





















































































































































u7
advantage in doing this through the assessment center rather than on the
line is that the assessor sees all candidates in standardized behavior
situations and all members of the assessment staff consider the same be-
havior.

In a test of the assessment center concept, Michigan Bell Telephone
Company compared the performance of the First Uo men appointed to manage-
ment after having gone through the assessment center with the last UO men
appointed before the assessment center was put into operation. An overall
rating of the performance of the men in each group revealed that about
twice as many in the assessed group than in the control group were doing
a better than satisfactory job.

In another analysis of the program appearing in Fortune, Robert Al-
brook reported:

Bell has only experimented with assessment of college graduates,

who it hires directly into managerial training, and with assessment

of white-collar candidates for advanced management jobs. But in

theory, Bray believes, assessment could be useful at alternate steps
of the managerial ladder well up into the executive hierarchy.

Bray has followed the careers of a group of new college-trained em-

ployees assessed as part of a research program that began in 1956.

The results were kept secret so that they wouldn’t influence the

men’s promotions. OF those who were judged likely to reach middle

management, in ten years, 70 percent actually made it. Of those

who were judged incapable of reaching middle management, only 30

percent made it. "If we’d used those predictions in hiring,” Bray

observes, "we could have turned down the poorer half of the appli-
cants and not lost too many of the guys who turned out well."33

Formal training as a predictor of potential.— Possibly no other in-
dustry offers as much in terms of industry course work and training pro-
grams of various kinds as does the insurance industry. Virtually every

insurance speciality has a course of education to help prepare novices and

career employees alike for future responsibility.

33Albrook, p. 108



In attempting to determine how extensively such educational activities
are used to identify managerial potential, a question was included in the
author’s study on whether or not completion of insurance industry courses
is a consideration in this respect. An explanation of the question pointed
out that our concern was not with whether these courses were offered, but
in how meaningful the results were for managerial potential identification
purposes. While 59 percent of the firms replied that these courses were
used for this purpose, based upon the comments made in regard to the require-
ments established for judging potential, one would suspect that they serve
as only a loosely defined guideline at best, and in most cases are not an
essential factor for purposes of identifying potential, and in many firms
are not required for advancing into management ranks. Typical responses were

Completion of courses recommended to all management candidates.

They are only a guide to identifying managerial potential and grades
are usually not a matter of record.

In some areas these are considered essential for advancement.
They are not regarded as a significant part of our identification
process. The full range of industry courses are offered to appro-
priate home office personnel. In seeking to identify future managers,
we review the educational records on the theory that a future manager
must have an interest in the business and sufficient intelligence to
do reasonably well with industry courses. We have not set any ex-
pected levels of achievement except that all trainees are expected
to pass the basic parts of the LOMA insurance education program.
Another question dealt with the completion of formal iIn-company man-
agement training courses in the same light. The result was much the same
with far fewer companies (21 percent) offering such a program. A question
concerned with the use of a university-sponsored management training course
was answered by all respondents in the negative. Thus, course work of this

kind appears not to be a consideration in the assessment of managerial

potential.









51

necessary If such recognition is forthcoming. Others indicated that
part of their reluctance iIn communicating such information to the
individual himself was the danger of developing a 'crown prince cadre"

with possible morale problems for those not so designated.



1. SUMVARY AND CONCLUSIONS

People are the ultimate source of renewal .— The shortage of manage-
ment manpower plaguing business today will very likely continue for the
foreseeable future. Those companies in any industry that are able to
identify their potential managers early will be in the best position to
not only develop them for the future, but to take those actions necessary
to conserve their management resources.

The lack of a formal approach to management development in much of
the life insurance industry is an indication of work to be done. Granted,
many life companies are small in terms of personnel and informal methods
have long been successful. But if two-thirds of the 50 largest firms
indicate that they do not have a well-conceived plan for the identifica-
tion and development of managers, it is a small wonder that the industry is
experiencing higher and higher turnover rates among young college graduates
and is having increasing difficulty in attracting the high calibre student
on campus. If the life insurance industry is to recruit its share of young
talent, it must be prepared to offer challenging assignments today with
a reasonable promise for the future.

