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 SCREW UP 
 A MANAGEMENT 
DEVELOPMENT INITIATIVE

By Mack Munro
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THE TOP
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Much of my work with clients involves helping them solve problems.  Most of these problems have painful 
symptoms such as high turnover, low engagement scores, or loss of market share.  When we look beyond 
the symptoms and down to the root issues of the problem, poor management performance is usually 95% 
of the problem!

When we look beyond the symptoms and down to 
the root issues of the problem, poor management 
performance is usually 95% of the problem!

Why is this so?
Managers are tasked with three core functions.  Companies may not even know this, but if you think about 
it, here’s what you want your managers to do:

1. Fix systems and processes.

2. Protect the house.

3. Develop people.

We’ll unpack those later but for now just know that if your managers can’t do these three functions 
effectively, you’re asking for trouble!

Building these skills is what organizations want when they develop some sort of management training 
program.  Here’s where having an ineffective process is worse than no process at all.  I’ll list out the Top 5 
BIGGEST mistakes and why and then I’ll show you how to do it right.

Here we go!
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5 Failing to Understand the Difference Between Management 
Training and Management Development.

Using a Piecemeal Approach to Management Development

I’ve had clients ask me to do a training program for their managers.  When we discuss what’s 
been done previously, I’ll get responses like “Well we’ve done Myers-Briggs, Situational 
Leadership, DiSC, and Covey so we need something new.” 

Management development needs to have a clearly-designed endgame with a desired set of 
behaviors and skills.  By throwing out a variety of tools, theories, approaches, and ideas, you 
simply overwhelm your managers and give them no clear outcomes for their development.  
This costly and uncoordinated approach will cause your initiative to fail.

4
Making Your Management Training Theoretical

The challenge in using contract trainers for your training is that many of them have a 
background in academia or use an academic approach.  It makes sense if your audience is a 
bunch of students.  Usually it goes like this:

1. Hypothesis:  Employees quit their boss, not their company.

2. Theory:  Mazlow’s Hierarchy of Needs (along with a boring lecture complete with 36 
PowerPoint slides)

3. Research:  Goober and Dopey’s 1986 Empirical Study of Motivation published in the Harvard 
Business Review.
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If we look at our standard 3-Legged Stool of Great Performance™ model, 
we can see that great performance as a manager involves three areas: 

• Skill (I know what I’m doing)

• Will (I want to do it)

• Focus (I know HOW and WHEN to do it) 

Training builds skills.  Certainly, there are skills managers need to 
know such as how to deliver feedback and document performance.  
Development is much different in that it helps managers know how and 
when to apply the skills, build the relationships, and internalize the right 
behaviors.  This is accomplished through feedback and coaching, not 
necessarily classroom training.  If you don’t understand the difference 
between TRAINING and DEVELOPMENT, your initiative will fail.

You’ve just lost your audience.  Nobody cares about your trainer’s research and what dead theorists 
espouse.  Your managers have a problem with turnover and need some help!  Find out the reason people are 
leaving YOUR organization and fix YOUR systems and processes and management behaviors and move on!  
It may not be a training problem.  If you leave this up to a trainer to fix, you will fail.
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2 Making Mentoring a Programmed, Mandatory Part of Your 
Management Development.

Mentoring as a mandatory program complete with an assigned mentor is a pretty common 
approach.  Mentoring is a vital part of management development but if done for the wrong 
reasons will cause the program to die an agonizingly slow death.  

The role of a mentor is to help the mentee gain the type of knowledge that only comes from 
experience.  Since experience takes time, the mentor can partner with the mentee and guide 
them, proactively, in a way where they can actually get the benefits from experience by 
learning from a mentor that learned those lessons the hard way.   

This must be driven by the mentee or they’ll see this as a burdensome requirement.   I will 
explain how to do it right in a bit.  BUT, if you make this a mandatory, assigned process, you 
will fail.

