 
provided primarily by subordinates. 
In my view, it is impossible for anyone to perform 
well in these continually changing roles without 
help. 

Yet because effective management of the total 
enterprise involves constant suboptimizing, it is 
impossible for the chief executive to get unanimous 
or continuous support from his subordinates. If he 
is overly friendly or supportive, he may compromise 
his effectiveness or his objectivity. Yet somewhere 
in the organization, he needs to have a well-
informed, objective, understanding, and supportive 
sounding board with whom he can freely discuss 
his doubts, fears, and aspirations. Sometimes this 
function can be supplied by an outside director, 
the outside corporate counsel, or the company 
auditor. But such a confidant requires just as high 
a degree of conceptual and human skills as the 
chief executive himself; and to be truly helpful, he 
must know all about the company’s operations, 
key personnel, and industry. This role has been 
largely overlooked in discussions of organizational 
requirements, but in my view, its proper fulfillment 
is essential to the success of the chief executive and 
the enterprise. 

Conclusion 
I now realize more fully that managers at all levels 
require some competence in each of the three 
skills. Even managers at the lowest levels must 
continually use all of them. Dealing with the 
external demands on a manager’s unit requires 
conceptual skill; the limited physical and financial 
resources available to him tax his technical skill; 
and the capabilities and demands of the persons 
with whom he deals make it essential that he 
possess human skill. A clear idea of these skills 
and of ways to measure a manager’s competence 
in each category still appears to me to be a most 
effective tool for top management, not only in 
understanding executive behavior, but also in the 
selection, training, and promotion of managers at 
all levels.
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Igniting Your Team 
to New Levels of 

Performance

As a leader, empowering your workforce to 
unleash their strengths and encouraging people 
to collaborate and innovate leverages people’s 

ability to act as a team and produce results

By Magi Graziano 

When it comes to constructing a team of people who 
work well together to create winning outcomes, knowing 
‘how to’ and understanding ‘how to’ are two very different 
phenomena. 

The strong and astute organizational leader is one who is 
committed to optimizing their resources and maximizing 
their return on their investment. Given the people expense 
is often the largest investment in any enterprise; creating 
this kind of culture is simply smart business. 
As a leader, empowering your workforce to unleash their 
strengths and encouraging people to collaborate and 
innovate leverages people’s ability to act as a team and 
produce results. 

In work cultures where people focus on only their piece of 
the puzzle, it leads to silo mentality and ultimately breeds 
ineffectiveness and inefficiency. A high performance team 
cannot exist in an environment where competition and 
one-up-manship prevail.  When people on the team focus 
on each other’s limitations and detriments—and why things 
cannot be done—they all too often miss opportunities to 
make the organization better. Additionally, teamwork is 
adversely impacted when the people on the team feel the 
need to focus on fighting and jockeying for authority or 
power. This need to be ‘better than’ decreases collaboration 
and limits innovation. It is a recipe for stagnation and 
conflict—neither which drive long term results.  

As leaders, it requires rewiring our minds and our teams to 
repair an absence of trust; however before you can rewire, 
you first need to be aware and responsible for the absence 
of trust in the first place. 

Whether you are seeking to create a high performance work 
team or a high performance culture; there are seven steps 
for creating an environment where high performance and 
teamwork can thrive. 

Identify and Clarify the 
Purpose for the Team 

People must understand the why behind what 
they are doing. Once the purpose for the team is 

crystalized and talking points are clearly outlined, it is 
the initiator of the team’s role to connect the dots for 

people to see how they connect to it. Communicating 
an inspiring vision for the people on the team and 

mapping what success looks like when it is achieved 
is a foundational element for congealing a group of 

people together and getting them geared up to work 
together in unison.   

1) 2)

Select a Leader 
The team’s leader does not have to be the person 
who invents the possibility and purpose for the 

team; it does need to be a person who accepts the 
responsibility for shepherding and guiding the team 

to success. The leader’s job is to be present—to be 
there for the team. The best leaders select the right 
people, inspire them towards a vision, and back out 
of the way during the planning stage—unless they 

are specifically asked for guidance.   

Establish Rules 
People need to know what is expected from them, 

and from the team. People need to know and 
understand where the boundaries are regarding 
decision-making, autonomy, and performance. 

Giving people the rules of the game before they 
agree to play it allows for people to opt in or opt 

out of the team and the game. Advanced clarity of 
expectations also reduces unnecessary problems, 
reduces ambiguity and confusion, and serves to 

mitigate poor performance and unwanted turnover 
on the team. 

3)

Select the Players 
Whether you are building an enterprise or a team 
of people to accomplish a project, it is crucial that 

you select the right people for the right roles, for the 
right reasons. When this happens people join the 

team for the right reasons; which is the baseline team 
engagement. When people are engaged, they have 
a strong desire to bring value—to be a contributor. 
They enjoy the type of work they are doing and are 

able to connect their work to the bigger picture. 
The best team dynamics happen when there is a 

variety of people who bring their uniqueness to the 
team. Beyond competencies and skills, it’s important 

to consider unique traits that each team member 
brings to the table and how those unique traits can 
be leveraged for optimal creativity and innovation. 