John Gardner, former Secretary of the Department of Health, Educa-
tion and Welfare made the effective recruitment and development of talent
his first rule in a prescription for preventing organizational dry rot.

He wrote:

People are the ultimate source of renewal. The shortage of able,
highly trained, highly motivated men will be a permanent feature
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of our kind of society; and every organization that wants its share

of the short supply is going to have to get out and fight for it.

The organization must have the kind of recruitment policy that will

bring in a steady flow of able and highly motivated individuals.

And it cannot afford to let those men go to seed, or get sidetracked

or boxed in. There must be positive, constructive programs of career

development.3"

There appears to be general agreement in the life iInsurance industry
as to what activities are involved in management jobs and as to the desir-
able qualities prospective managers should have. This suggests that the-
oretically the industry has an awareness of the job to be done, which
should help considerably in developing the means for doing it. However,
individual companies should beware of engaging In such activities in
imitation of what has been good for someone else. What works for one
firm may be a total failure in another company with a completely differ-
ent management climate. Unless the identification and development
effort is tailored to the needs and resources of the company using it,
any success it enjoys will be almost accidental.

The work being done by the Life Office Management Association in this
area is encouraging. Within the next year, results of the association®s
study started in the mid-195>0s may provide conclusive evidence that some
of the tools being tested do indeed predict management success. What-
ever the results of this study, the industry will have valuable new infor-
mation and very possibly, some very useful and tested devices to assist
in this important undertaking.

Four considerations.— Certainly, identifying managerial potential is
far from a science. The selection process, however, can be and has been

-~John W. Gardner, "How to Prevent Organizational Dry Rot,"™ Harper-®s
Magazine, (October, 196£), p- 20.






tion of the center could be handled by a trade association such as LOMA.

2. In identifying managerial potential the organization should not
approach it with the idea of making a commitment for all time. Any such
program shnuld be subject to constant review, both in terms of its
methods and its results. [If a particular method is not producing sat-
isfactory results it should be replaced. [If on the other hand, predic-
tions of management success do not materialize for individual candidates,
they, of course, should be removed from further immediate consideration.
The program should never be thought of in terms of excluding individuals,
however, who have not shown up well when attempts were made to identify
potential, but who subsequently show promise. The point is that flexibility
in all respects is a prime requirement. This combined with constant re-
view and reevaluation will provide the kind of timely effort necessaiy
in a dynamic organization.

3. While larger organizations tend to approach such problems on a
more formal basis, even the smallest of Ffirms should take an organized
approach to the identification of managerial potential and its subsequ-
ent development. This is not to say that any firm should have an over-
abundance of unnecessary gimmicks simply for the sake of looking up-to-
date. It does suggest that regardless of the size of the firm, it should
be planning for the future and setting manpower goals and objectives for
making sure the future arrives in a reasonably acceptable form. In terms
of management, this simply means knowing what is going to be needed, when
it"s going to be needed, and organizing to.meet the need, whether its for

three or three hundred.



APPENDIX A
QUESTIONNAIRE USED IN SURVEYING
50 LARGEST LIFE INSURANCE
COMPANIES
ON TECHNIQUES USED IN
EARLY IDENTIFICATION
OF

MANAGERITAL POTENTIAL

56



ﬂm_B_‘rf
ited Bareit Life Insrace Gonpary B Hine Cifice Faremat 33d Stret, Qg Ndrad@ 6831 B\ J. St Greimvan of the Board B Gle E Davis Rresd

September 24, 1968

As a representative of one of the fifty largest life insurance firms listed in the
1968 Fortune directory, you are invited to participate in a study"of the techniques
currently being used by life insurance companies for early identification of man—
agerial potential.