Blindly Outsourcing Management Development to an  
Outside Training Vendor

I know this from personal experience.  I spent a few years as a contract trainer and saw 
firsthand how the needs of the vendor (sell you as much training as they can in a classroom 
or web-based format) clashed with the needs of the company (give my managers the right 
skills and abilities to do their job well).  If you don’t know what you’re doing, find a reputable 
and trustworthy management consultant to help you examine the entire process and 
scope and partner with you to provide the RIGHT resources at the RIGHT time.  Outsource 
just what you need and if possible, bring the entire initiative in-house.  More on that later.  
If you leave this up to a training vendor to do and simply open your wallet and mentally 
disconnect, you will fail.

1
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STEP #2:  DEVELOP THE PATH

I would suggest the following model which, like the fire triangle model firefighters use lists the three roles 
and jobs of a manager. I’ve also included training topics that will build the necessary skills (this is TRAINING, 
not DEVELOPMENT). In my experience with clients, managers need to do all three or they will not be 
effective.

Effective Management Model (and the training that builds the skills):

Strategies and Solutions:
Now that you know what NOT to do, I’ll show you what you should do.

What does it take to do management development the right way?

STEP #1:  ESTABLISH THE GOAL

Establish what your outcome is.  What do you want from your managers?

Here is one example:

Goal: Supervisors lead engaged teams, providing a culture of empowerment, and 
doing so with a leadership vs. management approach.   

This will be unique to your organization.  Figure out what you want and what you expect.
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STEP #3:  USE A METHODOLOGY THAT WORKS

Now that you know what you want, figure out how to get it.  Here is the methodology I recommend to 
clients.

Management Development Methodology:

• Pre-Initiative Assessment (360 assessment or specific employee survey findings).  Make sure you identify the 
performance gaps so you know what skills need to be built.

• Baseline Skills and Knowledge Transfer (formal classroom training).  Don’t think this must be done in 3-day 
classes.  Make it just-in-time with 1 hour sessions with just those individuals who need it.  Nobody has the time 
or the attention span for 2-3 day classroom training anymore!  Besides, most people want to learn a new skill or 
technique, when needed, in the moment.  When I need to field strip one of my guns and can’t remember how 
to do it, I just look up a YouTube video, watch it, and then get the task done.  I would never sign up and wait for a 
one-day class to learn just one thing.

• Monthly Management Roundtables (1/2 day with training topic and open forum).  I’ve used these with great 
success at client sites.  Managers get together to learn just ONE new tool and then I facilitate an open forum 
discussion where we all wrestle with challenges together in a master-mind format.

• One-on-One Meetings (Individual attention for training and/or development help).  Often a manager has just 
one pressing issue.  Rather than do a class or have them participate in a Management Roundtable, let them work 
one-on-one with a qualified individual.  Think of this as a YouTube How-To video live in real time.

• Coaching (if indicated, with a certified professional coach).  Certain issues , mostly Focus problems, need to be 
addressed by a certified coach.  These can include being more (or less) assertive in meetings, thinking and acting 
strategically, or addressing other “blind spot” issues.

• Ongoing Assessment and Review (360 assessments, engagement survey data, employee feedback, performance 
review, etc.).  Just like stepping on a scale is the only true way to measure weight loss, some sort of periodic 
review is necessary to assess progress.

STEP #4:  USE MENTORING THE RIGHT WAY

Somebody recently asked me who I would want as a mentor.  At this stage in my career, I know quite a bit 
about my industry, but I lack knowledge and experience in marketing and sales.  I told them I wanted Gene 
Simmons, the long-tongued bass player from the rock band KISS.  Not for those reasons, but because he’s 
a genius at marketing and promotion.  He could fill in my knowledge and experience gaps in those two 
areas.  Because I requested him (and not told by some HR person to use Albert P. McGillicuddy, the firm’s 
Chief Marketing Officer), I would keep my appointments for mentoring, reach out often, and truly value the 
knowledge and skills I learned!

Make mentoring mentee-driven and allow the mentee’s manager to help identify the skill gaps and stress 
the importance of fixing them.  Let the mentee identify who they would like as a mentor!  If you do this 
backwards, it’s not going to work.
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STEP #5:  TAKE THE ENTIRE PROCESS IN-HOUSE

One of my most successful projects was partnering with a company as they put together a customer 
service training initiative.  I convinced them to do it in-house with their managers as instructors, coaches, 
and mentors as it would have more impact since those instructors would be seen every day by the 
employees and there would be more accountability.  I could have just done the training, cashed the 
check and moved on, but I valued this company way too much to do it.  I helped them develop their own 
customized curriculum, did a Train-the-Trainer event for them, and let them run it.  Their program was a big 
success and the learning has stuck.

