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What is it and why bother?

Management Assessment or
Career AppreCIatlon by Barbara M. Luedecke

After downsizing, re-engineering work processes, or to enhance
organizational growth, it often becomes necessary to consider
whether the talent resident in management ranks is sufficient to do
the job. Indeed, one highly successful entrepreneur has stated that,
for continued growth and success of his company (now heading
towards $100 million and the fifth generation of ownership), the
selection and development of the “right” managersis paramount. He
has charged his new Vice President Human Resources to work with
his operating Vice Presidents to find the “best people” for their
company. But how exactly do you do this?

Every experienced manager )
knows what a God-send it isto Costs of a bad hire:
Base Salary $60K;

find aredly excellent em-

ployee; and how difficultitisto .

predict which candidateswill in Leﬁﬁg Eﬁoizggé&
Relo/Outplacement $15K:

fact turn out to be excellent.
Every experienced manager
Minimum Cost $125K.

also knows, intuitively at least,
how much it costs to make a
poor hiring or promotion decision.

Costs of abad hire: Base Salary $60K; Search Fees $20K; Learn-
ing on Job $30K; Relo/Outplacement $15K: Minimum Cost $125K.

These costs obviously do not include any expenses for training
courses, HR and/or line management’ s coaching time to try to sal-
vage the bad situation. Nor do they include the costs that would
clearly be incurred in order to replace the bad hire, basically the same
all over again. So what is a manager to do?

Consider an independent assessment along with your other good
hiring practices, such as standardized interviewing and reference or
work checks. Additionally, you should embrace special procedures
for talent pool development and career planning for those already

continued on page 2

Spring 1997, Volume 10, Number 1
Inside:

The New Management Network 4

©Copyright Fowke Limited: May be reproduced with attribution.

Barbara Luedecke, PhD, CMC

Dr. Luedecke is president of
Barbara Luedecke & Associates.
Prior to re-entering private practice
in 1996, Barbara was Partner-in-
Charge of KPM G’ s Toronto
Change Management Practice.
Before joining KPMG in 1984, she
ran her own management consult-
ing firm, which followed a number
of years with Ontario Hydro in the
personnel research and manage-
ment identification areas. Barbara's
doctorate isin Industrial/Organiza-
tional Psychology from Y ork
University. Sheisregistered asa
psychologist in the Province of
Ontario and is a Certified Manage-
ment Consultant. Barbara special-
izesin facilitation of strategic
planning, executive assessment and
coaching, performance manage-
ment, organization design/effective-
ness, and change management
strategies.
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Lifong Liu

Ms. Liu guides management of
companies with operationsin Asia.
She helps devel op business ventures
in China, build cross-cultural teams,
and facilitates culture-sensitive
organizational development. Born in
Shanghai and trained as a Chemical
Engineer at Taipai Ingtitute of
Technology, sheisfluent in Manda-
rin. Sheis President and Senior
Strategist of @Global Focus Con-
sultants Inc. in the San Francisco
Bay area.

Ken Shepard, PhD

Ken specidizesin strategy formula-
tion, organization structure and
strategy implementation. He is
Principal with the Canadian Centre
for Leadership and Strategy, a
workshop leader with the Canadian
Management Centre and a Consult-
ing Associate with the Niagara
Ingtitute. He is a graduate of
Antioch University and the Univer-
sity of Pennsylvania, and holds a
PhD in Management from UCLA.
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with your organization. The independent assessment process, how-
ever, can provide additional useful information to factor into the
equation for selection, promotion, and/or career development. | call
the assessment process | use the Career Appreciation Program. It is
described below.

The Career Appre-
ciation Programis
designed to help both
the individual and the
organization to make
optimal decisions
regarding job place-
ment and career
development issues. A
definite benefit for the
organization occurs
when the individual is
well-matched to the requirements of the job. For theindividual, a
sense of well-being at work occurs when:

» what thereisto do isin balance with what the person feels able to
do and

» when growth in the person’s abilities is matched by growth in
what thereisto do.