Our industry has long been a leader in industry education and management develop—
ment. Needless to say, the first step in developing managers is selecting those
who are to be developed. Not that there are any surefire methods available that
will assure us that the young people who meet certain criteria today will automat—
ically become tomorrow"s managers, but your firm may have designed early identifi—
cation methods or techniques that are helping to improve your batting average. It
is the purpose of this study to catalog, explore and discuss the various means in
use in our industry today.

Whether your program is concerned with college recruits, entry level employees,
young men and women who have several years of service with your company, or all of
these, your answers to a number of pertinent questions on the subject will be mean—
ingful and your participation in the study is encouraged. For this reason, | am
enclosing a survey form and earnestly request you to complete it and return it to

me in the stamped, preaddressed return envelope at your earliest convenience. If
you feel the form would more properly be completed by someone else in your firm,
please route it to that person. Individual company responses will not be revealed

without permission of the firms involved. Answers will be reported in groups or
categories.

My own interest in conducting this study is based on a number of considerations,
the most important of which are:

1. I am an MBA graduate student (evenings) and have selected this as a re—
search topic to satisfy the independent study requirements for the MBA
degree.
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2. This appears to he an area of study which will provide meaningful and
needed information for the industry.

3. My own firm is currently exploring new ways of dealing with this universal
problem.

I plan to share the findings of this study with interested companies. Please indi—
cate on the survey form in the space provided if you desire a copy of the survey
results. To provide the report at the earliest possible date, | am urging you to

return the form within the next few days.

Sincerely,

John R. Dixon
Assistant Personnel Manager

Enc.
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You may recall having received the enclosed questionnaire last month.
Possibly it was laid aside with the thought that you might return to
it later, or maybe you passed it along to someone else in your firm.
In any event, we have not yet received a reply from your firm.

Since this study is limited to the 50 largest life insurance com—

panies, it is especially important that we have a high percentage of

replies. May | impose upon you once more by asking that you return

a completed survey form at your earliest convenience? A preaddressed
» return envelope is enclosed for this purpose.

As mentioned in my earlier letter, | plan to share the findings of
this study with interested companies. If you want a copy of the survey
results, please indicate in the space provided on the survey form.

Your participation is encouraged and will be sincerely appreciated.

Sincerely,

John R. Dixon
Assistant Personnel Manager

JS
Enes.
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A STUDY OF EARLY IDENTIFICATION OF
MANAGERIAL POTENTIAL IN THE LIFE INSURANCE INDUSTRY

Name of Company,

Address

STREET CITY STATE ZIP CODE

Number of employees Number in management positions,
O Includes sales agents (above first-line supervision)
“"NUMBER

O Does not include sales agents

Name of person completing questionnaire.

Title
O Single home office location
O Regional home offices (number )
| - GENERAL
formal L]

1. Does your organization have a .
informal

] approach to management development?
If your firm has a formal program, would you describe briefly the functional areas
covered such as "total" firm, actuarial, sales, underwriting, claims, etc. (If
your firm has more than one program, the one which this survey is most interested

in is that which is broadest in terms of functional areas covered and tends to develop
management generalists rather than specialists.)

2. Please check any of the factors below which play a significant part in the identifi-
cation of potential managerial talent in your organization.

O Tests

O Simulation (management games, such as in-basket games, etc.)

O Education (major, minor, degree, grades)

O Interviews

D Performance on nonmanagerial assignments

0O Performance on special assignments or projects given as a test of managerial
potential

0O Successful completion of a formal in-company management training program

O Successful completion of a formal university management training program

O Assessment center

O Insurance industry courses

D Personal characteristici

O Other (please specify)




Il - TESTS

1. Are tests used for early identification of managerial potential ?

O Yes O No

2. Tests to identify managerial potential are used: (Check as many as apply.)

oUoodoo

Prior to employment
After employment as a matter of routine in identifying all potential managers
Prior to consideration for advancement to any position beyond entry level

Prior to consideration for advancement to supervisor or management positions only
Other (please specify)

3. In identifying managerial potential, tests are used to measure or assess: (Check as
many as apply.)

Oooood

Values and interests
Intelligence
Aptitudes

Personality

Business knowledge
Other (please specify)

Please list all tests used to identify managerial potential, test developer, precise

factor or quality measured by test, and an evaluation of test's worth.