4)

Set the Level 
Level-setting allows each member of the team a new 
opportunity to begin again. During a level set, team 

members explore their limiting beliefs and barriers to 
working with others in a productive and effective manner, 

and do the necessary work to unpack those factors that 
get in the way. The team as a whole is challenged to 

work together in experiential learning in ways they never 
considered. 

Even the most effective, astute, and self-aware people 
discover limits that were previously hidden from their 

conscious view. The team lays out the pathway for 
the best way to work together, how they will resolve 

personality conflicts and internal challenges with 
dynamics on the team.  At the completion of the level set, 
the team creates a collective possibility for the team that 

is inspiring to each and every member of the team.  

5)
Planning 

The best approach for a leader during planning 
is to be a source for inspiration, questions, 

and guidance. Leaders who step too far in to 
planning create teams that are dependent 

on the leader and lack creativity.  If the leader 
notices a problem with the plan, rather than 

pointing it out, it is much more empowering to 
ask questions that provoke the team members to 
activate their critical thinking skills to answer and 

think potential challenges through.  

6)

Check in, Track Progress, Celebrate Success 
When people are aware of the milestone meetings and rely on regular feedback it reduces uncertainly and 

unnecessary stress. Laying out the stages of organizational effectiveness, beginning with what it means to be 
operating in formulation and concentration and then defining criteria for low, moderate and high momentum gives 

the team an opportunity to self regulate, correct and celebrate as they see fit. 

Utilizing a customized version of the agile methodology is an excellent means to keep progress on track and support 
the team in attaining momentum with their project, program or goal. Daily stand ups, bi-weekly declarations, and 
intention setting as well as bi-monthly retrospectives give teams a structure they can count on and gives the team 
healthy guardrails to work independently and remain responsibility to each other and the organization as a whole.  

While knowing and understanding are two very different distinctions, doing is the link that shifts knowing to 
understanding. For the impatient leader, doing may be a challenge because progress is most often only experienced 

incrementally. Building a high performance team is not about exponential breakthroughs, if they happen great; 
however if sustainability is your goal, impatience is your enemy. Teams respond best to a system that allows them 
to learn, move forward, fall, learn from mistakes, move forward again, and sustain progress over time. When high 

concentration and effort is celebrated and low momentum is acknowledged and genuinely appreciated, teams build 
confidence and fortitude to stay the course.  

7)

About the Author

Magi Graziano, as seen on NBC, 
is the CEO of KeenAlignment, a 
speaker, employee recruitment and 
engagement expert, and author 
of The Wealth of Talent. Through her 
expansive knowledge and captivating 
presentations, Magi provides her 
customers with actionable, practical 
ideas to maximize their effectiveness 
and ability to create high-performing 
teams. With more than 20 years’ 
experience as a top producer in the 
recruitment and search industry, she 
empowers and enables leaders to bring 
transformational thinking to the day-to-
day operation. For more information on 
Magi please visit www.KeenAlignment.
com

Click link to take a Fun, Free Quiz:  How Well Does Your Team Function?

https://www.labmanager.com/author/magi-graziano
http://www.keenalignment.com/
http://www.keenalignment.com/
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M A N A G E M E N T  S K I L L S

Give Your Employees 
Specific Goals
& the Freedom to Figure 
Out How to Reach Them 20

19
20
19
20
19

As more aspects of work become 
automated, it is increasingly important 
for people to focus on building skills 
that support creative and innovative 
tasks only human beings can perform. 
Efficiency is turning into the watchword 
of machines, and the opportunity for 
humans is work that addresses unseen 
problems and opportunities.

Such talk, in our experience, makes 
executives anxious. If we give people 
more freedom and responsibility, how 
do we know they will use it well? How do 
we know people will use freedom in the 
most productive way, rather than losing 
focus or wasting time and effort through 
lack of coordination?
Our answer is paradoxical: we need 
to specify more, and also, specify less. 
This means we need to be very explicit 
with employees about how we measure 
success and the metrics that drive it 
(specify more). Then, having stated 
clearly how success is measured, we 
need to allow employees to freely, 
creatively pursue ways to reach it (specify 
less).

This idea is not entirely new. The 
military idea of Commander’s 
Intent—a mechanism used to 
empower subordinates to initiate 
creative solutions—is known to foster 

adaptability and real-time problem-
solving. And the show Curb Your 
Enthusiasm substitutes a traditional 
script with an outline of major plot 
points, allowing the actors to improvise 
for comedy gold.

For those of us who are not military 
commanders or improv professionals, 
is specifying desired outcomes while 
creating more freedom really pragmatic? 
We believe the answer is yes. But 
practically speaking, this shift requires 
a fundamental change in mindset 
and management practices. Many 
executives have a good idea of outcomes 
they would like to specify.  And many 
intuitively appreciate the idea of being 
relentless on outcomes while creating 
freedom for execution. But where to start 
can seem mysterious. We suggest three 
steps.