The same should be done with management development.  Who would be better at teaching, coaching, 
mentoring, and guiding new supervisors, an outside contract trainer or one of your own (properly-trained) 
directors or managers?  The initiative will have your own culture as a foundation and in the long run, be 
more cost-effective and successful.

STEP #6:  DON’T ALLOW THE INITIATIVE TO DIE

Depending on your organization, initiatives are often viewed as short-term, reactionary measures that 
result in a “flavor-of-the-month” expectation.  Management development should NEVER be promoted 
or marketed as a “program” or it will largely be ignored and YOU will be seen as irrelevant.  By approaching 
this systematically, you can cycle your current generation of supervisors through and then tag them as the 
ones that will become future facilitators and mentors.  As a developer of talent, your job will be to keep this 
system fresh and flowing.  The result will be an organization that is more efficient and attracts and retains 
the top talent.

CONCLUSION

I know management development can be difficult and I didn’t make your life easier by identifying some of 
the problems you’re already having.  I want you to see what the flaws are so you talk intelligently about 
them when meeting with your executive team.  Even if you eliminate a few of the flaws, you can open 
better opportunities to implement an effective management development practice.

Setting these initiatives up can be a challenge and I want you to 
know that our company is really good at this!  We can help you plan 
it, provide some standard course curriculum to run it, train your 
facilitators to teach the workshops and run roundtables, provide 
one-on-one support, and even offer ICF Certified coaches to take 
development to a deeper level.

If you’d like me to sit down with you and help you think through your 
performance management development initiative, just give me a call 
at (931) 221-2988 and let’s set up some time to chat!

Provide the RIGHT 
resources at the 
RIGHT time.
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About Mack Munro

Mack Munro is Founder and CEO of MACK Worldwide and is an experienced 
speaker, consultant, and coach who has worked with executive and 
management teams in companies of all types, sizes, and industries in the 
United States and abroad. He is the author of How to Win at Performance 
Management.

He holds a Master of Arts degree in Organizational Leadership from 
Chapman University and a Bachelor of Science degree in Health Care 
Management from Southern Illinois University He is a licensed practitioner 
of the Myers-Briggs Type Indicator®, the Strength Deployment Inventory 
(SDI), and FIRO Element B. He has also written and developed several 
personality and behavioral assessments and online tools.

Prior to starting his company, Mack created training and professional 
development programs at U.T. Medical Group, Inc. in Memphis, TN, Holy 
Cross Hospital in Silver Spring, MD, and Contract Services Association 
of America in Arlington, VA. Mack has been an adjunct Professor of 
Business and Management at Vincennes University in Bremerton, WA and 
Crichton College in Memphis, TN. He a retired United States Navy dental 
technician who served tours in Australia, Guam, Long Beach, California, and 
Bremerton, Washington.

Mack’s clients include Pratt & Whitney, UTC Research, Pitney Bowes, 
Munters Corporation, Connecticut Online Computer Center, Bridgestone, 
CU Direct, numerous Federal agencies, and all 4 branches of the United 
States Military.

In addition to his latest book on performance management development, 
Mack is also the author of: How to Fix a Poor Performer (and Turn Them 
Into a Superstar), Coach Munro’s Big Book of Leadership:  How to Get 
People to Follow You, Coach Munro’s Job Seeker Survival Guide:  How to 
Find a Job in Any Economy, Coach Munro’s Big Book of Management: Tools 
and Techniques Every Manager Needs in Their Toolbox, The New Rules of 
Engagement: How to Keep Your Superstars Loyal to You and several other 
books and booklets.  He has been featured as a career and management 
expert on WFRE Radio, The Washington Post, and wrote a monthly column 
in Men’s Fitness magazine.

You can reach Mack for 
speaking engagements on his 

blog at:

www.TennesseeMack.com

You can connect with Coach 
Munro’s company, Munro 

Worldwide to inquire about 
consulting and training work 

at:

www.MACKWorldwide.com
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