For our purposes
this test has been
(circle one)*

Test
Developed by Measures E G F
Test
Developed by Measures E G F
Test
Developed by Measures E G F
Test
Developed by Measures E G F
Test
Developed by Measures E G F

* Excellent - Good - Fair
5. In using information developed from tests (check only one),

O

O

we have established critical cutting scores which automatically eliminate non-
qualifiers from further consideration for management positions.

we have established critical scores, but do not rigidly adhere to them,
depending upon the candidate's other qualifications.

test scores are used only as an additional source of information about the man-
agement candidate, but carry no more weight than such other considerations as
performance on nonmanagement jobs, educational background and others.

2



O None of these (please comment.)

Il - SIMULATION

Simulation for purposes of this questionnaire is defined as management games (such as an
in-basket exercise, operation of a hypothetical company, etc.) designed to assess an
individual's ability to lead, plan, organize, delegate and, in general, act as manager.

1. If your firm utilizes simulation as a means of identifying managerial potential, would
you please describe briefly how it is used and your opinion of its value for this purpose.i

IV - EDUCATION

1. Does your firm require a specific level of educational achievement (such as high
school graduate, two years' college, college degree) for all candidates for
managerial positions?

O Yes O No
If "yes,1level required:

High school

Some college
Bachelor's degree
Graduate degree

oOoog

2. If some college or a college degree is required or preferred in managerial candidates,
is your firm more interested in certain degrees or major courses of study than others?

O Yes D No

If "yes,"” would you please list, in order of preference, your first three choices of
degree or major most preferred for managerial candidates.




3. If some college or a college degree is required or preferred in managerial candidates,
does your firm adhere to a minimum acceptable grade-point average?

O Yes O No
If "yes,"” minimum acceptable is:

= 2.0
o 2.5
O 3.0
O Other —

PLEASE SPECIFY

V - INTERVIEWS

1. Does your firm conduct interviews for the specific purpose of identifying managerial
potential ?
O Yes O No

2. If the answer to Question 1is "yes," are these interviews conducted by a person
especially equipped by education and training to conduct such interviews?

O Yes D No

|f "yes," would you indicate the educational background or type of training of
the person involved.

3. Are these interviews structured so that essentially the same questions are asked of
all candidates?

O Yes O No

4. Would you discuss briefly your opinion of the value of interviewing as a tool in
early identification of managerial potential? 1

VI - PERFORMANCE

1. Does your firm consider performance in nonmanagerial positions in attempting to
identify managerial potential?

O Yes D No

If "yes," would you indicate what methods have been established by your firm
to evaluate individual performance.

O Trait-oriented performance appraisal

O Result-oriented performance appraisal

O Line managers recommendation based on personal experience working with the
individual

O Other (please specify)




2. Does your firm make special assignments (special projects, research studies, temporary
one-time jobs, etc.) to test the managerial skill of potential managers?
O Yes O No

If "yes," please describe briefly the kinds of assignments and the criteria for
measuring success.

VIl - FORMAL TRAINING

Most insurance firms offer a broad selection of industry study courses such as LOMA, CLU,
HIAA, etc. Our concern here is not whether these courses are offered, but in how meaningful
the results are in identifying managerial potential.

1. Is completion of insurance industry course work (LOMA, CLU, HIAA) used by your
firm to identify managerial potential?
O Yes O No
If "yes," please indicate specific courses (LOMA, CLU, HIAA, etc.) and expected

level of achievement by those considered to have managerial potential (for
example: LOMA | and Il, must pass or must pass cum laude, etc.).

Are these courses organized on a basis of O self-study, 0O class study or
O other (please specify)?

2. Is completion of a formal in-company management training course(s) used by your
firm to identify managerial potential ?