1. Focus on the capabilities needed to 
step up performance improvement.

2. Redesign work environments to fos-
ter those capabilities.

3. Pursue high impact early initia-
tives and communicate, early and 
often, what it all means to your work-
ers.

Focus on the capabilities needed to step 
up performance improvement. Conditions on 
the ground matter (in the military and in business!). 
Certain conditions better foster sustained, extreme 
performance improvement. In such environments, 
we’ve found that workers had highly developed 
capabilities on two dimensions: exploring and 
connecting.

Workers with a strong propensity for exploration 
are better improvisers. They look forward to dealing 
with the unexpected as an opportunity to learn and 
have an impact. Capabilities related to exploration 
include curiosity, imagination, and creativity. To be 
good explorers, we must be willing to take risks and 
fail, since exploration doesn’t always yield anticipated 
results on the first attempt.

Workers who grow on the connection dimension are 
constantly seeking out others who can help them 
to do a better job. Capabilities related to connection 
include emotional and social intelligence. These 
qualities allow people to better communicate, share 
experiences with each other, and gain greater insight 
into what works and what doesn’t work in different 
contexts.

Importantly, while some workers may have greater 
propensity towards exploration and connection, these 
capabilities can be grown and improved with every 
worker.

Redesign work environments to foster those 
capabilities. Based on Deloitte research, only about 
13% of the U.S. workforce has the kind of passion 
that comes from high exploration and connection. 
Why are the levels so low? Many of us once had the 
capabilities required to explore and connect – just 
look at youngsters on a playground. But most of us 
have adjusted and adapted to the environments 
we’ve found ourselves in throughout our lives, from 
factory-like schoolrooms to workplaces that look like 
they’re designed for 19 century Taylorism. Despite 
layers of new technology and new thinking, many 
work environments have not meaningfully departed 
from this command-and-control structure. Today, 
many workers have adapted for rigid adherence to 
the standardized and tightly specified processes 
that come with it. In this culture, asking too many 
questions may be seen as a sign of weakness. (Haven’t 
you read the manual, watched the video, or searched 
around the internet?)

Yet the capabilities for exploration and connection 
remain within all of us. We may not have had an 
opportunity to exercise them in a while, but the 
appropriate atmosphere can draw them out and 
nurture them. Often, companies try to do this through 
open-seating arrangements, or by providing ping 
pong or pool tables. But those efforts will fail if the 
company is simply using them as window-dressing.

One example of redesigning a work environment 
comes from Pixar. When Steve Jobs was CEO, he 
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placed the food facilities and restrooms in the center of 
the newly-designed company headquarters. People were 
motivated to come together several times throughout the 
day. The food facilities were also scaled to create long lines. 
This encouraged people from different departments to strike 
up conversations while waiting for their meals, increasing the 
potential for serendipity.

Pursue high impact early initiatives. The next step is to 
choose some projects where this new management approach 
will have a tangible, noticeable impact. Rather than launching 
a lot of initiatives at the outset, focus on the few that have 
the greatest potential for impact. We would suggest an 
experimentation-based, five-step approach:

1. Select your focus area using a metrics that matter 
approach

2. Crowdsource hypotheses regarding approaches to 
redefining the work

3. Test hypotheses with experiments in the focus area
4. Measure results
5. Scale experiments

How do you identify your focus areas? Start by looking at the 
overall financial performance of the company and identify 
some of the biggest financial pain-points or opportunity 
areas.

As an example, imagine that revenue is not growing at the 
rate expected by investors.

That leads to a second level of analysis — operating metrics. 
A key here is to identify the operating metrics that appear to 
have the greatest impact in addressing your chosen financial 
metric. In this example, it might be customer churn rate 
— the company is losing customers at a high rate, making 
revenue growth challenging.

That leads to a third level of analysis — front-line metrics. 
What elements of front-line performance seem to be driving 
the disappointing operating metrics? In our example, it could 
be that the customer churn rate identified above is largely 
due to customer frustration when they seek help from a 
customer call center. Their questions aren’t being effectively 
answered, so they get upset and stop doing business with the 
company.

Now, we’ve been able to identify a group of workers and a 
work environment that appears to have disproportionate 
impact on the performance of the company as a whole. If 
we could redefine work for this group so that they are more 
effectively focused on problem-solving and opportunity 
identification — communicating clearly what this means for 
them and the organization, and what metrics we are using to 
measure success — imagine the positive cascade.  This could 
lead to higher customer satisfaction, which in turn would 
reduce customer churn rates, and make it much more feasible 
to drive revenue growth. That’s a very promising focus area  in 
the early stages.

We’ve used one example, but the focus could be on 
any group of workers within a company. 