When an individual is fully competent and growing “on the job”,
both the individual and the organization win. The individual feels
alert, energetic, creative, motivated, competent. For the organiza-
tion, such people enjoy using their judgment and are very likely to
be competent decision-makers. Therefore, pacing the paths of chal-
lenges and capabilities is to the mutual benefit of the individual and
the organization.

The Career Appreciation Program is based on the fundamental
concepts espoused by organizational guru Elliott Jagues:

* in any organization there are different levels of work, each adding
distinct value

* the capability of individualsto make the decisions required at
each of these levels grows with age and at different rates

* given the skilled knowledge and experience to do the job, valuing
the work and an absence of personality dysfunction, the indi-
vidual should be successful in applying independent judgment as
required in the conduct of his or her role (job).

The approach used is tailored to the needs of the particular client
situation but generally incorporates and explores the candidate’' s
likely strengths and weaknesses in at least the following areas:

» Requisite Leadership and Team working practices and prefer-
ences

* Administrative vs. Logical/Analytical vs. Creative/Entrepre-
neuria vs. Nurturing/Integrative role preferences

» Factorsthat can be expected to be motivating or de-motivating for
the individual

“1 believe that everyone in the
company should be assessed this
way. We'd all be able to work
better as individuals and together,
knowing our strengths and areas
for development.”

Candidate for Sales and

Marketing Manager



* Relationships with people: preferred approaches, working envi-
ronments

» Thinking style: concrete vs. abstract, data based, vs. intuitive

» Feelings and Emotions: optimistic, critical, resilient, competitive,
etc.

» Vocational interests (e.g. purchasing, distribution, sales, technol-
ogy, research and development, administration, finance, person-
nel, etc.)

The Career Appreciation Program consists of three stages:

1. Specially selected questionnaires, inventories and tests de-
signed to “measure” a person’svalues, style and beliefsrel-
evant to the job and career situation. (When relevant, partici-
pant’ s performance on inventories is compared with anorma-
tive reference group comprised of other managers and profes-
sionals.)

2. A specialy designed interview which incorporates feedback to
the person on the results and interpretation of the question-
naires and inventories completed at stage 1.

3. A written summary report outlining the findings of stage 2 and
suggesting career development implications, when relevant.

The Career Appreciation Program requires the candidate to spend
about seven hours completing the tests and questionnaires. The in-
depth interview and feedback meeting usually takes three hours. As
can be seen from the above, it isafairly labour-intensive process.
But as the old saying goes, “The more you put into it, the more
you'll get out of it.”

Yes, there are “quickie” tests on the market. They purport to
predict job success for one half hour’ s questionnaire compl etion and
$125.00 for processing. But be an informed consumer! The
“quickie” test process usually contravenes two of the most basic
principles of psychological testing. Firstly, never interpret test
results “blind”, (i.e.
without meeting the
candidate personaly).
Secondly, no one test
can ever be expected to
capturethe TRUTH
about a person.

Assessment is at
best a delicate art; therefore, to be done correctly, the approach must
be as thorough and as rigorous as possible. For, it is the mosaic of
the whole person in relationship to their skilled knowledge and
experience, their values and motivation related to the workplace, the
role they are about to fulfill, as well astheir problem-solving and
decision-making styles and their capacity to handle complexity
which are the critical success factors. No one test a one can cover
this waterfront. Additionally, one needs to consider the particular
requirements of the job/career situation. Assessment is a complex
process. But when done well, it can add inestimable value to both
the individual and their (prospective) organization.

“I wish my company had given me
this kind of career assessment 20
years ago.”
Candidate for Vice President
in an electrical supply company

Ari Lindeman

Ari Lindeman consultsin strategic
change and organization for the E-V
Development Group, serving clients
in telecommunications, banking,
insurance and public administration
in Finland and European countries.
He brings together relationship
marketing, human resource devel op-
ment, international networking and
business development and the
management of change to support
strategic analysis and direction. He
holds a M.Sc. in Business Adminis-
tration.