O Yes O No

If "yes," would you describe the course(s) briefly and indicate criteria used to
evaluate success.

3. Is completion of a formal university-sponsored management training course used by
your firm to identify managerial potential ?

O Yes O No

If "yes," would you describe the course, the university offering it and the
criteria used to evaluate success.




VIl - ASSESSMENT CENTER

Some firms combine a number of the early identification techniques into a concentrated
period of a week or two observed by a group of assessors. For example, during the week
managerial prospects are exposed to various tests, management games and other assignments
selected to measure the individual's managerial potential and their performance during
this week is evaluated by the assessors. Those who complete the week successfully a
considered for further management development.

1. Does your firm utilize the assessment center technique?
O Yes O No

If "yes," please describe briefly indicating the various means employed to
identify managerial potential

IX - PERSONAL CHARACTERISTICS

1 Please indicate which of the following personal characteristics or traits are considered

important qualities for potential executives in your firm. (Number in orderof importane ,
most important #1. Next most in importance *2, etc. Number only those considered
\ significant in your firm.)

~Appearance ,Drive

,Intellectual ability sInitiative

.Leadership ability Ambition

,Willingness to take risks __Aggressiveness
_Loyalty __Organizational ability

Would you please describe or explain any research or studies made by your firm to
determine how important these characteristics are to effective executive performan

X - OTHER TECHNIQUES

Would you describe briefly any other means (not covered by the survey form) used by your
firm to identify managerial potential




XI - RESULTS OF IDENTIFICATION
OF MANAGERIAL POTENTIAL

1. Once managerial potential has been identified in your company, what means are
taken to make certain that it is developed? Please describe briefly any techniques
used, such as job rotation, more frequent promotions up the management ladder,
more frequent salary increases, greater challenge on the job, etc.

2. Once an individual has been identified as having management potential, is this
information (check as many as apply):

O communicated to the individual

D communicated to his line supervisors

O communicated to a staff person who makes recommendations
on transfers and promotions

O other

PLEASE SPECIFY
If this information is not communicated to the individual, would you briefly describe
your firm's rationale on this question.

Thank you for your cooperation and time spent in completing the survey form. If you
would like to share in the survey findings, please check the box below and a copy of
the report will be sent to you as soon as possible.

O Iwould like to receive a copy of the survey findings sent to me at the address
shown for my firm on page 1of the survey form.

O I would like to receive a copy of the survey findings sent to the following address.

NAME
STREET ADDRESS

CcITV STATE Z 1P CODE

Please complete and return to:

JOHN R. DIXON
ASSISTANT MANAGER OF PERSONNEL
UNITED BENEFIT LIFE INSURANCE COMPANY
FARNAM AT 33RD STREET
OMAHA, NEBRASKA 68131






PERCENT

NUMBER OF TOTAL
Number of questionnaires 30
Number of responses bb . 88%
Number of usable responses 32 6h%
PERCENT OF
NUMBER USABLE RESPONSES
Group | Number of usable responses under
1,000 employees 16 30%
Group 11 Number of usable responses 0
1,000/3,000 employees 10 3]./0
Group 11l Number of usable responses over
3,000 employees _6 19%
32
GROUP 1 GROUP 11 GROUP 111 TOTAL
% of % of % of % of
No. Group No. Group No. Group No. Responses
Single Home Office location 16  100% 9 90% b 67% 29 90%
Regional Home Offices 1 10% 2 33% 3 10%

I 12 304

b2% 29 70%

Formal management development program 2 12% 3 23%
Informal management development program 1U 88% 10 77%

Qo



GROUP 1 GROUP 11 GROUP 111 TOTAL

% Of % of % of % of
No. Group No. Group No. Group No. Responses

Use tests in identifying managerial potential:

Prior to employment 12 % 7 0% 6 100 5 3%
After employment as a matter of routine

in identifying all potential managers 2 12% 2 0% - h 12%
Prior to consideration for advancement

to any position beyond entry level 1 % 1 10% - 2 6%
Prior to advancement to supervisory or

management positions only 2 12% 1 16% 3 %

Test are used to measure or assess:

ON
Values and interests 15 18% — 1 16% h 12% ro
Intelligence % [ 1% 6  100% i% 73%
Aptitudes 8 s 6 60 a 6™ 56%
Personality h 25% I 10% 1 16% 6 18%

In using test results:

We have established critical scores which
automatically eliminate non-qualifiers
from further consideration for manage —
ment positions

We have established critical scores, but
do not rigidly adhere to them, depending
upon the candidate > other qualifications it 5% 1 10% 2 3% 7 21%

Test scores are used only as an additional
source of information about the management
candidate, but carry no more weight than
such other considerations as performance,

educational background, etc. I hh% 6 60% h 67% 17 53%



Use simulation (management games such as
in-basket exercises, operation of a
hypothetical company, etc.) to identify
managerial potential.

Require specific level of education for
all managerial candidates

Level required:
High School
Some College
Bachelor®s degree

Greater preference for certain college
degrees or majors

Does firm adhere to a minimum acceptable
grade average for candidates with college
background

Minimum acceptable is:
2.0
2.5

Does your firm conduct interviews for the
specific purpose of identifying managerial
potential?

Are the interviews structured?

Are the interviews conducted by an interviewer
especially equipped for this purpose?

GROUP 1
% of
No. Group
2 12%
9 56%
2 12%
1 6%
6 31%
10 62%
5 31%
a 25%
| 6%
13 8
8 50%
11 63%

GROUP 11
% of
No. Group
1 10%
3 0%
1 10%
2 20%
h ha%
h h0%
2 20%
2 20%

GROUP 111
% of

No. Group

2 33%

1 16%

a

2

3

16%

16%

61%

33%

50%

No.

13

15

21

12

16

TOTAL

% of
Responses

15%

h0%

Ph

R
21%

alo.

15%

12%
P

65%
31%

50%



Is performance in non-managerial assignments
a consideration in identifying managerial
potential:

What methods are used by your firm
to evaluate performance?

Trait-oriented performance appraisal
Result-oriented performance appraisal
Line managers recommendation

Does your Tfirm make special assignments to
test skills of potential managers?

Is completion of industry course work used
to identify managerial potential?

Is completion of in-company management training
courses used to identify managerial potential?

Is completion of university-sponsored management
training courses used to identify managerial
potential?

Is the assessment center technique used to
identify management personnel

- One copy in Group Ill expects to
begin operation of an assessment
center within the next year.

GROUP

No.

16

Fatey

©

% "of
Group

100%

)

81%
6%
K370

3%

GROUP 11

% of
No. Group
10 100%

Ié ah
80%
10 100%

h hi%
6 60%

1 1%

GROUP 111
% of

No. Group
6  100%

g/o
100%
6/%
6%

16%

No.

6 & BB

\l

TOTAL

% of
Responses

100%

a1t

Dh
L3770

I

2%



Once managerial potential is identified,
what steps are taken to make sure it
is developed?

More frequent promotions

Job rotation

More frequent salary increases
Attendance at seminars
Assignment of special projects
No formal plan

Once an individual is identified as having
management potential, this information
is communicated:

To.the individual

To his line supervisor

To a staff person who makes recommendations
on transfers and promotions

No formal plan

GROUP 1
% of
No. Group
7 bb%
6 37%
7 bb%
2 12%
2 12%
7 hh%
7 bb%
7 hh%
13 81%
3 18%

GROUP 11
% of
No. Group
3 30%
1 10%
2 20%
1 10%
1 10%
h h0%
b b0%
3 30%
2 201

30%

GROUP 111

| ' P NT T

w

6

% of
Group

67%
67%
33%
16%

30%
67%

100%

No.

U4
11
11

11

Ib
Ib

TOTAL

% of
Responses

b3%
3b%
3b%
12%

9%
3b%

b3%
b3%

63%
18%

Ox
VT.
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