The key is to find a promising place to start that, with 
relatively modest investment, can make a quick and 
tangible impact. This will garner the attention and support 
of senior executives of the company. Additionally, as more 
initiatives are launched, the more you will learn about 
approaches that yield the highest impact. You can then gain 
more opportunities to refine how you address the specific 
context of your workers at a particular point in time. In an 
organization with a symphonic C-suite – all the members of 
the C-suite working in harmony rather than in silos – those 
learnings will create a positive feedback loop of learning 
throughout the organization.

Redefining work at a fundamental level offers enormous 
opportunity today. Our global economy is going through 
profound changes. Companies who recognize that creating 
value requires more than efficiency will gain a competitive 
advantage. Organizations can increase the value they deliver 
to their customers and stakeholders, and individuals can 
achieve far more of their potential. We believe it is pragmatic 
to do this by specifying the outcomes you want, balanced 
with creating more freedom for the worker of the future.
________________________________________
John Hagel III is Founder and Chairman of the Deloitte Center for the Edge, 
a research center based in Silicon Valley. A long-time resident of Silicon 
Valley, he is also a compulsive writer, having written 7 books. His latest, 
with John Seely Brown and Lang Davison, is The Power of Pull: How Small 
Moves, Smartly Made, Can Set Big Things in Motion.
________________________________________
Cathy Engelbert is CEO of Deloitte US.
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M A N A G E M E N T  S K I L L S

As a provider of unique furniture solutions to 
laboratory facilities at major Fortune 500 companies 
for over 35 years, Formaspace has developed 
unique insights into the best practices used in 
today’s modern lab facilities. One key observation 
is the increasingly important (and diverse) role of 
laboratory managers.

Over the past 35 years that Formaspace has been 
working directly with Lab Managers, we’ve seen a 
lot of changes in the industry. Indeed, today’s lab 
managers wear multiple hats that require them to 
develop a broad set of effective management skills — 
ranging from chief problem solver to team facilitator.

If you are contemplating a career move into 
laboratory management or know someone that 
is, we’ve compiled a list of the top 10 effective 
management skills that every laboratory manager 
should master.

Let’s get started:

1. Laboratory Managers Need To Be  
     Good Business And Project Managers
 
Overview: Don’t get us wrong. We’re not saying 
scientific research has to be all business (some of 
the best discoveries have been made in unorthodox 
ways). Instead, we’re saying that the role of 
laboratory management is to provide services to 
the investigators in a reliable businesslike manner, 
in order to provide seamless support for scientific 
research (or related services functions, such as in the 
case of IT labs).

Scope of Activities:   Establish a vision and mission 
with both detailed short-term plans as well as 
long-term plans (5+ years out) that track progress 
on specific project goals, time management, and 
budgetary issues, such as income sources, spending, 
salaries.

Recommendations:  Lab Managers overseeing large 
laboratory settings (in universities, government or 
healthcare / pharma) might benefit from business 
classes or an MBA in order to manage complex 
budgets and other requirements. Certification from 

https://formaspace.com/laboratory-furniture/
https://formaspace.com/laboratory-furniture/
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PMI as a Project Management Professional (PMP) could also 
be helpful. Countless books, seminars, and online classes 
teach business management skills. If you are new to all this, 
then The One Minute Manager and Putting First Things 
First are two resources to look into.

2. Laboratory Management Typically Oversees  
      Acquisition Of Capital Equipment, Purchasing Of  
      Supplies And Services, And Inventory Control

Overview: In a small laboratory environment, much of 
this work will fall directly on the lab manager, who may be 
directly responsible for allocating budgetary funds (from a 
research grant for example). In larger organizations, the lab 
manager may have to interface with dedicated purchasing 
staff members. In either case, it’s important to adhere to 
rigorous government* policies that regulate service contracts 
as well as asset acquisition, use, and disposition activities.
(*Government contracts may require sourcing from 
vendors, like Formaspace, that are listed on GSA purchasing 
schedules.)

Scope of Activities: Set spending priorities during each 
budgetary cycle; identify requirements for capital equipment; 
investigate vendor options; ensure timely ordering 
procedures for consumable supplies (including bidding out if 
required); establish service contracts (such as for disposing of 
hazardous wastes); negotiate with the company or institution 
hosting the lab over assigned overhead costs to be borne by 
your budget; set up inventory tracking and control system as 
well as establish procedures to protect valuable or potentially 
dangerous assets from misuse or theft.

Recommendations: In addition to the recommendations 
for business and project management, new laboratory 
managers might look into taking classes in purchasing 
management. If you are working with the government or 
military, look for online seminars and guides (from the GAO, 
GSA, etc.). Establishing friendly contacts with the purchasing 
department of your company or institution early on is also a 
good idea (rather than waiting until there is a confrontational 
issue at hand). Ideally, you will be able to find a mentor 
who can help you understand the ins and outs of rules and 
procedures already in use at your institution or company.

3. Laboratory Managers Need To Develop Effective  
      Management Skills In Public Relations And  
      Internal Communications

Overview: Do you wonder why some laboratories always 
seem to be promoted in the news, or they have widespread 
support throughout the entire organization? Conversely, 
have you witnessed reports of laboratory errors or accidents 
that made the news and put the lab in the worst possible 
light? These are just two examples of how good (and bad) 
public relations and internal communications programs can 
affect your laboratory workplace.