Claudia Chowaniec, PhD, CMC

Dr. Chowaniec applies socio-
technical systemsto large scale
change, bringing experiencein
business planning, management
development, human resource
management and training to corpo-
ration and government clients with
Hickling-Johnston in Canada and
Block Petrella Weisbord in the
United States. She is a graduate of
Queen’sand York and hasaPhD
from Leeds University. Sheis
president of PRECEPT Inc.
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The New Management Network

We support executives to act quickly, directly and profit-
ably, on what needs to be done for success.

The New Management Network is a distinctive peer group of independ-
ent management consultants who share common professional idess,
understand creative innovation and are dedicated to releasing the human

Spirit in organizations.

Members of the network serve clients on issues of corporate purpose,
strategic clarity, company-wide alignment with direction, teamwork and

organizational culture.

Don Burnstine, Charlotte L evinson
Burnstine Associates, Inc.

Tel: (416) 966-2238

Fax: (416) 966-9562

E-mail: 76064.2722@compuserve.com

Claudia Chowaniec, PhD
PRECEPT Incorporated
Tel: (613) 233-9378

Fax: (613) 233-6033
E-mail: precept@comnet.ca

Jim Collinson, Carolyn Arnold
Northport Consulting

Tel: (613) 476-8840

Fax: (613) 476-5909

E-mail: northport@sympatico.ca

Jim Cranston

Keir ConsultantsInc.
Tel: (604) 222-1036
Fax: (604) 222-0914
E-mail: jimcran@ibm.net

Don and Bonnie Fowke
FowkeLimited

Tel: (416) 214-1370

Fax: (416) 214-1373
E-mail: fowke@hookup.net

Terrence Heath

Heath Consultants
Tel: (416) 591-1675
Fax: (416) 591-9242

T. Gerald Hillis, FCMC

Tel: (506) 441-8796

Fax: (506) 441-8796

E-mail: sentom@sol.racsa.co.cr

Ari Lindeman, M.Sc.

Eero Voutilainen

EV-Development Group

Tel: +358 0 6134 800

Fax: +358 9 6134 8899

E-mail: lindeman@evkehit.pp.fi
eero.voutilainen@evkehit.pp.fi
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@Global Focus Consultants, Inc.
Tel: (510) 531-5700

Fax: (510) 531-5701

E-mail: lifong@gfc-inc.com

Barbara L uedecke, PhD, CMC
Barbara Luedecke & Associates
Tel: (416) 544-1091

Fax: (416) 480-9401

E-mail: rubarb@total .net

Jim and Pear| Peers

Peer s Management Associates
Limited

Tel: (902) 562-6333

Fax: (902) 564-8009

E-mail: peers@highlander.cbnet.ns.ca

Graham Punnett

Graham Punnett & Associates, Ltd.
Tel: (604) 492-5106

Fax: (604) 492-5841

E-mail: gpunnett@vip.net

Susan G. Schroeer

S.G. Schroeer & Associates|nc.
Tel: (919) 968-2145

Fax: (919) 968-2146

Ken Shepard, PhD

Canadian Centrefor Leadership
and Strategy

Tel: (416) 463-0423

Fax: (416) 463-0423

E-mail: kshepard@astral.magic.ca

Dorothy E. Siminovitch, PhD
L earning Consultant: Adults.
Groups. Organizations.

Tel: (216) 464-5039

Fax: (216) 464-7345

E-mail: awareworks@aol.com

Bonnie Fowke, CMC

Two decades consulting experience
in organizationa development and
realignment, and in human resource
management for clients in mining,
manufacturing, oil and gas, com-
puters, communications, distribu-
tion, personal service, health and
social service, and government
administration. University of
Saskatchewan and Gestalt Institute
of Cleveland. Certified Manage-
ment Consultant.

Donald Fowke, FCMC

Three decades experience consult-
ing in strategy and organization to
chief executivesin a broad range of
industries and to leadersin govern-
ment on policy and administration.
A graduate of the University of
Saskatchewan and MIT’s Sloan
School of Management. A Profes-
sional Engineer, a Fellow of the
Institute of Certified Management
Consultants, and a member of the
World Presidents’ Organization.