Scope of Activities: Public Relations generally refers to a 
wide range of communication programs directed outside the 
organization (from community relations, to press coverage, 
to trade fairs), while internal communications programs 
are directed at internal audiences (to educate and promote 
positive awareness of your activities). Depending on the size 
of your organization, you may need to liaise with existing 

communications teams (or external agencies), or you may 
need to develop these resources yourself.

Recommendations: Generally speaking, having a robust 
external and internal communications program (assuming 
your work is not classified or a trade secret) will help win 
over support for activities taking place in your lab (which can 
be very useful at budget allocation negotiations). Working 
with your existing communications team (if any), you should 
consider hosting press events, public tours (if appropriate), 
provide useful press releases and social media postings to 
gain local (if not national) coverage. Consider providing 
media training to lab researchers (such as lead investigators) 
to improve their ability to communicate in language that 
targeted audiences can understand — using video recordings 
for feedback sessions can be very useful. Practice in advance 
how you would respond to a crisis (such as an accident or 
another adverse incident) by conducting realistic dry runs on 
how to communication with the press during that time. Make 
sure you know the private cell numbers of key administration 
staff who will need to be looped in at short notice.

4. Laboratory Management Is Often In Charge Of 
       Education And Staff Development Programs For
       The Lab Team

Overview: Face-to-face meetings at scientific conferences, 
scientific journal subscriptions, and training classes are a 
few examples of education and staff development programs 
that will help lab team members grow in their field while 
improving morale at the same time.

Scope of Activities: Participation in most education and 
development programs (such as conferences and training 
classes) should be planned far in advance.  Managers will 
need to identify and prioritize which activities and purchases 
will provide the most benefit for the lab —  as well as make 
judicious choices for who will participate. Associated costs — 
ranging from time away from the lab to subscriptions, tuition, 
admission and travel expenses — will need to be budgeted 
for in advance.

Recommendations: Joining the relevant scientific or trade 
associations that govern your lab’s area of interest is a good 
place to start. Don’t overlook participation in standards 
committees or governing boards (if relevant) if you are 
looking for ways for your team members to network or raise 
your organization’s profile. Identifying mentors who can 
provide guidance to lab team members is another good 
approach. If travel expenses are an issue, but you have good 
facilities for hosting guests at your company or institution, 
consider creating your own event to bring relevant experts 
to your facility (this is an ideal initiative for lab interns to 
organize and run).

5. Successful Laboratory Managers Need To Learn  
       How To Write And Administer Grants As Well As 
       Protect Intellectual Property (IP)

Overview: As funding for major government-sponsored 
scientific grant programs faces further budgetary cutbacks, 
competition for limited grant monies has never been tighter. 
At the same time, there is increasing emphasis on the value 
of licensing Intellectual Property (IP) derived from important 
scientific discoveries.

Scope of Activities: As a laboratory manager, you may need 
to oversee grant writing activities; for many laboratories, the 
future of the lab itself may be on the line if funding sources 
cannot be identified. In cases where grants are awarded, the 
lab manager may also have some level of responsibility for 
administering the grant, including certifying that research 
activities are in compliance with the applicable statutory 
governance requirements before grant monies are issued. 
Protecting Intellectual Property (IP) is another responsibility 
that may require the lab manager’s oversight. Tasks here can 
range from making sure that the lead investigator’s scientific 
notebooks are secured and documented properly as well as 
interfacing with IP attorneys or technology transfers teams 
(now common at many research universities) who may seek 
to license valuable scientific discoveries.

Recommendations: Many Lab Managers will turn to grant 
specialist to write grant applications as well as manage grant 
funding, which may require adherence to proper accounting 
procedures and issuance of timely reports. Successful grant 
writing is a skill that can be learned with time; serving on a 
grant selection committee (many positions are open to the 
public) is an ideal way to learn about the grant evaluation 
and award process from an insider’s perspective. Reach out to 
your institution’s Intellectual Property team to learn the best 
practices for protecting scientific discoveries and maximizing 
licensing opportunities, if applicable.

6. Laboratory Management Typically Interfaces  
       Directly With Infrastructure And Facility  
       Management Teams

Overview:  As a laboratory manager, you will have some level 
of responsibility with respect to maintaining the lab facility’s 
physical infrastructure as well as providing input/oversight 
on necessary renovations or new construction plans. Your 
exact role will depend on a number of factors, including 
the size and organizational structure of the institution or 
company. In some cases, you may be in charge of the project, 
in other cases, you may represent the lab’s interests as a 
representative member of a larger team.

Scope of Activities:  Manage or provide input to 
departmental functions or external consultants and vendors, 
ranging from Facilities Manager (FM), Maintenance Teams, 
Utility Providers, Equipment and Hardware Vendors, Interior 
Furnishing Vendors (such as Formaspace!), Architects and Lab 
Designers, Interior Space Planners, to Builders / Construction 
Contractors.

Recommendations: To be effective advocates for the 
laboratory, laboratory managers need to know detailed 
information about what their lab facility requirements are, 
now and into the future. For example, if you operate testing 
equipment that is highly sensitive to vibration, you need to 
make sure that construction projects nearby do not create 
vibration levels that interfere with experiments. We also 

recommend getting advice from partners with extensive 
laboratory design experience, such as Formaspace Design 
Consultants. They can advise you on new ways to make 
your laboratory layout more efficient and flexible, such as 
using our new customizable and adjustable FabWall™ wall 
partition systems.

We understand your research lab is going to change, so we’ve 
made our FabWall™ to evolve to your needs today and into 
the future. These lab partition wall modules are customizable 
through materials, colors, size, and have continuous flexibility 
once installed.

7. To Advance Up The Career Ladder, Laboratory 
       Managers Need To Demonstrate Innovation And  
       Technology Leadership

Overview: Given the wide-ranging responsibilities of being 
an effective laboratory manager, it’s easy to overlook the 
need to maintain and strengthen your own capabilities. 
In addition to looking out for the education and career 
development of laboratory staff, successful laboratory 
managers also need to develop their own expertise as 
innovation and technology leaders.

Scope of Activities: Dedicate sufficient time and budget 
to improve your own laboratory science skill set. Examples 
include keeping up to date with the latest research software 
programs, next-generation lab testing hardware, new 
experimental methods, and protocols, as well as advances in 
big data analysis tools.

Recommendations: In addition to improving your 
marketable skill set as a laboratory manager, you will have 
much more credibility as a leader if you become proficient 
in the latest research technologies. Also, if you have not 
done so already, considering integrating a Makerspace into 
your laboratory. This can speed up innovation by making it 
possible to create sophisticated, custom test equipment and 
prototypes on site.

8. Laboratory Managers Also Serve As Front-Line  
       Personnel And Hiring Managers

Overview: Like managers in other fields, laboratory 
managers face ongoing challenges in recruiting and 
managing staff. Many will find that qualified candidates 
with desirable technical skills are in high demand. Other 
challenges include managing multi-generation staffs, as more 
and more Baby Boomers retire and Millennial generation (and 
even younger Gen Z) employees enter the workplace.

Scope of Activities: If you are a first-time people manager, 
you may underestimate both the importance of this role and 
the time required to do the job properly. You will need to 
provide encouragement and direction to staff members for 
them to achieve their potential. Alternatively, you may need 
to provide necessary guidance (or remediation measures) 
to employees who are not performing. You may even need 
to terminate those who cannot get back on track. All of 
this needs to be done in accordance with your institution’s 
policies as well as applicable labor law.

 Recommendations: Take advantage of the extensive range 
of available resources on personnel management (available 

Many Lab Managers will turn to grant 
specialist to write grant applications as 

well as manage grant funding, which may 
require adherence to proper accounting 

procedures and issuance of timely reports

https://formaspace.com/fabwall-lab-partition-wall-modules/https:/formaspace.com/articles/laboratory-furniture/formaspace-launches-fabwall-at-pittcon-2017/
https://formaspace.com/fabwall-lab-partition-wall-modules/https:/formaspace.com/articles/laboratory-furniture/formaspace-launches-fabwall-at-pittcon-2017/
https://formaspace.com/articles/laboratory-furniture/building-makerspace-education/
https://formaspace.com/articles/laboratory-furniture/building-makerspace-education/
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in books, online classes and more). Work closely with your 
HR department. Try to identify a mentor who can guide you. 
Learn how to manage different generations working together 
in a laboratory. Implement regular communication programs 
(such as meetings) — even if it feels like ‘over communication’ 

to you. Provide timely feedback and establish clear 
performance review criteria. Use employee reviews to learn 
about your strengths and weaknesses as a manager. Pay 
particular attention to managing up, such as to your own 
boss(es), which may include the Lead Investigator of the 
laboratory.

9. Lab Safety And Animal Welfare Are Key  
       Responsibilities For Laboratory Management

Overview: Laboratory environments can be inherently 
dangerous. Wet labs, for example, may require working with 
combinations of biological pathogens or noxious chemicals 
that require deploying extensive safety measures to protect 
workers, ranging from fume hoods to full isolation suits. The 
potential addition of laboratory test animals (a controversial 
subject) requires additional safeguards and safety vigilance to 
protect their welfare.

Scope of Activities: While it’s commonly said that “Safety 
is Everyone’s Responsibility,” the reality is that laboratory 
managers will shoulder a great deal of responsibility for 
providing a clean, organized, and safe place to work. Good 
lab managers will demonstrate safety practices by example. 
Safety training and regular oversight are also critical for 
accident prevention. Depending on the type of laboratory 
work undertaken, there will likely be industry or discipline 
specific safety guidelines and procedures that need to be 
implemented.

Recommendations: Our view, here at Formaspace, is that 
safety begins with well organized, uncluttered workspaces 
kitted out with ergonomically appropriate seating and work 
surfaces. (Learn more about our ergonomic fully adjustable 
furniture here.) When everything planned out and stored its 
proper place, there is less potential for missteps. Talk to your 
Formaspace Design Consultant about how to conduct a 5S 
analysis of your laboratory, which may reveal ways you can 
reorganize your storage and workspaces to make them more 
efficient and safer.

10. Laboratory Managers Play A Key Role In  
          Advancing Scientific Research

Overview: You may have noticed we’ve saved what may have 
been your original concept for what a lab manager does for 
last: the actual science part. This is our way of emphasizing 
how many different responsibilities fall on today’s laboratory 
managers.

Scope of Activities: In research lab environments, the role of 
the lab manager is to help make new discoveries in science 
— by serving as a facilitator working on behalf of the entire 
laboratory research team. A mindset focused on providing 
service to others — in each of the areas identified above 
— is a pretty sound description of the broad range of tasks 
and responsibilities that fall on the shoulders of today’s lab 
managers.

Recommendations: As you grow in your abilities as a 
laboratory manager, take stock of your contributions on a 
regular basis. Are you too focused on some aspects of the 
job at the expense of others? Take the time to reach out to 
experts in different fields to learn the latest techniques and 
methods. As you become more confident in your abilities, 
take the opportunity to provide mentoring opportunities to 
‘green’ lab managers who are just starting out in their own 
careers.

We Salute The Professionalism And Contributions 
Of Today’s Laboratory Managers

As you can see from the extensive outline above, today’s 
laboratory managers are called upon to do more than ever as 
part of their day-to-day responsibilities.

Reprinted with permission from FormaSpace. Original article can 
be seen at https://formaspace.com/articles/wet-lab/how-to-be-a-
successful-lab-manager/

Need help achieving results in your laboratory?Formaspace is 
a resource you can depend on.We have experience developing 
unique laboratory solutions for Fortune 500 companies, ranging 
from Quest Diagnostics, Johnson & Johnson to GlaxoSmithKline.
Our Formaspace Design Consultants are just a phone call away — 
contact us below for a free consultation that can help you work 
smarter, safer, and more efficiently at your own lab facility.

While it’s commonly said that “Safety 
is Everyone’s Responsibility,” the 

reality is that laboratory managers 
will shoulder a great deal of 

responsibility for providing a clean, 
organized, and safe place to work

When you think about how this person can inspire and motivate 
others, think about the skill set that allows them to do that. What 
comes to mind? Are those skills are teachable?

Is your organization helping managers to develop leadership skills 
where they may be lacking? Or do you solely focus on trying to find 
natural-born leaders from outside your walls, missing the potential 
that’s already there?

If your company is spinning its wheels with high employee turnover 
or a continually disengaged workforce, then it’s probably time to 
take a hard look at how you help your managers be strong lead-
ers. Providing leadership training to managers has a multitude of 
benefits to your organization, and one of the biggest benefits is 
building a culture of trust and respect when you invest in talent 
development.

Improve Engagement with Trusted Leadership
We all know that employee engagement is a major factor in how 
well your business performs, but why exactly is that?

Here are just a few stats:
• Engaged employees are twice as likely to help others.
• They’re two-and-a-half times more likely to stay late.
• They’re three times more likely to do something good, even if it’s 

not expected of them.
• They’re five times more likely to recommend their employer to 

others.

Engaged employees generate better business results across the 
board, and they stay longer with a company when they’re satisfied 
with their leaders.

According to Barna: “Employees who don’t respect their leaders—
who classify their supervisor as a bad one—are more than twice as 
likely as those with a good supervisor to say they plan to look for a 
new job within the next year.”

Training Tactics 
for Developing Your Managers’ 
Leadership Skills
Do you know someone who seems to be a born leader? Maybe they’re a family member, or former schoolmate, or a cur-
rent colleague. Perhaps you’re lucky enough to have them as your manager right now.
 
Text by Krista Brubaker

https://formaspace.com/articles/laboratory-furniture/dos-donts-wet-lab-dry-lab-users/
https://formaspace.com/articles/laboratory-furniture/dos-donts-wet-lab-dry-lab-users/
https://formaspace.com/articles/laboratory-furniture/use-custom-lab-furniture-in-clinical-medical-laboratory/
https://formaspace.com/articles/laboratory-furniture/use-custom-lab-furniture-in-clinical-medical-laboratory/
https://formaspace.com/articles/laboratory-furniture/use-custom-lab-furniture-in-clinical-medical-laboratory/
https://formaspace.com/articles/wet-lab/how-to-be-a-successful-lab-manager/
https://formaspace.com/articles/wet-lab/how-to-be-a-successful-lab-manager/
https://www.barna.com/research/the-different-impact-of-good-and-bad-leadership/
https://www.bizlibrary.com/author/kbrubaker/
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“The best executive is the one who 
has sense enough to pick good men 
to do what he wants done, and self-

restraint to keep from meddling 
with them while they do it.” - 

Theodore Roosevelt

They also found that 33 percent of Americans say 
poor leadership is the most stressful part of their 

jobs.

Those numbers are important because they highlight the 
high correlation between effective leadership and employ-
ee engagement. It shows the importance of having highly 
trained leaders who have garnered the respect of their em-
ployees, and who foster an environment that engages people 
and produces loyalty.

So, how do we develop this kind of leader in our 
organizations?

Build Up Those Crucial Skills
Several core skills are important for managers to motivate 
and lead their teams effectively. These skills take time to de-
velop and master, but that’s okay. There is always going to be 
room for improvement.

Communication
Communication skills include active listening, courageous 
conversations, good written communications, emotional 
intelligence, and follow-up. Communication skills are the first 
step toward taking leadership and management theories and 
putting them into practice.

Coaching
There’s a difference between knowing how to do something 
and teaching someone else how to do it. Coaching requires 
a greater degree of mastery. Teams find success when their 
leader understands how to give feedback on both the techni-
cal and motivational aspects of their work.

Collaboration and Teamwork
Leading collaboration is different than being an individual 
contributor. Leaders need to recognize the contribution of 
each team member and encourage their participation. Good 
managers and leaders listen more than they talk, facilitating 
conversations around ideas and strategy instead of giving 
commands.

Goal Setting
Goal setting is a fine art — balancing difficulty with achiev-
ability is tough, but it’s a highly valuable way to motivate the 
team and individual employees.

When you’ve taken steps to identify which skills a manager 
needs to build upon, choose one to focus on. You’ll want to 
fill the most important gaps first. Don’t overwhelm managers 
by pointing out every area where they need to improve. Iden-
tify the skill that will have the greatest impact on their specific 
role and start there.
This could be teaching a technically advanced manager 

better delegation skills, or helping an up-and-coming leader 
develop presentation skills to improve communication. When 
you’ve chosen leadership or management skills to focus 
on for each individual, then you can set them on a path for 
improving those skills and seeing greater engagement from 
their teams.

Providing training for your managers helps them improve 
these important managerial and leadership skills. Training 
also gives them a framework for processing their previous 
work experience, letting them develop effective, meaningful 
insights to inspire their team members in the future.

While there’s no substitute for experience, new leaders need 
more than a trial-by-fire training when learning new skills. 
Formal training provides a space to get them the feedback 
they need to improve as a manager and leader.

How to Lay Out Your Leadership Training
When it comes to leadership skills, there are many ways to 
learn. Think about the skills your individual managers need to 
develop, and how you can use each of these training meth-
ods and opportunities to help them build those competen-
cies.

Technology
Train your managers in the specific technological tools you 
use in your organization, including communication platforms, 
project management platforms, reporting tools, etc.

Mentoring/Coaching
Connect managers with an experienced mentor who can give 
them honest feedback and provide managerial and leader-
ship tips.

One-on-Ones
Don’t let feedback wait for performance reviews! Set up 
one-on-one meetings between upper management and 
your managers at fixed intervals — every one to two weeks 
typically works well for this type of meeting. Use the time to 
make sure that your managers are on the same page, and to 
provide additional coaching.

Performance Reviews
This is a great time to review your managers’ long-term goals. 
Talk about what’s going well and what needs work.

Peer Feedback
Encourage leaders in your organization to get together and 
share tips and tricks that are necessary at their level, whether 
it’s frontline, mid-level, or senior leadership.

Individual Development Plans

• Create a plan for each manager that asks:
• What are my objectives?
• What activities should I participate in?
• What resources will be helpful?
• How am I going to measure success?
• What am I going to get done?

This style of training forms better connections between lead-
ers and their teams, their peers, their own career and personal 
development, and the company as a whole.

Developing leadership skills is an ongoing effort at every 
level of management. Whether you’re working with high 
potential employees, new supervisors, mid-career managers, 
or leaders who have been in the role for decades, the ev-
er-changing workplace requires leaders to continually look 
at how they can build their skills to better inspire and engage 
employees.

Reprinted with permission from BizLibrary. This article was 
originally published at www.bizlibrary.com  - Training Tactics 
for Developing Your Managers’ Leadership Skills

ABOUT
BizLibrary is a leading provider of online learning for growing 
organizations. Our award-winning microlearning video library 
engages employees of all levels, and our learning technology 
platform is a progressive catalyst for achievement. Partnered with 
our expert Client Success and Technical Support teams, clients are 
empowered to solve business challenges and impact change within 
their organizations. To learn more, visit www.bizlibrary.com.
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SAVE THE DATE 
 

DON’T MISS OUT ON THE INFORMATIVE 
MANAGMENT PRESENTATIONS AND 

NETWORKING IN SUNNY  
CLEARWATER BEACH FLORIDA! 

 
KICK OFF PARTY ON THE BEACH  

MONDAY APRIL 8TH 6-10 PM  
GLOW IN DARK GAMES AND MUSIC!  

 

 

2019 LAMA/ATA 
35th Annual 

Meeting 
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management talks 
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